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COVER LETTER

1 December 2020

To whom it may concern

RE journal selection motivation - Human Resource Development Quarterly

The Human Resource Development Quarterly is published by Wiley and is
categorised as HRM&EMP by the Association of Business Schools academic journal
guide 2018 with a ranking of 2. According to the Clarivate Analytics Journal Citation
Reports, the journal had an impact factor of 3.688 in 2019. Furthermore, the journal
is SCI indexed.

Human Resource Development Quarterly specialises in the field of Human Resource
Development (HRD). Research in this journal focuses on human resource
development issues and provides a link between the application of theory and
practice in the field of HRD. Additionally, the journal publishes work that focuses on

HRD theory, research and evaluation of HRD interventions and contexts.

This research article explores performance management in the context of virtual
teams and falls within the area of HRD, as it investigates how managers drive
performance in virtual teams. The research contributes empirical research to
literature to gain insights into how current performance management theory is being
practiced in an organizational context, specifically in the context of virtual teams.
Therefore, the Human Resource Development Quarterly was regarded as best
suited for the publication of this research. The article follows the journal’s author

guidelines and | will be listed as lead author followed by my supervisor.

Yours sincerely,

Lutfiyya Moosa



ADDITIONAL NOTES

This research article abides by the author guidelines outlined in the Human
Resource Development Quarterly journal, except that it is 2 pages over the journal’s
specified page limit. However, at 10 000 words, the word count is still in adherence
to the precedent set by past, qualitative research studies that have been published
in the journal. As an example, the sample journal provided in Appendix B has a word
count of 11 800 words. Nevertheless, consideration will be taken prior to submitting
this article to the journal. The number of quotations used in the findings section will
be reduced and the reference list will be made more concise, to adhere to the

specified 35 page limit.



CHAPTER 2 : LITERATURE REVIEW

21 INTRODUCTION

This chapter begins with a literature review that provides a contextual background
of the study, through insight into the various academic theories and debates around
the practice of performance management (PM). The history of PM and theories from
a traditional viewpoint are explored to illustrate how academic discourse has
advanced PM into more developmental practices. Thereafter, the construct of virtual
teams is introduced and an analysis of established virtual team literature is provided,
prompting an argument into why PM may be of particular importance in a virtual team
context. Finally, the implications of using PM practices within a virtual team are
highlighted, illustrating the research gaps that exist in both PM and virtual team
literature. This literature review is used to further refine the research problem and

informs the research questions that the study seeks to explore.

2.2. PERFORMANCE MANAGEMENT

2.2.1. Traditional drivers of employee performance

The study of employee performance within organisations has been a subject of
interest to academics dating back over a hundred years ago, with performance
appraisal (PA) appearing in many early studies (DeNisi & Murphy, 2017; Aguinis,
2013; Pulakos, Mueller-Hanson & Arad, 2019). Early studies focused on PA as a
means to measure and evaluate an employee’s strengths and weaknesses, usually
by an authority figure utilising formal rating systems on an annual basis (Aguinis, Joo
& Gottfredson, 2011). Subsequent studies began evaluating these rating systems
and uncovered flaws in the rating criteria (Thorndike, 1920; ligen, Barnes-Farrell &
McKellin, 1993), suggesting that rating tools alone were not the best measure of
performance. This led to further studies around employee’s perceptions of fairness
and their reactions to appraisals (Taylor, Tracy, Renard, Harrison & Carroll, 1995).
Eventually, researchers recognised that PA practices were more complex in nature
and could not be conducted in isolation. Rather, PA should be explored in the context
of a complex environment whereby managers obtain and process information about
employee performance and find ways to motivate them (DeNisi & Murphy, 2017).

Coens and Jenkins (2000) even called for the abolishment of PA and suggested that



employee improvement initiatives were more effective when combined with a work

climate, systems and processes that support them.

Much of the research around employee performance within organisations is narrowly
focused on the way PA tools are designed and structured in terms of their format
and ratings as well as how PA may be used for compensation purposes in traditional
teams (Brown, O’Kane, Mazumdar & McCracken, 2019). PM is a more recent term
used by academics to refer to a “wide variety of activities, policies, procedures, and
interventions designed to help employees to improve their performance” (DeNisi &
Murphy, 2017, p. 421). From this, PA would be seen as just a small component of
PM, which has evolved to include continuous feedback, goal setting, training and

reward systems (DeNisi & Murphy, 2017).

2.2.2. The evolution of performance management

New ways of working and an increasing need for team collaboration have stimulated
a shift in performance management practices to take on a more holistic approach
(Brown et al., 2019). Cappelli and Travis (2016) highlight that organisations have to
change the way they view performance management, because of a greater need for
team collaboration and agility that is driven by rapid innovation and disruption.
Employee development and coaching and informal, frequent feedback to promote
organisational agility are being favoured over quantitative approaches to
performance management (Cappelli & Tavis, 2016; Cappelli & Tavis, 2018). PM
practices have evolved to become more developmental in nature and are being used
by managers of traditional teams to engage, develop and ultimately, drive

performance within their teams (Brown et al., 2019; Pulakos et al., 2019).

PM has been defined as “identifying, measuring, and developing the performance of
individuals and teams and aligning performance with the strategic goals of the
organization” (Aguinis, 2013, p. 2-3). This definition is closely aligned to Human
Resource Development (HRD) practices, which focus on improving both individual
and group performance, developing individual's competencies and skills as well as
enabling their personal growth to ultimately improve organisational effectiveness and
performance (Hamlin & Stewart, 2011). Developmental PM practices in a traditional
work context have been explored extensively in literature, with academics focusing

on elements like goal-setting, feedback, coaching and motivation to improve
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employee performance (Aguinis, 2013; Werner, 2017; Cappelli & Tavis, 2018; Brown
et al., 2019).

2.2.3. The impact of developmental PM on organisational success

Although Denisi and Smith (2014) argue that there is no evidence to show that
developing the performance of individuals will lead to improvements in organisational
performance, Aguinis, Joo and Gottfredson (2011) motivate that PM improves firm
level performance by aligning individual performance to business goals and helping
them to fulfil strategic objectives. Hence, developmental PM practices stand as an
important aspect of HRD to aid in the ongoing development of both individuals and
teams, driving their performance and ultimately advancing the strategic objectives of
the organisation (Adhikari, 2010; Aguinis et al., 2011).

2.2.4. The performance management process

Developmental PM processes have been discussed in the literature with various
models and frameworks explored in an attempt to shift away from narrow PM
practices of the past and improve employee productivity (DeNisi & Smith, 2014;
Aguinis, 2013). Aguinis (2013) developed the Performance Management Process
which include elements to identify specific stages of ongoing PM, namely
prerequisites, performance planning, performance execution and performance
assessment. In addition to the elements highlighted by Aguinis’s (2013) process,
Cascio (2014) iterates that effective PM processes should involve elements like
communicating expectations regularly, providing immediate feedback and
developing employees to maximize their performance. Similarly, DeNisi & Smith
(2014) have developed a framework that includes inputs like motivation, actions,
results and evaluation to drive outputs like employee performance and satisfaction.
By using elements from the PM process, managers can drive performance in both
individuals and teams by finding a way to incorporate and align these interrelated
components (Aguinis, 2013). Academic discourse will be discussed in light of the

developmental PM stages identified.

Prerequisites and Performance Planning
The understanding of an organisation’s strategic objectives and knowing how an
employee’s job aligns to its mission and goals, has been identified as a prerequisite

step in the PM process (Aguinis, 2009). The literature suggests that aligning
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employee goals closely to business strategy is an important step and can ultimately
improve organisational performance (Lee, Lee, & Wu, 2010; Biron, Farndale &
Paauwe, 2011). Leading on from this, goal-setting has been explored extensively in
literature to enable planning and set expectations in traditional, face-to-face team
settings (Rodgers & Hunter, 1991; Aguinis et al., 2011; David, 2013). Furthermore,
Latham and Locke’s (2006) well accepted, goal-setting theory has indicated that
goal-setting promotes greater employee motivation and a higher level of employee
performance compared to goals that are unclear. However, academics have noted
that in practice, there are challenges (Pulakos & O’Leary, 2011) and have raised
questions around the extent to which managers employ goal-setting practically to

drive performance (Pulakos & O’Leary, 2011).

New ways of working may mean that employee goals are aligned to specific projects
and don’t necessarily reflect traditional, top-down organisational goal-setting and this
is an area worth exploring in PM (Cappelli & Tavis, 2016). Guzman, Ramos, Seco
and Esteban (2012) point out that virtual teams are prone to a higher risk of role
ambiguity if goals are unclear. Understanding goal setting and the alignment of goals
to match business strategy could provide insights into how the prerequisite and
performance planning stages are conducted in the context of virtual teams to drive
performance (Brown et al., 2019), when face-to-face interaction is limited. Jimenez
(2017) also encourages practitioners to explore how new technologies are being

leveraged to clarify team member’s goals.

Performance Execution

Performance execution involves the employee acting on the developmental plan in
an attempt to produce the results and behaviours discussed during the planning
phase (Aguinis, 2013). Motivating employees through ongoing feedback and
coaching are regarded as important aspects of the execution process and have been
explored in traditional contexts (Aguinis, 2013; Baker, 2010; DeNisi & Smith, 2014).
This is consistent with the developmental approach to PM, where feedback, training
and coaching are regarded as important elements to improve employee performance
(Brown et al., 2019). Ongoing coaching in a traditional work setting has been
emphasised to sustain and improve high performance and achieve organisational
goals (Ellinger, 2014; Werner, 2017). Open and ongoing feedback has been noted

as a characteristic of an ideal PM system, whereby consistent, two-way



communication between a manager and employee occurs (Aguinis et al., 2011),
while both negative and reinforcing feedback have been promoted as a way to
motivate and increase an employee’s performance within an organisation (Latham
& Locke, 2006; Baker, 2010).

Despite literature exploring feedback and various sources of feedback, there is a
lack of research investigating feedback in virtual team settings, and a call is made
for more research to explore PM and feedback, whereby positive and negative
feedback is provided virtually (Brown et al., 2019). Brown et al. (2019) also believe
that there is potential for researchers to explore a developmental PM approach in
virtual contexts. With new ways of working in mind, Cappelli and Tavis (2018)
support more developmental PM practices, like ongoing feedback and coaching in

environments where there is a need to be more agile.

Performance Assessment and Review

In this stage, the employee and manager evaluate the outcomes and behaviours
agreed upon (Aguinis, 2013). A face-to-face review meeting is then conducted
between employee and manager in a formal setting whereby feedback is given to
the employee on their performance (Aguinis, 2013). Performance assessment (PA)
has been explored extensively in the rich history of PA studies, with academic
debates suggesting that PA may be counterproductive (Bouskila-Yam & Kluger,
2011; Coens and Jenkins, 2000). Some authors have also focused on assessment
tools like competency-based evaluations and the balanced scorecard to effectively
align strategy to individual and organisational goals (Nankervis & Compton, 2006;
Chan, 2006; Catano, Darr, & Campbell, 2007), but others argue that the impact of
evaluations on employee performance has not been proven objectively (Franco-
Santos, Lucianetti & Bourn, 2012).

Holtbrigge, Schillo, Rogers and Friedmann (2011) point out that it is more difficult
to monitor the performance of employees in virtual teams because of the lack of
face-to-face interaction. Cappelli & Tavis (2018) suggest that as the nature of work
changes, PA could be dropped in favour of continuous, informal feedback.
Additionally, Nudurupati, Tebboune and Hardman (2016) indicate that in a digital
environment, it may be more important to include performance evaluations from

stakeholders across the business to better gauge employee performance. There is



a gap identified in literature around investigating evaluation practices in new work
settings (Bititci, Garengo, Dorfler & Nudurupati, 2012; Melnyk, Bititci, Platts, Tobias
& Andersen, 2014) and in exploring if traditional performance ratings hold true in an
environment where there is limited opportunity to observe performance (Brown et
al., 2019) . Further studies are also needed to investigate tools leveraging
technology to conduct PA, when face-to-face interaction is difficult and these may
prove important in aiding PA initiatives as new ways of working emerge (Brown et
al., 2019; Jimenez et al., 2017).

This section highlights the extent to which PM has being explored in literature, with
specific stages outlined and explored to drive employee performance within
organisations. However, a limitation of PM research is that it has been conducted in
traditional team settings, where employees are based in the same location as their
peers and managers. Researchers identify a gap in PM literature around
understanding how managers practice the elements of PM in a real-world context
(Brown et al.,, 2019; Brown & Latham, 2018; Pulakos et al., 2019; Eaidgah,
Abdekhodaee, Najmi & Alireza, 2018). Furthermore, a call is made for research into
understanding how managers can drive performance in team settings and different
contexts (Pulakos et al., 2019), particularly within the context of virtual teams (Brown
et al., 2019; Hill & Bartol, 2016; Liao, 2017).

2.3. VIRTUAL TEAMS

New ways of working, spurred on by the digital era introducing electronic mediums
and communication tools have enabled distributed work and given rise to virtual
teams. Virtual teams comprise of knowledge workers who span over time zones,
distance and location and make use of electronic mediums to combine their
expertise towards a common goal, thereby increasing their organisation’s
competitive advantage (Hao, Yang & Shi, 2019). There are different degrees of
“virtuality” (Bell & Kozlowski, 2002); in extreme cases of virtual teams, all members
work remotely and interact solely via electronic mediums, while other virtual teams
may complement the virtual experience with some degree of face-to-face interaction.
Kirkman and Mathieu (2005) noted that although electronic mediums like
videoconferencing can enhance the richness of communication in a virtual team, it

cannot fully substitute for physical, face-to-face interaction.



2.3.1. Virtual team benefits

There are numerous sources in literature exploring the organisational benefits of
implementing virtual teams. Some of these include expanding market reach (Prasad
& Akhilesh, 2002), taking advantage of time zones (Maynard, Mathieu, Rapp &
Gilson, 2012), managing costs and improving delivery of services (Lurey &
Raisinghani, 2001), taking advantage of skills and expertise in other countries
(Hertel, Giester & Konradt, 2005; Nozari, Najafi, Jafari-Eskandari & Aliahmadi, 2016)
and enhancing collaboration (Hertel et al., 2005; Robert & You, 2018).

2.3.2. Virtual team challenges

There are a number of challenges highlighted in literature from an individual to an
organisational level. Decreased face-to-face interaction may result in challenges for
the individual as they may feel isolated, with unsatisfied social needs (Zhang, 2016)
and as a result, may be less trusting (Cascio, 2014). At an organisational level, there
is less opportunity for employee interaction and observation, hence it becomes
difficult to collect information about performance (Guzman et al., 2012). A lack of
understanding of team objectives and organisational goals due to decreased
communication may also occur in virtual teams, causing a higher risk for role
ambiguity (Eaidgah et al., 2019). Furthermore, cultural and language barriers as well
as time zone differences may exacerbate communication and interpretation
problems (Eaidgah et al., 2019; Wildman & Giriffith, 2015). Holtbrigge et al. (2011)
state that because of the distance that separates team members and their
managers, “‘monitoring and controlling” (p. 212) employees becomes complicated,
employees becomes complicated, giving rise to numerous challenges around driving

performance in the context of virtual teams.

2.3.3. The use of technology in virtual teams

Technology and virtual tools are seen as an enabler to the coordination of activities
in virtual teams as well as a means to communicate, exchange information and
manage performance (Hertel et al., 2005). There have been studies to show that
virtual tools may increase satisfaction when easy to use (Chi, Chang & Tsou, 2012)
and can increase interpersonal trust if implemented appropriately together with
processes, policies norms and values (Ford, Piccolo & Ford, 2017). Additionally,
Kock and Lynn (2012) have conducted a study to show that a high degree of

communication via a range of virtual tools alleviates task complexity, provides coping
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mechanisms and aids in the coordination of team activities. However, much of the
existing literature focuses on older virtual tools like email and online discussion-
boards (Bell & Kozlowski, 2002; Gibson & Cohen, 2003). A gap exists in literature to
explore how new technologies are being leveraged to coordinate activities,
communicate and clarify goals to aid in effective PM practices and ensure virtual
team success (Jimenez et al., 2017).

2.4. PERFORMANCE MANAGEMENT AND VIRTUAL TEAMS

2.4.1. Challenges around driving performance in virtual teams

Researches agree that the management of virtual teams is exacerbated by the lack
of face-to-face contact as compared to virtual teams (Eadigah et al., 2018; Liao,
2017; Brown et al., 2019; Holtbrigge et al., 2011). Liao (2017) motivates that virtual
team leaders may need to invest more time in proactively facilitating team processes
to improve team performance and highlights a gap in literature to explore
management processes that are unique to virtual teams. Eadigah et al. (2019)
support this view and believe that it is crucial to understand how managers drive
performance in virtual teams as compared to traditional teams, because even though
organisational objectives remain the same in both contexts, virtual teams are
expected to display higher performance (Wong & Burton, 2000). Hence, it becomes
increasingly important to understand how managers are driving their virtual team’s

performance to overcome virtual team challenges and ensure success.

2411. Performance management and virtual team literature

Hertel et al. (2005) developed the Lifecycle Model of virtual team implementation in
Figure 1 to outline critical management tasks to be considered in the implementation
of virtual teams, which includes five key phases.
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Figure 1. The Lifecycle Model of virtual team implementation. Adapted from “Managing
virtual teams: A review of current empirical research”, by Hertel, G., Geister, S., &

Konradt, U, 2005, Human Resource Management Review, 15, p. 69.

Looking at the stages of the PM Performance Management Process as identified by
Aguinis (2013) and drawing parallels to Hertel et. al’'s (2005) Lifecycle Model, Phase
A aligns to Prerequisites, Phase B aligns to Performance Planning, Phase C and D
align to Performance Execution, Phase D aligns to Assessment and Review and
Phase E aligns to Performance Renewal. Since PM is viewed holistically as a “wide
variety of activities, policies, procedures, and interventions” (Murphy & DeNisi, 2017,
p. 421) that drive employee performance and because these stages align closely to
the activities within the lifecycle model of virtual teams, PM may be seen as a critical

component in driving performance within virtual teams.

It is worth noting that Hertel et. al's (2005) Lifecycle Model was devised for a project
team that collaborates for a short period of time and disbands after project
completion. As a result, there is little focus on ongoing performance management
and performance evaluation as a driver of performance in the context of a long-term,
virtual team set-up. Hence, an integrated virtual management and performance
management model that outlines the elements of PM to be used by virtual team

managers would be beneficial.

In recent years, Eidigah et al. (2016) conceptualised the Integrated Visual
Management (IVM) model to combine PM with visual management (VM) tools and
continuous improvement (CI) processes in a traditional setting. The IVM outlined
three elements namely, performance planning and implementation, performance
measurement and VM and finally, performance evaluation and Cl (Eidigah et al.,
2016). Eidigah and Abdekhodaee (2018) went on to test this framework in a virtual
setting and found it to be successful to systemically improve team performance.
However, although the model includes the element of feedback, it lacks other
developmental PM elements like coaching and motivating the team to achieve
expected goals. Additionally, the role of the manager has been excluded from the
model (Eidigah & Abdekhodaee, 2018).
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Despite PM being explored extensively in literature, these studies have been
conducted in traditional team settings, where employees are based in the same
location as their peers and managers. Little is known around how managers practice
the holistic elements of PM, as identified in the literature, in a real-world context
(Brown et al., 2019; Brown & Latham, 2018) or how teams are managed for
performance when there is a lack of face-to-face contact (Liao, 2017). Furthermore,
virtual tools and communication mediums to aid PM have not been given much
attention in literature (Brown et al., 2019) and there is a gap in understanding how
new technologies can aid managers in driving performance within their teams
(Jimenez, 2017). There is value for both managers and practitioners in
understanding how employee performance is driven by managers in these

geographically dispersed teams.

2.5. CONCLUSION

PM is seen as a developmental and iterative process, in which managers first work
with their teams to set goals and expectations that are aligned to organisational
strategy. Thereafter, a developmental plan is set for the team and performance is
evaluated and reviewed before finally, rewarding performance and adjusting
expectations accordingly. Driving performance in virtual teams can be challenging
and is exacerbated by the lack of face-to-face contact in these new work
environments. Exploring how managers drive performance in virtual teams, aided by
the use of electronic tools, may result in the development of a practical framework
for managers to set expectations, motivate, develop and evaluate employees to drive

team performance, ultimately resulting in organisational success.

CHAPTER 4: RESEARCH METHODOLOGY

The purpose of this chapter is to describe the proposed research methodology and
design employed in this study including the population, unit of analysis, data
gathering and analysis process and limitations. The research questions used in the
study were grounded by the literature review conducted in Chapter 2. Eighteen, in-
depth, semi-structured interviews were conducted with managers who drive
performance in their virtual teams. The qualitative interview data was then analyzed
using thematic content analysis to gain further insights and ultimately, develop the

conceptual model that emerged from this study.
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41. CHOICE OF METHODOLOGY

The literature review that underpinned this study highlighted a gap in PM literature,
particularly in exploring how managers drive team performance a virtual context.
Brown et al. (2019), Brown and Latham (2018) and Liao (2017) indicated that most
studies have been focused on performance management in traditional workplace
settings, where managers have direct, face-to-face interaction with their
subordinates. The literature review highlighted the gap in understanding how
managers drive performance in teams and additionally, in more collaborative and

virtual contexts.

The interpretivism philosophy seeks to explore “the way humans attempt to make
sense of the world around them” (Saunders & Lewis, 2012, p. 134). Similarly, Willis
(2009) detailed interpretivism as a way to understand reality that is unique to each
participant’s views and contexts. This study focused on understanding how
managers drive performance in virtual teams and since the approaches to PM
differed across managers and their teams, freedom of interpretation was allowed for
managers to explore unique findings according to their own reality. Hence, the

interpretivism philosophy was applied to this study.

Exploratory research is defined as “initial research conducted to clarify and define
the nature of the problem” (Zikmund, 2000, p.54). Saunders and Lewis (2012) assert
that exploratory research is suitable to discover information about a problem that
may not be well understood. Furthermore, Edmondson and Mcmanus (2007) explain
that an inductive approach is best used when little or no previous theory exists for a
respective research topic or if the topic represents “new phenomena in the world”,
and agreed that it was well suited in virtual team studies. Hence, an explorative,
inductive approach was deemed the most suitable strategy to adopt due to the
limited number of empirical studies on performance management within virtual

teams.

Qualitative research is consistent with an inductive approach and allows for
discovery and a deep understanding of an under-researched problem (Glaser &
Strauss, 2009). Doz (2011) suggests that qualitative research allows one to gather
‘rich data” (p. 586) from managers practicing in the field of business and

subsequently, allows the researcher to develop conceptual maps that lead to theory
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building. Furthermore, Doz (2011) argues that there is a need for qualitative
research in the field of International Business, where there is global collaboration.
Globalisation and increased mobility have resulted in companies servicing customers in
multiple countries throughout the world with resources located in different continents,
regions and time-zones (Jimenez et al., 2017; Zakaria, 2017). To service the needs of a
global customer base, many organisations rely on virtual teams that are geographically
dispersed, but make use of communication tools in order to collaborate (Zakaria, 2017;
Zakaria et al., 2020). Managers had managed team members based across different
continents and regions, supporting the selection of the qualitative research method for

this study.

A mono-method of data collection was used to provide consistency and rich data, as
the study employed singular method of data collection that was qualitative in nature
(Collis & Hussey, 2014). This also warranted the selection of semi-structured
interviews as a means of collecting data and gathering information from managers,
who were regarded as experienced in managing their virtual teams (Bryman & Bell,
2011). Furthermore, semi-structured interviews allowed for a deep-dive into
manager’s lived experiences into how performance management was being used to
drive of performance within their virtual teams. Open-ended questions were used to
encourage the development of rich data and prevent guiding the managers’ answers
(Edmondson and Mcmanus, 2007).

In-depth interviews with managers who had experience managing performance in
virtual teams were used to gather information for this study. Individual, semi-
structured interviews were useful to create a sense of comfort and confidentiality for
participants and allowed detailed perspectives to be gathered. Since managers of
virtual teams were distributed across distance, locations and time-zones (Hao, Yang
& Shi, 2019), all interviews were conducted via zoom calls, in order to maintain
consistency of the interview technique. A cross-sectional study was undertaken, as
the study was representative of the topic at a particular point in time (Creswell &
Cresswell, 2017). This approach was considered appropriate for this study as the
data was collected on a once-off basis between a set time period and there was no

need to follow up or monitor results over a prolonged time frame.
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4.2. POPULATION

An important step towards achieving the aim of this research involved obtaining the
views of managers who had experience managing performance in virtual teams. The
inclusion criteria for the study were managers who belonged to large private sector
companies (250+ employees) and had experience managing team members who
were geographically distributed and not based in the same location as themselves.
Since virtual teams were defined as knowledge workers who span over time zones,
distance and location and make use of electronic mediums to communicate (Hao,
Yang & Shi, 2019), the population consisted of managers, specifically knowledge
workers, who had experience managing virtual teams across various industries,

anywhere in the world.

4.3. UNIT OF ANALYSIS

The unit of analysis provides an indication of who or what will provide the data for a
research study and provides the level of aggregation (Zikmund, Babin & Carr, 2013).
The unit of analysis for this study was the lived experiences of managers who
manage performance within virtual teams. Individual’s responses were articulated
through managers’ experiences around managing performance in virtual teams,

which were collected through in-depth interviews.

4.4. SAMPLING METHOD AND SIZE

Non-probability, purposive sampling was used in this study. Saunders and Lewis
(2012) state that this form of non-probability sampling can be used when the
complete list of the population is unavailable and if no statistical inferences are
needed to be made from the sample. The inclusion criteria for the study were
managers, particularly knowledge workers, belonging to large private sector
companies with experience managing performance of team members who were not

co-located.

Purposive or judgement sampling was used as a non-probability sample selection
technique and judgement was exercised to select sample participants for the study
(Zikmund, 2003). Deliberately selecting participants was useful to determine a
sample that could offer valuable insights into the research questions, based on their
diverse experiences (Denscombe, 2010). The criteria for selection was followed to

find the sample that best fit the study and ensured a variation of participants, to
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capture unique perspectives and promote reliability of the study. Diversity of
participants were deliberately sought out through specific dimensions like role,
industry, gender, managerial level and the size of the team that participants had
managed directly. Industries that the sample were chosen from included media and
broadcasting, financial services, IT, consulting services, real estate, construction,
mining and the automotive industry. The sample consisted of nine executives, one
senior manager and eight middle managers, whose virtual team size ranged from

two to 10 direct reports, to ensure a fair representation of management experience.

Saunders and Lewis’s (2012) recommend a sample size of between 15 and 25 for a
heterogeneous population. Green and Thorogood (2009) support this view and
maintain, “little that is new comes out of transcripts after you have interviewed 20 or
so people” (p. 120). For this reason, 18 managers were selected to gain adequate
depth of the data. A summary of the demographics of participants is provided in
Table 1.

Table 1
Summary of Participants
Participant | Job title Industry Duration | No. of Gender Managerial
in role direct level
reports
1 Financial Middle
Manager Media 2 years 5 Male
2 Snr Financial | Consulting Senior
Manager Services 1 year 8 Female
3 Supply Chain Executive
Strategy
Manager Automotive | 2.5 years | 2 Female
4 Solution Financial 18 Middle
Owner Services months 2 Male
5 Governance Financial Middle
Manager Services 2.5vyears |4 Male
6 Chief Financial Executive
Strategist Services 6 years 5 Male
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7 VP And Executive
Regional Consulting
Head: Africa | Services 4 years 10 Male

8 Project Financial 18 Middle
Manager Services months 8 Female

9 Engineering Constructi Middle
Manager on 3 years 4 Female

10 Head of Financial Executive
Security Services 5 years 6 Male

11 Real 18 Executive
Head of Sales | Estate months 5 Male

12 Financial Executive
Audit Partner | Services 9 years 8 Male

13 Financial Executive
Director Services 9 months | 4 Male

14 Head of Financial Executive
Governance Services 1 year 4 Female

15 Marketing Executive
Group Financial 10
Executive Services months 4 Male

16 Head of Executive
Projects Chemical 15 years |2 Male

17 Finance Middle
Manager Education | 1 year Female

18 Tax Manager | Mining 2 years 4 Female | Middle

4.5. MEASUREMENT INSTRUMENT

Given the qualitative nature of the study, in-depth semi-structured interviews with

open-ended interview questions were used as a research instrument to allow

respondents to communicate their experiences, feelings and opinions. Pre-

determined, open-ended questions were asked from an interview guide (see

Appendix C), which served as a structured data collection tool. Participants were

encouraged to elaborate on their responses to provide rich insights and additional

questions were asked to dive deeper into constructs (Collins & Hussey, 2014).
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4.6. DATA GATHERING PROCESS

Eighteen, semi-structured interviews were conducted over a three-week period with
participants on a one-on-one basis via the Zoom Video Communications tool since
the sample population was globally distributed. Although the interviews did not
include direct face-to-face communication, the video feature was used to allow the
researcher to observe the body language and appearance of respondents during the
interviews (Saunders & Lewis, 2012). By using Zoom video calls for all participants,
consistency of the interview technique was maintained and ensured individual focus.
This ensured that the thoughts of participants were gathered with ease and control,

as compared to a group interview (Denscombe, 2010).

Before conducting the interviews, the purpose and objectives of the research were
made clear to each participant. A consent form was sent to all participants prior to
the interviews and they were expected to sign it before commencement of the
interview. Permission was also requested from participants to record the session via
the Zoom Video Communications tool. Following this, 11 open-ended, non-leading
questions were posed to participants, based off the interview guide which contained
questions based on the themes extracted from the literature review. The questions
in the interview guide were grouped into various themes that were mapped against
the research questions used in this study, namely: 1) performance management
challenges; 2) performance planning, development and execution; 3) performance
evaluation and 4) technical tools. Theme one examined the challenges that
managers faced specifically around driving performance in virtual teams and
managers were encouraged to contrast this against their experiences driving
performance in a traditional, face-to-face context. Thereafter, managers were asked
to delve into how they manage performance virtually, with questions focused around
PM practices that emerged from the literature review. Finally, managers were asked
to discuss the specific technical tools that enabled them to manage their teams

virtually to ultimately drive performance.

The interview guide commenced with a few preliminary questions to ensure that the
participants met the inclusion criteria and all participants were encouraged to
respond openly and freely, based on their personal experiences managing
performance in their virtual teams. Before concluding the interview, an open-ended

question was posed to participants to allow them to freely offer any further
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information or experiences that they felt inclined to share around the subject, that

may have been excluded from the interview questions (Gilham, 2000).

Interviews lasted an average of 45 minutes per person. The duration of the interviews
took an average time of 45 minutes per person to conduct, with the shortest interview

lasting 30 minutes and the longest interview lasting 70 minutes.

4.6.1. PILOT TEST

A pilot test was conducted to test the interview guide on selected participants and to
ensure that questions were understood and were not leading (Saunders and Lewis,
2012). In doing so, the duration of the interview was assessed and the data was
reviewed to evaluate if the questions addressed the objective of the study and
conveyed the intended meaning. After reviewing the pilot interview, the order of
questions was adapted slightly to allow the participant to ease into the questioning.
The phrasing of a few questions was also updated to produce more accurate results
and the final, open-ended question was added. The pilot interview helped to
streamline the data collection process and reduced the risk of a flawed study
(Zikmund et al., 2013).

4.7. ANALYSIS APPROACH

Thematic analysis is a qualitative descriptive approach and has been described as
“a method for identifying, analysing and reporting patterns (themes) within data”
(Braun & Clarke, 2006: 79). Thematic analysis involves identifying common threads
that extend across the data obtained from a set of interviews and provides a nuanced

and detailed account of the data (Vaismoradi, Turunen & Bondas, 2013).

Braun and Clarke (2006) have identified six phases in the thematic analysis process
and this was followed throughout the analysis process. To begin with, all data was
prepared by transcribing the Zoom voice recordings using an automatic transcription
tool called Otter.ai in a consistent manner to gain familiarity with the data. Each
transcription was reviewed, while listening to the interview recording to ensure all
data was correctly transcribed and to correct any mistakes made by the software.

Notes collected were also used to convert observations into words (Bowen, 2008).

After the transcriptions were finalized, initial coding was done on Excel, using open

coding on the data set in a systemic manner to generate initial concepts from data
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(Strauss & Corbin, 1998). Meyer and Avery (2009) demonstrate how Excel does not
need to be viewed as a “number cruncher” (p. 91) for use in quantitative research
and can be extended as a data analysis tool in qualitative research. Meyer and Avery
(2009) further illustrate how Excel functional like logical operations, tracking
functionality and conditional formatting can be utilised as helpful features to

manipulate qualitative data and significantly aid the coding process.

Codes were created using “in-vivo” coding on the data to capture the manager’s
terminology (Strauss & Corbin, 1998). Second level categories (code groups) were
then defined by reviewing codes, finding similarities and differences across the
participants’ responses and comparing and clustering initial codes. Thereafter, a
thematic analysis was conducted to identify, analyse and report patterns or themes
within the collected data (Maguire & Delahunt, 2017). Themes were then reviewed
and checked against each other to develop thematic maps, before analysing them
and refining the detail of the theme. Conditional formatting on Excel was used to
colour code and order data into both categories and themes (Meyer & Avery, 2009).
All categories were also named, counted and rank ordered. Each interview took
approximately three hours to analyse in full, following Braun and Clarke’s (2006) six-

step process.

Following the inductive approach to data analysis, 160 unique codes were generated
across 18 interviews. This enabled various themes to emerge from the data, even
though they may not have been directly related to the research questions or
considered previously from the literature review. First-order codes that emerged from
open coding were grouped into 55 second level categories and displayed six
aggregated themes that finally led to the formulation of the conceptual “Virtual Team

Performance” model.

Interviews were conducted until the point of saturation where no new themes
emerged from the data (Saunders & Lewis, 2012). This was established during the
data analysis phase, by rank ordering the number of unique codes that emerged
from each interview. Figure 2 proves saturation by depicting the decline in the
number of unique codes generated per interview. The first interview generated 61
unique codes and gradually decreased as further interviews were conducted, leading

to only one new additional code obtained on the 18" interview. Since no new themes
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evolved from the data, theoretical saturation (Strauss & Corbin, 1998) was regarded

as being reached on the 18™ interview and no further interviews were conducted.

Number of unique codes per interview

New Codes

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18

Participants

m NEW CODES PARTICIPANT

Figure 2. Unique codes generated during the data analysis process.

4.8. QUALITY CONTROLS
It is important that qualitative data is credible by maintaining validity and reliability

throughout the research process (Saunders & Lewis, 2012).

Interviews were transcribed by transcription software and then re-checked and
edited, to ensure accuracy and reliability of the data capturing process. In addition,
the research process was well documented and accessible to ensure transparency
of the process (Miles & Huberman, 1994), so that the study may be replicated by
others (Roulston, 2010). Documentation was ensured through notes taken during
the interview process around the interviewees’ emotions and body language.
Additionally, a code-book was generated during the analysis process that provides
greater reliability and transparency of the study. To determine the extent to which
the “Virtual Team Performance” model was endorsed by managers and to query if
there were any missing elements (Andersen et al., 2010), the conceptual model was

shared with a few participants of the study.

Saunders and Lewis (2012) indicate that subject bias may occur when participants

provide unreliable information, because they might think that telling the truth will lead
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to unfavourable outcomes. The researcher was aware of subjectivities in relation to
research participants and the topic and explored how these related to the research
findings (Roulston, 2010). To mitigate subject bias, the researcher also ensured that
all interviews maintained confidentiality and this was communicated prior to every
interview, by sending out an informed consent letter (see Appendix H). By ensuring
confidentiality, interviewees were more comfortable discussing their experiences

openly, leading to richer data that maintained integrity.

49. LIMITATIONS

Sample

The sample chosen in this study consisted of executives and managers only and no
attempt was made to discover the experiences of team members being managed
within a virtual team context. Since PM is a two way process between managers and
employees (Pulakos et al., 2019), it may be beneficial to gather the insights of team

members who work virtually, to detect any blind spots that may have been missed.

Researcher Bias

The qualitative research method can be subjective and qualitative interviews risk
being influenced by biases (Roulston, 2010). Although researcher bias was taken
seriously, by ensuring a transparent process and by conducting several revisions of
the coding process, it is still possible that this study reflects some extent of
researcher bias. Different conclusions can be drawn based on the same information,
depending on characteristics of the researcher (Maxwell, 2005). Because the
researcher was the main instrument for data collection, the study was subject to the
researcher’s interpretation of events and responses from interviewees. Additionally,
the researcher was not trained in professional interviewing and this may have

impacted data collection to some extent (Agee, 2009)

Cultural and language differences

Since interviews conducted on managers within virtual teams that spanned borders,
it had been expected that cultural and language differences might have existed,
resulting in meanings and nuances being lost in the process (Drew, 2014). However,
all participants were proficient in the English language so language barriers were not

experienced. In addition, cultural barriers around PM and virtual teams were
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expected to emerge as a common challenge from the study, based off the literature
review (Eaidgah et al., 2019; Wildman & Griffith, 2015), but this element was only
discussed by one participant in the research study. Future studies could expand the

study to a broader geographical location to attempt to draw out a cultural dimension.

Time Horizon

A cross-sectional study was performed at one point in time and this posed a limitation
based on participant’s behaviour and circumstances which were subject to change.
No inferences can be made on the transference of identified behaviours into future
periods (Williams, 2007).
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1 | INTRODUCTION: CHANGING EXPERTISE DEMANDS IN NOWADAYS'
WORKING LIFE

Adequately responding to new expertise demands is perceived to be an important capability for professionals in nowa-
days' working life to safeguard the sustainability of their careers (Susskind & Susskind, 2015; Van der Heijden & De
Vos, 2015). Grenier and Kehrhahn (2008) stated that professionals frequently experience a need to “redevelop” their
expertise as a result of changes in their so-called “expertise territories” wherein their knowledge and skills come into
play. In particular, they distinguished three types of expertise territories where the necessity for the redevelopment of
expertise is prevalent. First, the redevelopment of expertise can be required as a result of changes in its content, which
relates to the knowledge and skills that define or delineate a certain expertise domain. Over the past few decades, the
content of expertise domains appeared to become obsolete sooner than ever before (Van der Heijden, 2005). This is
partly due to an increasingly shorter half-life of knowledge (Arbesman, 2012), which is defined as the time it takes to
become half as knowledgeable in a field without any new learning (Neimeyer, Taylor, Rozensky, & Cox, 2014, p. 92).
Expertise can in particular become obsolete or less demanded if new technology (partly) replaces the knowledge and
skills that are key to excel in a certain expertise domain (McKinsey, 2017). These developments imply that in nowadays'
working life higher levels of domain-specific knowledge and skills are required (Will-Zocholl, 2017; World Economic
Forum, 2016; World Employment Confederation, 2016), and/or the development of new knowledge and skills (Levy &
Murnane, 2004; OECD, 2009). Second, changes in the environment, referring to the setting in which professionals apply
their expertise, also urge the need for redevelopment. When environmental elements change, such as an organization's
culture, procedures or systems, strategies by which professionals materialize their expertise might need to be adjusted
or even replaced by new ones. Currently, professionals are said to encounter these changes more frequently due to the
effects of digitalization, robotization, and globalization (Laloux, 2015). Third, changing expertise demands also stem
from changes in the constituency, that is, the audience that is interested in the specific expertise. After all, professionals
need to have an audience that recognizes and actually labels their knowledge and skills as expertise (Grenier & Kehr-
hahn, 2008, p. 210). The latter pertains to the function others ascribe to expertise, as reflected by expert reputation
and the related willingness of an audience to pay for the specific expertise (Mieg, 2006). Thus, when the audience
changes, which could be the result of changes in the expertise domain and/or in the environment, professionals need
to (re)build their expert reputation among (new) groups of stakeholders.

However, meeting these changing expertise demands at the current labor market is by no means an easy task (Van
der Heijden, 2005) and not necessarily mastered by each professional (e.g., CBS, 2015). Van der Heijden (1998) coined
the term flexperts for those experts who have the ability to meet changing expertise requirements above and beyond
their already existing in-depth domain-specific knowledge and skills. This study aims to increase our understanding of
what this ability, which we call “expertise renewal,” entails by answering the following research question: By which pro-
cesses do flexperts accomplish to renew their expertise? For the purpose of this qualitative interview study, we define pro-
cesses as the range of activities that flexperts undertake in interaction with their expertise territories to develop and
materialize a new area of expertise that might be beneficial for multiple stakeholders. The following review of theories
and empirical studies on the nature, development, and materialization of expertise is meant to reveal lacunas in the

Human Resource Development (HRD) scholarly knowledge on expertise renewal in a complex, professional context.

1.1 | The nature of expertise

During the past few decades, a large amount of research on the nature of expertise has been conducted, by compar-
ing the performance of experts with their less-experienced peers or novices. This research has typically been done
within expertise domains that are characterized by a relatively stable and well-delineated knowledge base and by a
domain-specific skill set, such as chess, mathematics, and sports (Feltovich, Prietula, & Ericsson, 2018). However,
there has been less focus on studying the nature of expertise in complex, professional contexts in which the multi-
plicity and changeability of domains prevail (Grenier & Kehrhahn, 2008, p. 204), and that are characteristics for
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upcoming expertise areas in, for example, the professional fields of Information and Communication Technology
(ICT) and HRD.
Based on an elaborate literature review and extensive empirical work on the performance of experts in professional

settings, Van der Heijden (1998, 2000)* came up with a comprehensive definition and multidimensional operationalization
of the concept of occupational expertise. The first dimension concerns the acknowledgement that professionals need to
have a vast amount of relevant domain-specific knowledge, often described as declarative or factual knowledge (“knowing
that”), procedural knowledge (“knowing how”), and conditional knowledge (“knowing when and where or under what con-
ditions”) (see also Alexander, Schallert, & Hare, 1991). The second dimension, so-called meta-cognitive skills, refers to self-
consciousness about strengths and weaknesses in one's own performance domain, and insights about how to compensate
for the specific lacking knowledge and/or skills. The third dimension of occupational expertise relates to the domain-
specific skills that enable a professional to translate his/her knowledge into overt behavior, and to deliver high-quality
work. These three dimensions taken together reflect the degree by which individuals master the aforementioned content
of an expertise domain and are able to evaluate if their own knowledge and skills fit the environment in which these have
to be materialized. The fourth dimension of expertise concerns the social recognition from relevant stakeholders, both
within and outside one's working organization, with regard to the professional's achievements. This aspect relates to the
capability to (re)build an expert reputation (Germain & Tejeda, 2012), which might be required when changes in the afore-
mentioned constituency of an expertise domain occur. The fifth expertise dimension, growth and flexibility, refers to the
fact that professionals need to develop knowledge and skills in new or adjacent areas of expertise in response to changes
in the earlier mentioned three expertise territories. A high score on this dimension is interpreted to be indicative for the
performance of flexperts. Van der Heijden (2000) defined “flexperts” as “individuals who are capable of acquiring more
than one area of expertise within adjacent or radically different fields or who are capable of acquiring a strategy to master
a new area of expertise or expert performance in another territory” (p. 12). As suggested by Van der Heijden (2000,
p. 30), more insights into concrete examples of expert performances and behaviors might increase our understanding of
what constitutes expertise, including the dimension of growth and flexibility.

Recently, different researchers showed a regaining interest in better understanding what is needed for meeting
the changing demands for expertise, which Van der Heijden (1998, 2000) labelled as “flexpertise”. Birney, Beckmann,
and Wood (2012) used the term “flexible expertise” for “the capacity to move across different domains and problem
types smoothly and appropriately” (p. 573). Based on their study of the precursors of flexible expertise, they argued
that flexible expertise differs qualitatively from routine expertise. Their distinction between these two types of
expertise resembles the difference between adaptive expertise and routine expertise as originally introduced by
Hatano and Inagaki (1986). With regard to the first distinguished form of expertise, Hatano and Oura (2003) stated
that experts who have adaptive expertise “can be characterized by their flexible, innovative, and creative competen-
cies within the domain” (p. 28), building upon their routine, more mechanical, rule-based, expertise. In a similar vein,
based on a thorough literature review on individual and environmental factors influencing adaptive expertise, Bohle
Carbonell, Stalmeier, Kénings, Segers, and Van Merriénboer (2014) defined adaptive expertise as “the ability to use
existing expertise in a new context in which the task, method or desired outcome is not known in advance” (p. 15).
As such, it allows for the easy overcoming of the novelty of a certain setting in which the expertise has to be applied,
and to quickly build up expert level performance. Their descriptions of novel contexts or settings seem to relate to
changes in the aforementioned expertise environment. The authors concluded that both the main ingredients and
the development of adaptive expertise are not yet well understood. Therefore, to further our scholarly understanding
of what makes professionals develop adaptive expertise, Bohle Carbonell, Kénings, Segers, and Van Merriénboer

(2016) called for interview studies on the strategies that experts apply to deal with novel contexts.

1.2 | The continuous development and materialization of expertise

Previous scholarly work on the flexible or adaptive nature of expertise implies that being an expert is not a final
state, but requires the continuous development of expertise. However, most empirical research on expertise
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development has focused on how individuals go through different stages to become an expert (see Ericsson,
2014 for a summary of influential models). In particular, we lack insight into how a professional career unfolds
when expertise territories change and experts need to continuously renew their expertise in favor of the sustain-
ability of their career (De Vos & Van der Heijden, 2017).

Grenier and Kehrhahn (2008) defined a three-stage process model for “expertise redevelopment.” The first
stage refers to dependence in which the expert needs to rely on other people and resources, and learns to adapt
his/her current repertoire to new demands. During the second stage of independence, there is an increasing com-
fort with the new knowledge, skills and/or role, that allows experts to supplement their existing knowledge base
with new information. In the third and final stage of the so-called transcendence, the expert has developed a sense
of ownership regarding the new expertise by which the latter becomes more tacit, and which is accompanied by a
growing confidence to experiment. A limitation of the model by Grenier and Kehrhahn (2008) is that it leaves rela-
tively unanswered what triggers redevelopment in the context of a wide variety of changes in expertise territories,
how experts accomplish the move from one stage to the other in interaction with elements of their environment,
and how their new expertise materializes or manifests itself to different audiences. These latter aspects are partly
addressed by Ward, Gore, Hutton, Conway, and Hoffman (2018) who conducted a review of research on adaptive
skills. They concluded that “adaptive skills is the condition sine qua non of expertise” (p. 46), meaning that being an
expert entails being adaptable (i.e., as was addressed by the growth and flexibility dimension of expertise of Van
der Heijden, 2000). They argued that it is important to distinguish between what constitutes expertise (i.e., the
nature of expertise), and how professionals use this expertise to make effective contributions in those contexts
where these matter most. Accordingly, Ward et al. (2018) formulated a conceptual “macrocognitive model of adap-
tive skill” for future empirical research needs incorporating HRD practices that are necessary in this regard. More
specifically, this model consists of a process of sense-making where experts elaborate, question, and reframe their
understanding of a certain situation. As such, this process coincides with a cycle of flexecution by which individuals
pursue goals in a complex setting wherein they encounter emergent and unpredictable challenges in their profes-
sional field. The authors label this process as adaptive performance, that is, performance by discovery, as learning
takes place by the doing.

A limitation of the models by Grenier and Kehrhahn (2008) and by Ward et al. (2018) is that none of them
addresses how individual expertise materializes at multiple levels of an organization. In the light of this, Marand
and Noe (2017) identified an increasing need for understanding the emergent, bottom-up processes through
which individual expertise translates itself into valuable organizational outcomes in interaction with a complex
setting. In their view, HRD plays an important role by providing the necessary conditions and processes for this
materialization. However, in the light of the shift toward more sustainable business models, Thunnissen, Boselie,
and Fruytier (2013) argued that HRD practitioners should not only focus on the desired outcomes for an organi-
zation. Rather, they should take their practice a step further by helping individuals to create (non)economical
value beyond the boundaries of an organization, hereby incorporating the needs of multiple stakeholders both
inside and outside an organization. This broader constituency urges professionals to increasingly focus on how
they are known, by whom and for what, rather than merely on what they should know (Holtskog, 2017; Old-
ham & Hackman, 2010).

To summarize, in the context of changing expertise territories in nowadays' working life, scholarly researchers on
the nature, development, and materialization of expertise had previously called for a better understanding of how
professionals, flexperts in particular, continuously develop expertise in adjacent or new expertise domains. In addi-
tion, they stressed the need for more insight into how these flexperts materialize their newly required knowledge
and skills for multiple stakeholders both inside and outside an organization, and, finally, how meeting the demands

for new expertise contributes to the sustainability of an individual career.
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2 | METHOD

To contribute to the HRD literature, we adopted a qualitative interview study to conduct an initial exploration of the
processes by which flexperts continuously renew their expertise, in specific, aimed at better understanding how they

develop and materialize new expertise throughout their career.

2.1 | Sample

Prior to a purposeful selection of flexperts, we defined five criteria, which should all be met, that strive for a repre-
sentative sample covering a maximum variation of expertise renewal episodes (Boeije, 2010, p. 36). We derived these
criteria from the expertise theories and current labor market demands as described in the introduction section. First,
in line with Van der Heijden (1998, 2000), we intended to build upon a general theory of expertise and recruited flex-
perts from a variety of occupational disciplines. Second, we selected highly educated flexperts given the ever-
increasing levels of knowledge and skills that are required (e.g., Levy & Murnane, 2004; Will-Zocholl, 2017). Third,
following the seminal finding that around 10,000 hr of deliberate study and practice are required to perform at the
expert level (Chi, Glaser, & Farr, 1988; Ericsson, Krampe, & Tesch-Rémer, 1993; Simon & Chase, 1973), we needed
to sample professionals with ample experience. In addition, we gave account of studies that provide valid criticism to
the 10,000 hr rule. For example, the review study by Macnamara, Hambrick, and Oswald (2014) showed that most
variance in performance between experts and novices could not be explained by differences in deliberate practice.
We also acknowledged that in new areas of expertise, professionals can reach “world-class levels” in fewer than
10 years given a lack of history in the field (Ericsson, 2006, p. 690). Nevertheless, we decided to select flexperts who
had at least 10 years of experience in their specific field after graduation to have sufficient expertise renewal epi-
sodes to reflect upon. Fourth, to address the issue of required reputation, the flexperts in our sample needed to have
been recognized as high-performing and renewing experts by representatives from at least two of the following
stakeholder groups: the community of peers in their field, users of their specific expertise within their own organiza-
tion, and the general public. With regard to the first stakeholder perspective, the flexperts should have received two
or more awards or official acknowledgements for innovative or renewing contributions to a certain field of expertise.
From the organizational perspective, the flexperts should have been assessed by their supervisor and/or talent man-
ager as a high-performing expert who was capable of materializing new areas of expertise for the organization, as
part of a performance appraisal during the preceding 3 years. From the point of view of the general public, we aimed
to select renowned flexperts who were consulted or put in the spotlight for their contributions to, or for renewing
perspectives on, societal challenges in the public media, that is to say journals, television programs, social media,
and/or radio. And finally, the flexperts in our sample should have developed and materialized at least two new exper-
tise areas throughout their career. By applying this selection criterion, we intended to be sure that the expertise
renewal was not a mere coincidence but an ability that could be applied more than once. We earmarked the devel-

oped expertise as “new” in case the specific stakeholders stated this expertise to be new in relation to their domain.

2.2 | Procedure

We contacted flexperts who met all of the sampling criteria using a snowball sampling procedure through the net-
works of the first two authors of this article, in parallel to conducting the interviews. In particular, we approached six
companies, out of which three of their talent managers responded with a list of five flexperts in total. Four of them
responded and decided to participate in our study. In parallel, we addressed seven public experts directly, out of
whom six responded and decided to participate.

The primary method of data collection involved retrospective, semistructured interviews, which is a commonly
used method to recollect the long-term process of expertise development (Sosniak, 2006). The first two authors con-

ducted the interviews using a set of open questions to produce rich, descriptive data on expertise renewal processes.
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To begin with, flexperts were asked to describe the succession of expertise areas they had developed throughout

their career. In a dialogue with the flexpert, we selected one episode in which a new area of expertise was developed
and materialized. Next, we went into the elements that had stimulated and hindered them, into concrete examples of
the latter, and into what triggered the participating flexperts to look for the development and materialization of a
new area of expertise. In addition, we dealt with similarities and dissimilarities with other expertise renewal episodes
in the flexpert's career. We prompted the recollection of information by probing questions such as: What did you
do? What did you do next? What was the effect? As part of the selection process, and in parallel to conducting the
interviews and their coding (see section Data Analysis), the first two authors consulted supplementary data from
online resources and public media on the flexperts' broadcasting strategies, (co)developed products, and reputation/
recognitions of their achievements from the general public and from peers, to elaborate our understanding of their
renewal episodes. Directly after each interview, both interviewers independently wrote down their first impressions
from the interview and cross checked their notes to align on which emerging processes might require further elabo-
ration in successive interviews. After five interviews, we constructed a tentative conceptualization of possible pro-
cesses. After ten interviews, we appeared to have reached the point of saturation (Anderson, 2017, p. 129) given the
identification of similar renewal processes across interviewees, expertise areas, and organization types, while, at the
same time, having managed to collect a rich variety of behavioral examples of these processes. We decided to collect
additional information on how flexperts differ from less-flexible experts and, if needed, more information as well on
process features, sequences, and their interrelationships, during a process of member validation with half of the inter-
viewees (see section Data Analysis).

The final sample consisted of ten renowned Dutch flexperts (six men and four women) who developed new areas
of expertise in the following broad fields?: HRD (R1, 5), Medical (R2, 7, 9), Business Management (R3), ICT (R4, 8, 10),
and Education (R6). Their experience ranged from 8 to 30 years (on average 21 years) in a wide variety of organiza-
tional types (e.g., multinational, university, freelance network, hospital, and consultancy firm). All interviews were
conducted from May until July 2016 and lasted 59 min on average (ranging from 46 to 80). All flexperts provided
consent for both recording the interviews and the member validation (see section Data Analysis). A third party
agency made full verbatim transcripts of all interviews. The resulting transcripts were uploaded in ATLAS.ti (version

7) for data analysis.

2.3 | Data analysis

As the process by which flexperts renew their expertise is a relatively unknown phenomenon and given that prior
empirical studies in this field are limited, we used an inductive approach for an in-depth analysis of the interview
transcripts. This analysis was meant to make an initial exploration of the processes by which flexperts renew their
expertise throughout their career, and what they considered as stimulating and hindering elements. In particular, we
used open, axial, and theoretical coding for inducing an expertise renewal model (Boeije, 2010) and applied Char-
maz's (2014) guidelines for coding actions undertaken.

For the process of open coding, the first two authors created codes consisting of short names that were
“grounded” in the interview data and that reflected actions and their stimulating or hindering elements. We used the
same code for text segments wherein interviewees used highly similar wording. Moreover, we used “in vivo” codes
to capture the flexperts' terminology (Strauss & Corbin, 2007) to facilitate retrieval of this information for the succes-
sive coding steps and reporting. Next, we started the process of axial coding by comparing, discussing, and clustering
codes to uncover the processes by which flexperts interacted with their expertise territories, the stimulating and hin-
dering elements for these processes, and their outcomes (Strauss & Corbin, 2007). Throughout this process of itera-
tive clustering, we checked for similarities and dissimilarities among codes and (sub)clusters of codes by verifying
text segments within and across interview transcripts, and we changed the initial coding where necessary. In addi-
tion, during the processes of interviewing and coding, we kept track of our reflective thoughts and decisions by
means of memo writing (Boeije, 2010, p. 70). To secure the consistency and quality of our coding (Murphy, Klotz, &
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Kreiner, 2017), the first two authors jointly distinguished text fragments and assigned open codes to them. Next, the
first author created axial codes during several iterations in which the second author reviewed the clustering. Dis-
agreements among the two coders were solved by thorough discussions after verifying the original interview tran-
scripts. Subsequently, we started the process of theoretical coding to develop a conceptual model for processes of
expertise renewal. This resulted in the emergence of alternative conceptual models and accompanying theoretical
concepts based upon a thorough brainstorm about the key processes, and the essence of the relationships between
these, that were, subsequently verified using the interview data. The resulting model was then compared with the
aforementioned theories on the nature, development, and materialization of expertise, and with additional scholarly
literature on the processes of expertise renewal that we derived from the coding process (see Discussion section for
more details).

A member validation (Anderson, 2017, p. 129; Boeije, 2010, p. 177) was carried out with half of the flexperts
between June and August 2017 to verify the credibility of our analyses. With each flexpert individually, we reflected
upon their individual expertise renewal processes which we derived from analyzing their interview transcripts and
supplementary data. In addition, we cross validated the emerging process model (Murphy et al., 2017, p. 302) to
determine to what extent the flexperts endorsed the visualization of the process model, the distinguished processes
and their relationships, and whether there were missing elements (Andersen et al., 2010). In addition, we asked in
what way the flexperts considered themselves to be different from experts who they perceived as less capable of

renewing their expertise.

3 | FINDINGS

Figure 1% summarizes the outcomes of our coding processes. It shows the first-order codes as a result of open cod-
ing, the more abstract categories that we derived from the axial coding, and the aggregated theoretical dimensions
that finally led to the formulation of our newly developed conceptual model.

Later, we describe in more detail how and why each process was applied by the flexperts, and which elements
they considered to have stimulated or hindered these processes. Words between double brackets capture the word-
ing used by the flexperts. Next, we discuss the conceptual Model of Expertise Renewal that we have derived from

our analysis.

3.1 | Generating ideas: An important source of expertise renewal

The flexperts in our sample reported that expertise renewal starts with an “idea” or “opportunity to do something
new.” They described how they generated ideas by a range of activities and the usage of multiple sources (see
Figure 1 for examples) resulting into a wide variety of ideas. In some cases, these ideas concerned the opportunity of
acquiring high-level performance in an adjacent or new area of expertise. All flexperts identified opportunities to cre-
ate a new field of expertise by making unique combinations among disciplines. For example, Int. 10 saw an opportu-
nity to combine her expertise in the fashion industry with her ICT expertise to develop a new expertise area on
“fashionable technology” during one of her expertise renewal episodes. Other flexperts described the opportunity of
building upon an upcoming field of expertise. For example, one HRD flexpert (Int. 1) spotted the opportunity to
acquire and materialize an upcoming expertise area, that is, early career crises, in the context of a growing demand
for career support among young workers. In a subsequent renewal episode in her career, she noticed that “new ways
of working” was another upcoming topic in the HRD field. She developed and implemented a method for organiza-
tions on new ways of working, and became a well-known expert on this new topic. Flexperts also identified opportu-
nities to apply one's given expertise to a new environment, such as Int. 7 who spotted the opportunity to apply his
specific medical expertise to a new patient group. Six flexperts were triggered by what they called “lacunas” regard-

ing, for example, processes, customer insights, or systems. These lacunas could be a source for generating ideas for a
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product or process innovation. In other words, the flexperts had to learn a new area of expertise, being a fortunate
side effect of this innovation. During the interviews and member validation, the flexperts reported that they were
rather inclined to approach these lacunas as an opportunity for renewal, whereas others tend to perceive them as a
problem or hindrance. Some flexperts described the process of generating ideas as a relatively effortless activity that
could happen spontaneously, during work or private activities, as illustrated by Int. 2: “Good ideas are not steered by
a date or time.” In addition, the flexperts appeared to generate ideas either as a solitary act or as a result of being

inspired by others, specifically “open-minded people” from multiple disciplines.

3.2 | Focusing: Selecting an idea out of the many ideas

There appeared to be a kind of momentum to focus on either one or on a limited number of ideas, including opportu-
nities to develop or materialize a new area of expertise. For example, Int. 10 described this type of situation as fol-
lows: “You have to stop whatever you are doing to seize an opportunity once it presents itself.” A number of
flexperts verbalized an intuitive feeling that a certain idea was potentially a good one. To take a well-considered deci-
sion whether an idea required further exploration, or whether it rather should be abandoned, all flexperts did multiple
checks. We identified categories of personal and contextual checks that were used to evaluate an idea.

We clustered codes as personal checks in case the flexperts evaluated whether an idea could create outcomes in
line with a number of personal characteristics or with their own needs. All but one flexpert checked whether an idea
was expected to have meaningful outcomes in line with their personal mission, which was used as an overall guide in
their career. For example, one ICT flexpert (Int. 10) explained that any decision on whether to start learning or doing
new things was steered by her mission: “All the time going back to the mission: What is the mission? Does it fit and if
not, ..., then don't do it ... For example ... our mission is to empower women through technology, that is what we
stand for, thus for very specific women, and not for girls.” In addition to checking the fit with one's personal mission,
it was also important for the flexperts to be passionate about the idea, and to have relevant knowledge and skills.
Others also checked whether they could have “impact” with the idea (Int. 3; 4; 8; 9; 10), or “be the first with an idea”
stemming from a personal driver to be unique or different from others (Int. 1; 4; 5; 7; 9). The second category of
checks concerned the fit with the context of application, relating to the environment and constituency, as explained in
the introduction section. Depending upon the context, this has to do with, for example, the evaluation of whether
the idea could potentially fulfill the customers' needs, or whether it seemed feasible to realize. Half of the participat-
ing flexperts specifically reported the importance of a “go” from their line manager to be a stimulating contextual fac-
tor, as illustrated by the following quote of Int. 6: “My direct supervisor [name] ... | encountered him frequently
about, hey is this nice?, and he always said, yes, go on. Thus | started ... just doing.” Being the first to come up with a
certain idea was also a reason to select it. For example, one medical flexpert (Int. 7) noticed multiple times in his
career that he could be ahead of others by developing a new area of expertise, for example described as: “An area ...
nobody knows of ... meaning you are the first ... makes people interested, makes me to be invited everywhere.”

The personal and contextual checks that have been outlined here were applied without a specific rank order. For
example, the business management flexpert (Int. 3) described why he decided to focus on developing a new assess-
ment tool: “Yes, because it is actually what ... | can, what | want, and what the market demands, these are the three ...
things that come together.” All in all, the flexperts focused on an idea because of its anticipated positive outcomes
for both themselves and their stakeholders. Depending upon the specific expertise area or environment in which
they were operating, these stakeholders could be customers, users, peers, or broader entities such as an organization
as a whole or “the society.” The expectations regarding positive outcomes justified themselves and others to spend
time and money to (further) explore a certain idea. Some flexperts indicated that immediate action or testing was
needed after a decision to focus on a certain idea to be “the first,” summarized by Int. 9 as: “| spotted an opportunity

and acted upon it.”
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3.3 | Testing: Getting a better understanding of what the idea is about

Flexperts reported multiple reasons for testing their idea. For example, one ICT flexpert (Int. 8) explained why he
introduced an idea testing approach: “Now we know actually ... this is ... gold or this is nothing.” Int. 10 explained that
he was testing his ideas to get feedback on how well they were resonating with his audience, as explained in the fol-
lowing text excerpt: “If someone does not favor the idea than | have not explained it well enough, ... | must return to
the drawing board to make the idea more clear.” All flexperts mentioned that they tested their idea with the help of
others, such as colleagues, relatives, and friends, whom they perceived as “open-minded people.” Flexperts described

» o«

specific strategies for testing their idea, which they described in wordings such as “experimenting,” “prototyping,” or
“running a pilot.” Six flexperts also frequently referred to this testing as “just doing.” Moreover, the participating flex-
perts also gave examples of carrying out “thought experiments” by which they visualized and thought through an
idea. The information resulting from testing activities was sometimes used to come up with the decision to focus on
one of the flexpert's ideas, that is, the process of focusing as we described before. In addition, testing sometimes

generated new ideas for the development of expertise in an adjacent or new domain.

3.4 | Acquiring new knowledge and skills: Becoming confident

By acquiring new knowledge and skills, flexperts could enrich an idea resulting into a sound knowledge foundation
for it, and enabling them to learn how to do things. This together gave flexperts a growing feeling of confidence to
be an expert on the new topic. Even though flexperts voiced to continuously develop themselves in their broad field
of expertise, they specifically delved deeper into topics during the exploration of a new field of expertise. They
reported to have acquired new knowledge and skills by, for example, evaluating the outcomes of testing, extensive
reading, consulting experts, attending conferences, joining training, interviewing, and observing. For example, Int.
1 described how she spends an extensive amount of hours on self-study by reading scientific articles on new ways of
working, following experts in this field on social media, and reflecting on the effectiveness of methods that she had
been trying out. In this way, she internalized peers' expertise supplemented with her own insights. She summarized
this as follows: “Then it also became an expertise of myself.” Int. 4 described the outcome of this process as “A cloud
of knowledge that was expanding.” Flexperts also recognized that some expertise areas were too deviant or dissimilar
from their own one to cope independently with closing the accompanying knowledge and skills gap. This was illus-
trated by the following quote of one medical expert (Int. 9): “Don't try to be the expert in an area you are not.” In that

case, they attracted other experts (see the section Creating Networks of Ambassadors for more details).

3.5 | Creating a stimulating context

The flexperts described how they were actively influencing their context, relating to elements of their expertise envi-
ronment and constituency, aimed at stimulating both the (further) exploration of their idea, or the materialization of
their expertise by means of fine-tuning and embedding a variety of products (see later on in this section). They all
described three processes by which they created a (more) stimulating context where needed: claiming the idea, creat-
ing networks of ambassadors, and creating space. During the interviews and member validation, some flexperts men-
tioned that they differed from others by perceiving their context as something they could potentially influence, and

as such applied the following three processes.

3.5.1 | Claiming an idea or new expertise: Broadcasting to be the expert

Along iterations of testing an idea and acquiring new expertise, all flexperts reached a point where they felt a need
to claim their enriched idea or to associate their name with an emerging area of expertise given the insights gained.
Besides, all flexperts communicated their idea or new area of expertise to inspire, inform, and make others familiar
with it, and as such built their reputation or labelling as an expert on the new topic. More specifically, all flexperts
claimed their selected idea by broadly communicating it as a new concept, vision, insight, product, approach, or new
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area of expertise, even though it was still in an explorative stage. Three flexperts purposively used a unique name for
the new expertise area or gave themselves a special expert label. For example, one HRD flexpert (Int. 1) explained
why she gave a special label to her growing expertise on “early career crisis”: “I| know a lot about it, | have done much
with it, but you only will be seen if it gets a name.” Seven flexperts reported a specific strategy: claiming a topic or
new area of expertise by telling “to be the first.” This claiming happened in organizations, among communities of
peers, and in the public media. During the member validation, two ICT flexperts (Int. 4; 8) pointed out the necessity
of the “right timing” for broadcasting, as people need to be “receptive to new ideas.”

Flexperts claimed “ownership” of a new field before their newly obtained expertise was fully developed. Int. 1, 6,
8, and 9 reported fear, uncertainty, or discomfort to communicate about their new expertise while not having suffi-
cient expertise yet. This feeling is due to the fact that the audience expects an expert to be knowledgeable. HRD
flexpert Int. 1 explained how she coped with this: “In the beginning you feel ill at ease because you are of course
totally nothing, so the reflex is to keep up appearances.” After an initial claim, it was a fruitful strategy to publish or
broadcast every new insight or evidence that was found to further enhance their expert reputation. Figure 1 shows
the multiple channels that were used for this broadcasting. By repeatedly telling the outside world you are the
expert, it became a kind of self-fulfilling prophecy, illustrated by one medical expert (Int. 9) as: “By the act of being

the expert, | became the expert.”

3.5.2 | Creating networks of ambassadors: Stimulating exploration and materialization

The flexperts aimed to create networks of ambassadors to enable access to expertise and resources in favor of their
intended renewal process, as reflected in the quote one ICT flexpert (Int. 10): “You need enthusiastic and interested
people. You cannot handle it on your own ... | strongly belief that you can become anything you want and that every-
thing is possible and no is actually not an option, but it requires that you can't do it on your own. ... | ask immediately
for help.” Another ICT flexpert (Int. 4) explained the need for creating ambassadors among various departments
within his organization as follows: “The larger you are making your network and the longer you have been working
somewhere, the higher the chance that things go faster, because you are much more of a spider in a web ... Instead
of spinning a couple of strings, you have spun a thousand of these.”

Flexperts described ambassadors as those people who were actively supporting their claim of a new area of
expertise or the launch of an idea, either inside or outside an organization. Two types of ambassadors emerged from
the interview data. The first type were experts with the required complementary or in-depth expertise who contrib-
uted to testing a preliminary idea and/or fine-tuning it into a product. The second type of ambassadors were line
managers or colleagues with complementary planning or coordination skills, who helped to embed the new knowl-
edge, skills, and products in regular processes and systems. If needed, they also helped in creating the required space
(see the next paragraph for more details). The flexperts created networks of ambassadors as a side effect of involving
them in the previously described processes of claiming and testing, and by involving them in the fine-tuning and
embedding of products as we will describe further on. Flexperts also reported actions that were specifically targeted
at creating ambassadors. They typically conducted these actions in bilateral settings, and actively built trust and
expanded their network by making connections with and between people who should advocate or support their idea,
new product, or new area of expertise. Flexperts purposively stimulated this process by using their expert reputation,
their positive performance evaluation within the organization, or a high-ranked job title to gain easy access to people
who could be their ambassador. If needed, these ambassadors could help the flexperts in creating “space” for

renewal.

3.5.3 | Creating space: Having the required room to explore
All flexperts voiced examples of why they needed “space.” They described space as a context that specifically pro-
vided them room to (further) explore an idea or a new area of expertise, as it helped them with generating new ideas,

testing these, and deliberately studying. Space stimulated these processes as it provided, as reported by Int. 8, for
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example: “Freedom to take decisions.” Int. 7 verbalized it as: “It allowed me to continue,” and for Int. 4 “It helped to

keep the energy.” One HRD expert (Int. 5) described how “space” helped her to explore the opportunity of develop-
ing a new area of expertise. She explained how she frequently had created space throughout her career to make
unigue combinations of her expertise in arts, pedagogics, and business management. She described the function of
space as something that people need to “reinvent themselves”: “It opens up possibilities for individuals to become
intrinsically motivated to define for themselves what to learn, how to deal with change, and, ultimately, how to rein-
vent themselves within the safety of the space.”

Flexperts voiced examples of four different kinds of “space” that they either created themselves or that were
perceived as stimulating elements that were provided by other parties: the possibility to circumvent existing pro-
cesses or regulations, financial space, time, and distance. Eight flexperts bypassed existing processes that they per-
ceived as a barrier, as described by one ICT flexpert (Int. 8) who created a position for himself akin to the “sweeper
position” in football: “Now | do not need to ask anyone for permission, thus when | have an idea today, | can do it
tomorrow.” In a different way, Int. 3 and Int. 4 circumvented barriers by starting their own firm in combination with
being employed. Int. 3 also commenced to work with start-ups to have more freedom to act. Six flexperts created
financial space, for example by investing their own money (Int. 3; 5), doing work for free (Int. 1; 10), or by finding
funds (Int. 2; 7). Int. 1, 5, 6, and 10 organized the time to do the things they wanted to do. Int. 1, 5, 6, and 9 isolated

themselves for a longer period of time for an in-depth elaboration on the new topic.

3.6 | Fine-tuning products

The interviews and supplementary data showed that flexperts developed a variety of products by which they made
their initial idea and new area of expertise accessible and useful for multiple stakeholders, both inside and outside an
organization. For example, they developed ICT tools, summaries of their understanding (e.g., scientific articles, popu-
lar scientific books, and blogs), learning tools (e.g., eLearning, lectures, theater show, assessments, and coaching),
methods (e.g., medical treatment, ICT selection process), or policies. One medical flexpert (Int. 9) explained that the
development of products was a necessity to keep on being an expert: “... you have to produce, because it is a tempo-
rary status. You are an expert and ... people ascribe you this status on the basis of the knowledge and the materializa-
tion of your skills, but if you do not follow up on this ... than it breaks off. Your expert role will vanish.” The
development of usable products involved a process of fine-tuning. Some flexperts involved what they called “true
experts” or “craftsman” for this process of fine-tuning given their in-depth expertise on a specific topic and/or their
stronger focus on details. For example, one medical flexpert (Int. 7) involved a statistician who did a more thorough
analysis to standardize a treatment. Similarly, one ICT flexpert (Int. 8) attracted another ICT specialist for systematic

testing by which he made the product suitable for a customer launch.

3.7 | Embedding products

In parallel to this fine-tuning process, flexperts made sure that their products were integrated into existing processes
and systems. Many flexperts preferred to handover this process of embedding, as well as the aforementioned pro-
cess of fine-tuning, as reflected in the quote of Int. 8: “I never finish anything, that is a bad habit, but also a good
habit, thus | reach 60, 70% and then hand it over to ... people with line responsibility. Then | got rid of it and it allows
me to do something new.” In this process he considered the following: “How can | make sure that we build up some-
thing, which doesn't’ break down .. if | withdraw.” Flexperts reported losing interest or getting bored during this pro-
cess of embedding and the aforementioned process of fine-tuning and started looking for “something new.” They
had these experiences because their work had become more routine, lowering the opportunities to learn something
new, as illustrated by the following quote of Int. 9: “Look, in the beginning you are anxious and you want to do it
right, but now | do not have that anymore ... it became a skill ... and this is a point where | think ... this is not attrac-

tive.” As a result, flexperts were not much inclined to report extensively about the details of fine-tuning and
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embedding. Handing over the work to others, during this stage of materializing their expertise, often resulted into
more openness for new opportunities, which could lead to the generation of ideas as a basis for a new expertise

renewal episode.

3.8 | Toward a conceptual model of expertise renewal

Based on this empirical work, we have developed a conceptual Model of Expertise Renewal visualized in Figure 2. It
summarizes the previously described key processes, and explains how each process can be interconnected during an
expertise renewal episode in a flexpert's career. We have distinguished three main process cycles: an exploration
cycle, a cycle in which a stimulating context is created, and a materialization cycle.

An expertise renewal episode usually starts with generating ideas, including ideas for developing adjacent or new
areas of expertise. It can set in motion a cycle of exploring a new expertise domain in which flexperts perform iterations
of testing the value that the idea could have for others, and acquiring new knowledge and skills to enrich the preliminary
idea. Sometimes these two processes generate new ideas in return. During the exploration cycle, flexperts make a well-
considered decision by focusing on one or a limited set of ideas, often after some iterations of testing and acquiring
new knowledge and skills. To do this, they weigh up both the potential of having beneficial outcomes for themselves as
well as for relevant stakeholders. Having a focus can be a trigger to further test or enrich a certain idea.

If needed, flexperts start a cycle of processes by which they are creating a stimulating context in three different ways.
Flexperts start claiming the idea or new expertise once they have sufficient testing data gathered and/or new knowledge
and skills acquired. This claiming helps to build up an expert reputation on the new topic, herewith enhancing the possibil-
ities of creating networks of ambassadors. This network can support exploration if it consists of people who can help with
further testing, can provide additional knowledge and skills, or can help creating space, that is, the possibility to circumvent
processes, gaining access to financial resources, having time available, and taking distance for further exploration. If the
time is right, ambassadors can also contribute to the materialization of the newly acquired expertise.

The cycle of materializing ideas and new expertise typically starts after a number of exploration cycles. This is the
stage in which it usually becomes clearer as to how a tested idea, enriched with new knowledge and skills, can be
materialized after also having been able to create a (more) stimulating context. This materialization is realized by the
development of tangible products for multiple stakeholders inside and outside an organization. It often requires the
fine-tuning of products for which flexperts involve other (fl)experts among their network of ambassadors who have
complementary or in-depth expertise on components of the desired output. Line managers from their network of

Model of Expertise Renewal

Processes Exploring New Creating Stimulating Materializing Idea
Expertise Domain Context and New Expertise
R Claiming Idea
& or New Expertise
I 1 Fine-tuning
/ Products
Generating : Creating Networks
Ideas Testing of Ambassadors I
i l \ Embedding
Products
Acquiring New Creating
Knowledge and Skills Space
Personal New Knowledge and Skills Expert Reputation Contribution to Personal Mission
Enhanced Social Networks Positive Expert Performance Evaluation
Outcomes

FIGURE2 Conceptual model of expertise renewal
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ambassadors are usually involved in the process of embedding the new products in regular ways of working. Flexperts
tend to hand over this fine-tuning and embedding to enable themselves to shift their attention to opportunities for
developing new areas of expertise. This shift is often triggered if the work becomes more routine and when learning
opportunities have grown thin. As flexperts are mobilizing ambassadors during the exploration cycles, they have rela-
tively easy access to experts and line managers. Therefore, they may delegate the work of fine-tuning and embedding
new products to start a new renewal episode in their career.

A sound expertise renewal episode can support flexperts in subsequent episodes in their career given the benefi-
cial personal outcomes. First, exploration can generate new knowledge and skills that can enhance the flexpert's reputa-
tion, the quality of the products, and the generation of new ideas. Second, an expert reputation can help a flexpert in
making people willing to become their ambassador. Third, an enhanced social network can help the flexpert during a
future expertise renewal episode by providing expertise, mandate, and resources for both the exploration and the
materialization of new ideas and expertise. Fourth, having space also helps in creating room to focus on a subsequent
renewal episode. And finally, the implementation of new products based on a tested idea and enriched with new
knowledge and skills can lead to a positive expert performance evaluation in line with one's personal mission.

To summarize, the Model of Expertise Renewal that we propose is iterative, meaning that an expertise renewal episode
is characterized by recurrent sequences of two or more processes, such as for example the iterations of testing and acquiring
new knowledge and skills. The model is multidirectional as flexperts move back and forth between exploration, creating a
stimulating context for renewal, and materialization. The distinguished expertise renewal processes are executed in unique
ways given the specific characteristics of the flexpert's expertise domain, environment, and audience, which requires a flex-
pert to adapt his or her behavior. Consequently, the sequence, frequency, and duration of processes is different between
flexperts as well as across different episodes of a single flexpert, resulting into idiosyncratic expertise renewal paths by which
a flexpert materializes new expertise for multiple stakeholders, both inside and outside the organization. As such, the model

provides a framework for defining learning paths as we will further discuss in the final section of this article.

4 | DISCUSSION

4.1 | Contribution to the HRD scholarship

With this contribution, we aim to shed more light on the richness and complexity of the processes by which flexperts
develop and materialize new areas of expertise. By developing a conceptual Model of Expertise Renewal, we are able
to extend the process models of Grenier and Kehrhahn (2008) and Ward et al. (2018). In line with Grenier and Kehr-
hahn's model of expertise redevelopment (2008), we have described the acquisition of new knowledge and skills as a
shift from reliance on other resources toward a level of “transcendence” in which the possession of high-level
domain-specific knowledge and skills is accompanied by a growing confidence, herewith providing a platform for
starting new expertise renewal episodes. The alternation between the exploration and materialization cycles resem-
bles the model of adaptive skill of Ward et al. (2018) to the extent that flexperts were both “making sense” of a pre-
liminary idea to renew, and while “doing” things they were finding ways to materialize their idea or new area of
expertise for multiple stakeholders.

Our model extends these two process models by the addition of processes and by their refinement. Firstly, we have
added the processes by which flexperts generate and focus on ideas about how to deal with changing expertise demands,
often described as opportunities for renewal. In the fields of entrepreneurship and intrapreneurship, many researchers
were already captivated by the question of what makes people to perceive opportunities. Review studies of Baggen
(2017), Brandstatter (2011), and George, Parida, Lahti, and Wincent (2016) described the positive effects of prior knowl-
edge, social capital, and personality traits on opportunity recognition. Analogously, we could argue that the flexperts in
this study recognized a wide variety of opportunities to develop new areas of expertise by having an extensive knowledge

base and supportive social networks. Moreover, the abovementioned review studies showed that Big Five traits, in
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particular Openness, appeared to partly explain individual differences in opportunity recognition, which we assume to be
characteristic for flexperts as well, given their explanations of how they were open for opportunities to deal with changes
in their expertise territories. In line with Thunnissen et al. (2013), we posit that flexperts contribute to the sustainability of
their careers by making a balanced decision to focus on those ideas that could create a value for multiple stakeholders in
and outside an organization, as well as valuable outcomes for themselves.

Secondly, our model extends the aforementioned process models by the addition and refinement of processes
by which flexperts interact with certain elements in their environment and with their audience, and by which they
alter these elements if needed to stimulate the development and materialization of their newly gained expertise. Spe-
cifically, the flexperts seemed to organize their own resources by the process of creating ambassadors, and appeared
to be able to circumvent barriers by the process of creating space. In this way, their activities resembled the so-called
job-crafting strategies (e.g., Tims, Derks, & Bakker, 2016) by which professionals influence elements of their environ-
ment to have a better personal fit with their job and to experience their work as more meaningful. To the best of our
knowledge, earlier research on job-crafting strategies has not yet addressed the search for optimal strategies for
(expert) reputation building by which an audience can be created or maintained among groups of stakeholders.
Therefore, our contribution helps to close the knowledge gap on how the sustainability of professionals' careers can
be enhanced (see also Van der Heijden & De Vos, 2015).

4.2 | Limitations of this study and directions for future research

This study has some limitations. First, although the flexperts operated in a variety of expertise areas and types of
organizations, we found commonalities in their expertise renewal processes. However, given the limited number of
flexperts interviewed, more empirical research is needed to determine the generalizability of our conclusions. This
would also include to interview “negative cases” (Andersen et al., 2010; Boeije, 2010, p. 38) to verify eventual dis-
proval of the provisional findings so far. In addition, follow-up research is needed to develop a generic (i.e., domain-
independent) quantitative measurement instrument based on the newly developed conceptual model to test whether
the described mechanisms are established in larger and more diverse samples.

Second, we should consider the possibility of a hindsight bias or internal attribution error (Kelley & Michela,
1980). In particular, it could be that flexperts had a distorted recollection of their expertise renewal processes, and as
such might have incorrectly attributed successes to their own efforts rather than perceiving it as an outcome of ben-
eficial circumstances. Future research could make use of feedback from multiple sources, such as the flexpert's line
managers and peers, to understand whether their performance is largely determined by the given context or facili-
tated by environmental elements and/or the audience, which was created by the flexpert him/herself.

Third, by only studying flexperts in the top end of the performance ratings, we should be cautious making state-
ments about the extent to which they differ from those professionals who are less capable of renewing their exper-
tise. Therefore, we suggest that further quantitative research explores the potential effects of personality
characteristics on the flexpert's ability, varying in terms of excellence, to recognize opportunities for developing new
expertise, and the exploration and materialization of these opportunities.

Fourth and finally, as we have only incorporated Dutch experts, it is worthwhile to cross validate our findings
with a more culturally diverse flexpert population. As there are cultural differences in the way that people grant sta-
tus to someone and to what extent people act as an individual or a group (Trompenaars & Hampden-Turner, 1998;
Yuan, Bazarova, Fulk, & Zhang, 2013), we recommend to further examine cross-cultural differences in building up

and maintaining flexpert reputation.

4.3 | Implications for the HRD practice

Expertise is argued to be a core concept for the HRD practice, as much of the work concerns “unleashing expertise
for the purpose of improving performance” (Swanson & Holton, 2009, p. 252), and, therefore, we will conclude with

practical recommendations for the HRD practice. Over the past few years, there has been an increased focus on how
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employees can take responsibility for their own career (Poell & Van der Krogt, 2014; Van der Heijden & De Vos,

2015). In this regard, Poell (2017, p. 14) called for more attention on how employees create their own learning paths,
and how HRM and HRD managers, and other actors can influence professionals in having sustainable careers. A
learning path refers to “a set of learning-relevant activities that are both coherent as a whole and meaningful to the
employee” (Poell, 2017, p. 11), and can be described by the learning theme, learning activities, social context, learning
facilities, and the learning motive. The conceptual Model of Expertise Renewal provides a framework for experts to
create their own learning paths in situations wherein learning is required as a result of the shifting demands for their
expertise. It shows that experts need to make a deliberate choice for selecting a learning theme, taking the needs of
multiple stakeholders or actors into account as well as the fit with one's own learning motive or mission. Further-
more, it shows that in the light of a sound design of learning activities, experts have to involve and expand their social
network to materialize the new expertise for both themselves and multiple stakeholders. For initiating these learning
activities, they should also play an active role in arranging learning facilities.

To better understand which group of experts might require developmental support, a HRD professional could con-
duct an initial assessment of their level of expert performance, and in particular, of their level of “growth and flexibility”
(Van der Heijden, 2000). Subsequently, a HRD professional could use the Model of Expertise Renewal to review, together
with the expert and line manager, which processes the expert finds difficulty to deploy and/or which elements of the
expert's environment or constituency may stimulate or hinder one or more processes. As such, the Model of Expertise
Renewal can be used to identify where a certain process of an expert was enhanced or, in contrast, where opportunities
for creating beneficial outcomes for stakeholders involved or for the expert's career have not been seized. A HRD profes-
sional could use these insights for the design of learning interventions in close collaboration with the experts and their line
mangers (Poell & Van der Krogt, 2014). These interventions could focus on how experts can be a strategic actor by creat-
ing their own learning paths and/or the development of abilities, which are required for specific expertise renewal pro-
cesses. Given the notion that flexperts might differ from their less-flexible peers with regard to their perception of how
they can influence their context, a HRD professional or line manager could specifically focus on making the latter ones
more aware of the possibility to shape their social context and learning facilities, using insights on how job-crafting abili-
ties can be developed (Tims, Bakker, & Derks, 2012, p. 176). Thus, by stimulating experts to create their own learning
paths and learning them how to create a stimulating context, HRD practitioners can support experts in dealing with
changing expertise demands to safeguard the sustainability of their professional career.

NOTES

1See Appendix | of Van der Heijden's dissertation (1998) for an overview of definitions of experts and expertise.
2There was one exception to the 10-year rule in our final sample: one flexpert had 8 years of experience in an
upcoming younger field of ICT.

3The template for Figure 1 has been derived from Pratt, Rockmann, and Kaufmann (2006).
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APPENDIX C QUESTIONNAIRE

Preliminary Interview Questions

1. What industry are you in?

2. What is your job title?

3. How long have you been in the current position?

4. What is the size of your team? How many direct reports do you have?

5. How virtual is your team? (No face-to-face interaction/some level of face-to-face

interaction)

THEME: PERFORMANCE MANAGEMENT CHALLENGES

RQ1: What are the challenges that managers face, when driving

performance in virtual teams?

Question 1: Can you tell me about some of the challenges that you face when

driving performance in your virtual team?

THEME: PERFORMANCE PLANNING , DEVELOPMENT AND EXECUTION

RQ2: How is the performance of virtual teams managed to ultimately drive

team performance?

Question 2: What processes do you use to communicate with your team about

their role in a virtual setting?

Question 3: How do you set expectations with your team around the goals you

need them to achieve in a virtual setting?

Follow up question:

To what extent do you involve your team in setting these expectations?

Question 4: How do you observe the performance of your team members when

you have limited opportunity for face-to-face interaction?

Question 5: How do you motivate your team virtually to achieve their goals in a

virtual setting?

Question 6: How do you provide feedback to your team to drive their performance

in a virtual setting?
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Follow up questions:

How frequently do you provide this feedback and is it reinforcing or negative?

Do you use any informal feedback on a daily basis to drive performance?

Question 7: How do you coach your team to drive their performance in a virtual

setting?
Follow up questions:

How frequently do you provide coaching to your team?

THEME: PERFORMANCE EVALUATION

RQ3: How do managers evaluate their team member’s performance to drive

performance in a virtual context?

Question 8: How do you assess your team’s performance to drive performance

in a virtual setting?
Follow up question:

How frequently do you conduct assessments?

Question 9: What kind of assessment tools, if any, do you use to assess your
teams performance in a virtual setting (e.g. BSC, competency-based evaluations

etc.)?

THEME: TECHNICAL TOOLS

RQ4: How is technology being used to drive performance management

within virtual teams?

Question 10: How do you use technology to drive performance in your team?

Question 11: How do you select and adapt the relevant technologies to drive

performance within your team?
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Do you ever adopt any other tech other than the company’s prescribed

technologies? Can you tell me more

OPEN ENDED, CONCLUDING QUESTION

Question 12: Is there anything more you would like to mention or add, based on

your experiences with driving performance in your virtual team?
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