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INTRODUCTION

The primary objective of this dissertation is tdteeunderstand the impact of cognition on
strategic decisions and outcomes, including stratelgange, strategic inertia and strategic
expansion. In recent years, a renewed interesyaesared for studies focussing on the role of
cognition, i.e. the cognitive interpretations ofmagers and entrepreneurs, in shaping strategic
decisions and outcomes (Kaplan, 2008a, 2011a; N&eaer, & Duhaime, 2011; Nadkarni &
Barr, 2008; Tripsas & Gavetti, 2000). This is inrtpdue to the fact that technological
innovations, especially digitization, increasinguse industry disruptions. Such disruptions
lead to strategic industry changes, whereby loageihg strategies are being threatened by the
unpredictability of disruptive change. Yet disrgpts also offer opportunities for strategic

change and expansion.

Cognition impacts how such changes and opportwsrdtie interpreted and acted upon (Weick,
1995). Therefore, a body of scholars in strategg antrepreneurship currently strive to
understand how cognition impacts strategic decisiaking in disrupted contexts, thereby
examining its relation to a range of strategic ésssuch as capability development, resource
renewal, and strategic innovation (Benner & Trips2812; Bower & Christensen, 1995;
Kaplan, 2008a; Tripsas & Gavetti, 2000). As Kapldaplan, 2011a: 689) puts it, ‘despite 20
years of scholarship in cognition and strategyrethe still much to know and thus a thousand
flowers [of constructs and methods] blooming isyvauch in order’. As such, at this moment
theory does not adequately explain the fine-graipemtesses underlying the evolution of
cognition in contexts of change, nor does it expthe processes through which opportunities

are cognitively interpreted and strategically exgtb

In this introduction, | will first explain why a gmitive perspective in strategy is vital to
understand strategy making processes relatedategic change, strategic inertia and strategic

expansion. | will then elaborate upon the focuthf dissertation as well as the motivation for
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developing this dissertation. Next, | will presdhe structure and scope of my doctoral

research.

1.1. THE COGNITIVE PERSPECTIVE IN STRATEGY

Understanding the cognitive foundations underlyigjategy making is vital to our
conceptualizations of strategy and strategic mamage In the field of strategic management,
research on strategic decision-making has adoptegérspectives: the economics school of
thought views strategic decision-making as a rafigmocess, with rational actors who make
rational choices based on economic incentives,endnitomplementary view has focused on
the role of cognition in strategic decision-mak{sge review by Kaplan, 2011a). Building on
Cyert and March’s behavioral theory of the firme tlatter perspective presents a strategic
decision-centered view that includes the notiobhainded rationality as an underlying central
concept (Cyert & March, 1963; Gavetti, LevinthalQasio, 2007), whereby cognition defines
strategic decision-making (Porac, Thomas, & BadelteF, 1989). Decision-makers
subjectively interpret their competitive environmh@md then act upon these interpretations
(Weick, 1979). As such, strategic decisions argatidby decision-makers’ interpretations,

which ultimately results in specific strategic dgons and outcomes (Daft & Weick, 1984).

Porac et al. (1989) introduced the aspect of camnin strategic management research. Over
the past two decades, cognition has become a stalbleshed factor in strategic management
theory (Kaplan, 2011a; Porac et al., 1989). Researt cognition focuses on three main
aspects. First, to strengthen the concept’'s legitym research on the role of cognition in
strategic management tackles the creation andatadid of measures of cognition (Porac &
Thomas, 1994; Reger & Huff, 1993). Second, literatiocuses on testing the accuracy of
decision-makers’ managerial cognition (Zajac & Bazan, 1991). Third, cognition is studied
in relation to other organizational factors (eigcentives, capability development, etc.) and
strategic outcomes, thus exploring the impact @ndmn on strategic outcomes (Benner &
Tripsas, 2012; Eggers & Kaplan, 2009; Kaplan, 200&edkarni & Barr, 2008). It is within

this third domain of interest that | embed my reskea

To comprehend the impact of cognition on strategicomes, research has attempted to unveil
the processes through which cognition shapes gicattecisions (see overview Kaplan,

2011a). In sum, cognition influences the way indlivls ‘attend to cues in the environment,
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interpret the meaning of such cues and externtiigse interpretations via concrete activities’
(Porac et al., 1989). However, it remains unclémough what processes cognition itself
develops. Literature on cognition and strategyl &itks insights into the actual micro-
processes by which decision-makers’ cognitive ustdeding of change is constructed or
adapted over time (Cornelissen, Holt, & Zundel, BKaplan, 2008b).

Such insights would provide explanations relatedvhy some decision-makers are able to
timely sense, seize and shape strategic industmgeh while others are not (Schoemaker,
Teece, & Leih, 2016; Teece, Pisano, & Shuen, 198Thjle some managers and entrepreneurs
are able to sense, seize and even shape oppasumitiught forth by change, thus engaging in
strategic change or expansion, others are impegeatrétegic inertia. Such inertia ultimately
results in a loss of competitive advantage. In swmsee that while certain decision-makers
are able to adequately respond to disruptive clemgany are subject to strong inertial forces
(Gilbert, 2005; Tripsas & Gavetti, 2000). Existitlgeory acknowledges that the cognitive
understanding of changes represents an influeelimhent slowing down or impeding the
ability of decision-makers to act or react (Poraalg 1989; Porac, Thomas, & Baden-Fuller,
2011).

The application of behavioral decision theoriesxplain strategic change, strategic inertia and
strategic expansion in changing industries reptesemuch needed development in strategic
management research. Rather than merely focusimgcsion-makers as rational actors, the
field is in need of studies highlighting the rolecognition with regards to the occurrence of
competitive differences in industries dealing wdikruptive change (Kaplan, 2008a, 2011a).
Hence, the connection between macro-level changeclading strategic industry change
brought for by disruption — and micro-level fouridas of individuals’ evolving cognitive
understanding of the opportunities such change retege — in terms of strategic change,

strategic inertia or strategic expansion — reprssenaluable avenue to extend existing theory.

1.2. FOCUS OF THE DISSERTATION

The concept of cognition refers to individuals’ groups of individuals’ subjective
interpretations of themselves and their environn{Botac et al., 1989, 2011). Interestingly,
cognition can be related to interpretations on dtitnde of strategically relevant topics,

including resource allocation and capability depebent, identity-related issues, the
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competitive environment, technological innovatiett. Thus, when examining the impact of
cognition on strategic outcomes, such examinatilmwa to connect cognition with strategic
outcomes and a multitude of strategically relevasties. In my dissertation | focus on three
such issues, namehgsource orchestratignframing practices and professional identityl
briefly explain and motivate the selection of thédsee issues below, as these represent the

cornerstones of each of the following chaptersis dissertation.

1.2.1. Cognition and resource orchestration

To strategically explore opportunities in a chagginmpetitive environment, decision-makers
are often required to (re)structure and (re)arrangsting and new resources and capabilities.
Resource orchestration theory has been advanaatlitess the processes by which managers
and entrepreneurs accumulate, combine, and exm@sdurces and capabilities to support
current opportunities while simultaneously also eleging future opportunities (Sirmon &
Hitt, 2003; Sirmon, Hitt, & Ireland, 2007; SirmoHitt, Ireland, & Gilbert, 2011). According

to resource orchestration theory, specific combinat of resources, capabilities, and
managerial action ultimately define firm performarand competitive advantage (Sirmon et
al., 2007; Sirmon et al., 2011).

With regard to such an adaptation of firm resouraed capabilities, in strategy literature
Danneels (2011) introduces resource cognition atahelement to explain (the absence of)
new capability development within firms. Danneetgugs that cognition about a firm’s
resources and capabilities influences the direatifotne firm’s renewal, as the identification
and understanding of the potential of resourcescapdbilities affects which strategies firms
adopt or fail to adopt. Such cognition refers toisien-makers’ resource schemasich can
be conceptualized as ‘cognitive models held by mgarsinvolving the identification of firm
resources and the understanding of their fungyb{iRanneels, 2011: 26). Resource cognition
thus consists of decision-makers’ conceptualizaticihe potential and most optimal usability
of resources and capabilities to explore and ekpbpportunities under conditions of
uncertainty. In sum, Danneels (2011) views resogagmnition as an element influencing a

firm’s ability to develop new capabilities and herfoster its strategic renewal.

Other scholars have likewise adopted a cognitivegeetive to explain resource management
and new capability development in firms (e.g. EggeKaplan, 2013a) since these are useless

without managerial interpretation of their potehagplication to support strategic renewal
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(Barney, Ketchen, & Wright, 2011; Garbuio, KingL&vallo, 2011; Maritan & Peteraf, 2011).
In a similar vein, Taylor and Helfat (2009) have&krawledged the impact of cognition on
decision-makers’ ability to use existing complenagnt assets in support of a new

technological opportunity.

Interestingly, Danneels (2011) called for additionasearch on the process of ‘resource
cognizing’ or how decision-makers learn to underdttheir own resources and capabilities.
The second chapter of this dissertation implicitguses on such resource cognizing, as it
addresses a decision-maker’s - in this case aemgtieur’s - evolving ability to steer resource
orchestration. The chapter talks to how an entregaremay learn to recombine and reconfigure
resources and routines to adjust to new develogriartis industry, which ought to prove
especially valuable to survive and engage in gir@texpansion in a dynamic environment
(Zahra, Sapienza, & Davidsson, 2006).

1.2.2. Cognition and framing practices

Strategic management scholars increasingly considgnition to be a dynamic process of
meaning construction (e.g. Eggers & Kaplan, 20Kplan, 2008a, 2011a). Specifically, a
recent stream of research on strategic decisionngakates that as individuals and collectives
of individuals attempt to cognitively grasp the ionfance and implications of disruptive
change, they assign meaning to a context or a ehaiagframing (e.g. Eggers & Kaplan,
2013b; Gurses & Ozcan, 2015; Kaplan, 2008a, 20Ftajning refers to individuals’ or groups
of individuals’ attempts through language to engagaeaning construction and frame courses
of actions related to the change at hand (Cormali€8&sWerner, 2014). For instance, framing a
change as an opportunity may impact strategic mecimaking in a different way as compared
to when change is framed as a threat (Gilbert, d&&ming is thus an outwardly oriented
articulation of an understanding of a context. AssFand Hirsch (2005) clearly explain,

framing entails the strategic process of creatpegsic meaning in line with specific interests.

A growing body of studies in strategic managemesearch focuses on the role of language
as a vital instrument in strategic decision-maklngcesses (i.e. following the linguistic turn
in social sciences) (Balogun, Jacobs, Jarzabkowtkintere, & Vaara, 2014; Kaplan, 2008Db,
2011b; Vaara, Kleyman, & Seristo, 2004; Vaara &tie, 2008; Vaara & Whittington, 2012).
The recent interest of strategic management schoitw the role of language and its impact

on the strategic decision-making process and giatutcomes, can be traced back to a
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growing conceptualization of strategy as practi€aplan, 2008b, 2011b; Vaara et al., 2004;
Vaara & Whittington, 2012). Language practicesluding framing, are thus seen as reflective
of how actors (re)interpret and (re)create meaniBgsocussing on such language practices,
a growing understanding of the micro-level founalasi of strategic decision-making develops,

thus contributing to the study of strategy as jcact

However, strategy research putting an emphasisieniriguistic side of strategic decision-
making is still in need of further development (Y&aSonenshein, & Boje, 2016). As such,
Gao, Yu and Cannella (2016) recently highlighteel iassearch opportunities to increase our
understanding about how language matters in stcadiegision-making processes, specifically
in terms of the role that framing plays (see alags8s & Ozcan, 2015). Studying framing
practices to understand the micro-level foundatiminsognition represents a valuable avenue
to extend strategic management theory on the ingfaxtgnition on strategic decision-making
processes and strategic outcomes. Specificallysideemakers’ framing practices reflecting
the construction or adaptation of cognition overdiin the context of disruptive change largely
remain to be explored (Cornelissen et al., 2011pl&a 2008b). The third chapter of this
dissertation explicitly focuses on the evolutionprgcess of framing a disruptive change and
how such process reflects change in cognition, vbitmately contributes to strategic change

and strategic inertia.

1.2.3. Cognition and professional identity

Professional identity has been defined as profeatsbcognitive understanding of ‘what the
central characteristics are of their professioratittmeans to develop a life career and to share
an identity with other professionals, based on vaim&t does’ (Pratt, Rockmann, & Kaufmann,
2006, p.236). Such cognitive self-conceptualizatioh individuals and collectives of
individuals (e.g., organizations, professions arttlistries) in terms of what one does and what
one’s occupation entails (Pratt et al., 2006), sbapustains and steers behaviors of individuals
and collectives of individuals (Patvardhan, Gidig;lamilton, 2015). As such, for individuals
and collectives of individuals, the cognitive uretanding of professional identity is prevalent
and strong. Yet it is also consequential with rdgdao how firms and industries populated by
professionals strategically respond to disruptilange, i.e. engage in strategic decision-
making and prompt specific strategic outcomes.
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Strategic management scholars have recently staitbdntegrating insights on professional
identity dynamics into theory on strategic industngange. With regards to the relation between
industry change induced by technological innovataod professional identity, a primary
contribution is Nelson and Irwin’s (2014) studyliifrarians and the introduction of internet
search. They show how cognitive interpretationseohnology are conditioned by librarians’
cognitive understanding of professional identityl drow such interpretations evolve and in
turn impact understandings on professional identitgnce, identity theory’s emphasis on
identity processes among collectives of individuateluding professionals, allows other
streams of research to study industry-wide phenameing a complementary perspective
(Gioia, Patvardhan, Hamilton, & Corley, 2013).

Over the past decades, professional work and dexteal@rofessional entities have become
increasingly present in our society, an evolutlwat implies and underlines the importance of
understanding the role of professional identitycesses (Ashford, George, & Blatt, 2007,
p.67). However, as Anteby, Chan and DiBenigno (2048 it in a recent call to focus on
professions, management and organizational schdgpansve largely failed to keep pace with
the rising prominence of professional dynamics dmeir impact on strategic industry
outcomes. Such lack of understanding professioyiahihics may lead to misinterpretations
regarding organizational and industry dynamics atgd, ultimately hampering the
development of strategic management theory (An&tlat., 2016). The fourth chapter of this
dissertation intertwines professional identity ttyeand strategic management research to
better understand how changes initiated in pradesds’ cognitive understanding of their

identity mirror and impact industry-wide strategltange.

1.3. MOTIVATION FOR THE DISSERTATION

Strategic management research and theory incréasimggrate behavioral decision theories

to explain prevalent strategic outcomes relatedrategic industry change, including strategic
change, strategic inertia and strategic expan$ach strategic outcomes manifest in many
shapes, including new business model developmasinéss model transformation, change in
professions, the pervasiveness of identity featuoedlective resistance to change, the
development of nascent markets, new product onbssiline introductions, etc. Emphasizing
and studying the role of cognition with regards siach outcomes fits into this recent

development. Specifically, an examination of thenmiprocesses characterizing individuals’
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evolving cognitive understanding in contexts oatgic change, strategic inertia or strategic
expansion, ought to offer much needed insights tiomicro-level foundations of strategic

behavior in case of strategic industry change antlgon.

The studies in this dissertation extend existimgtegic management theory on strategic
industry change by accentuating the role of mienel processes, including resource
orchestration processes, framing processes, atfiesgional identity dynamics, in relation to
macro-level developments. By gaining insights andvwdedge related to these micro-level
processes, an improved understanding of macro-tdaeige and adaptation processes to such
change develop. Theoretically, the study of the vabmentioned micro-processes
complements existing theory, thereby pinpointing tiecisive role cognition can play with
regards to the deployment of specific micro-levagesses in change contexts. Highlighting
such role opens avenues to explain strategic chatggegic expansion and strategic inertia
more in-depth, and to develop a more complete wtaieding of the dynamics underlying these

strategic outcomes.

Importantly, to pinpoint micro-level processes aghamics underlying strategic change,
strategic expansion and strategic inertia, appatg@nesearch methods are needed to capture
such processes and dynamics. Hence, throughoulifisisrtation rich research methods were
used to engage in an interpretative, grounded yhbailding approach. Specifically, we
employed a qualitative, case-study based appraodicbreby written and verbal accounts of
decision-makers were used to study cognition. H@&mewhereas existing strategic
management studies mainly focus on the study trketo shareholders in companies’ annual
reports to include written or verbal statementsiralrect indicators of decision-makers’
cognition (Barr & Huff, 1997; Barr, Stimpert, & Hiif1992; Kaplan, 2008b, 2011b; Nadkarni
& Barr, 2008), the studies in this dissertation &mextend such methodological approach. The
studies in this dissertation include other typesvoften or verbal accounts to gain rich and
detailed insights regarding individuals’ cognitivieterpretations, including blogposts,
presentations, columns, speeches, etc. These saapesent a real-time forum through which
actors articulate their cognitive interpretatiolmsdepth examinations of such accounts offer
new research opportunities. In fact, a growing neimbf strategy researchers who are
interested in all sorts of dynamics underlying tefye&c outcomes increasingly study strategy
adopting a strategy as practice perspective (Vaahthittington, 2012). Linguistic practices,
and thus the study of written and verbal accountseasingly come into play in this growing

stream of strategy research (Vaara & Whittingtd,2).

Chapter 1 /INTRODUCTION 19



It is with these theoretical and methodologicalelegments in mind, that the studies in this

dissertation were set up and developed.

1.4. STRUCTURE AND SCOPE OF THE DISSERTATION

This dissertation comprises three empirical studieish cover a range of topics and concepts
including resource orchestration and capabilityeligement, framing practices leading to
cognitive inertia, and professional identity traorsfiation. The following chapters each present
a single research paper which extensively rendeeobthe empirical studies. Each chapter is
built up according to a similar structure. Firsgeneral introduction is provided on the main
topic of the empirical study. Next, an extensiveditetical framework is provided to highlight
the theories underlying the study, followed by daberate presentation of the research
methodology. Findings are presented and discussgedg with the main implications of the
study. The final chapter in this dissertation a§fargeneral conclusion and discusses the main
findings and implications of the dissertation alavith future research opportunities rooted in

the empirical chapters.

In the remainder of this first chapter, | presentreef overview of each of the following
chapters. | also provide a table which offers areraew of the research questions,

contributions and methodological approaches apptiezlighout this dissertational research.

Chapter 2 of this dissertation deals with the afleesource orchestration for the exploration
and exploitation of opportunities in dynamic enwimeents. It presents a range of newly
identified processes underlying resource orchestratnd capability development to support
strategic expansion. The study initially aimedilering the experimentation strategies and
learning dynamics decision-makers, in this caseeprgneurs, would engage in when
developing strategies and business models in wioedand highly ambiguous contexts.

Business model design and its fit with businesatetly both matter to firm performance

(Teece, 2010; Zott & Amit, 2007, 2008). Despite #uknowledgement of the importance of
cognitively understanding and learning how to emgegbusiness model design, few studies
have looked systematically at how such cognitivdeustanding and learning manifest over

time and impact strategic outcomes.

Together with my co-authors Miguel Meuleman, MariDebruyne and Mike Wright, |

engaged in the study of such evolving dynamicsciipally, we opted to study a portfolio
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entrepreneur within the digital web industry, a @ync context requiring the entrepreneur to
repeatedly engage in opportunity exploration tatstyically expand. Moreover, over a period
of several years the entrepreneur we studied hstéragtically written down his accounts of
the evolution of his portfolio of ventures and pmodd numerous writings on his
entrepreneurial learning and reasoning processasseries of blogs. These blogs provided a
very valuable source of real-time and longitudidalta on the entrepreneur’s cognitive

understanding and reasoning patterns.

The centrality of learning processes and the roleesource cognition are acknowledged in
strategy research (Danneels, 2011). Yet we ultipaipted to position the study within
entrepreneurship theory and incorporated resouatgestration theory into our study instead
as our main underlying theoretical framework. AstsuChapter 2 establishes how resource
orchestration and capability development are iastig across a portfolio of ventures and can
ultimately impact strategic outcomes, in this catsategic expansion. Specifically, we identify
eight distinctive resource orchestration subpraeeslsat we group into three main resource
orchestration processes, namelyaring transforming and harmonizing Whereas extant
research primarily examined how decision-makers@strate resources within a single firm
to develop competitive advantage (Sirmon & HittD20Sirmon & Hitt, 2009; Sirmon et al.,
2007; Sirmon et al., 2011), our findings extend litexature by building theory on how an
entrepreneur gradually gains an understandingsaiuree orchestratiosicrossa portfolio of
ventures to facilitate the emergence of synergiesnaexploring and exploiting opportunities.
In sum, we extend strategy and entrepreneurshepatiire by theorizing on the strategic
alteration of resource and capability configurasiomwhen exploring and exploiting

opportunities in dynamic contexts in an attempttategically expand.

Chapter 3 tackles the evolutionary process of aweisiakers’ framing of strategic change in
an effort to shed light on the occurrence of cagaiinertia among established incumbent
firms. Together with my co-author Marion Debruyhengaged in a longitudinal process study
of how framing practices, as a reflection of cognit evolve in a context of disruptive change.
As disruptive change occurs, decision-makers’ dognunderstanding of such change and its
implications may differ, which has long-term consences in terms of capability development,
new product development, etc. Our initial aim wadédfine, as cognition has such an important
impact of strategic decision-making and strategitcomes, what then defines cognition: how
is cognition adapted in change contexts and hows daeh adaptation differ among decision-

makers? As we set out to map and track changesgimittve understandings, existing theory
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including work by Gilbert (2005), Fiss and Hirs¢hgs & Hirsch, 2005), and Cornelissen and
Werner (Cornelissen & Werner, 2014) pointed us tdwahe role of framing to explore such

dynamics.

In parallel to developing a primary theoreticahfi@wvork to guide our initial research activities,
we searched for an inspiring and revealing contdkbough a number of contexts were
considered, including the pharmaceutical industrgt academia, we chose to focus on two
established players in the Belgian newspaper imgustirst and foremost, the industry
appeared to be an excellent setting to study deeisiakers’ understanding of disruptive
change, in this case the advent of online newsmgakand how such change stirs
experimentation with technological possibilitiesai@ng an in-depth understanding of the
context, we became intrigued by the strategic ampmitation (i.e. business models
experimentation) efforts that were widely presemid,amore importantly, extensively
contemplated, discussed and documented by deacisakers in very different types of data
sources, including press releases, press interyvigmaial reports, etc. The richness of these
written documents, produced and published oven@ period of time and containing extensive

direct quotes from decision-makers, offered an albs@nd atypical wealth of detailed data.

In Chapter 3, we develop a typology of framing pics and track the evolutionary framing
paths decision-makers in the newspaper industrnagmgdn as they attempt to grasp the
implications of digitization for their media growgpactivities. As such, we extend theory on the
impact of cognition on incumbent inertia by unpackihe framing processes that relate to
cognitive change and cognitive inertia, and thusttategic change and strategic inertia. We
present a grounded theory model displaying suchugwaary process of framing. Ultimately,
if we specifically zoom in on the framing practiagsderlying cognitive change in our model,
these point to the development of an incumbentsogiiive capacity with regards to new
technologies. As such, our study on framing shedshhmeeded light on the micro-level
cognitive dynamics underlying incumbents’ new caligbdevelopment and absorptive

capacity in the face of strategic change.

Chapter 4 is rooted in the research presented ap€h3. As | engaged in the detailed study
of newspaper industry actors’ framing practices gaded insights into their understanding of
the newspaper industry, the competitive dynamikse, required capabilities to engage in

(online) newsmaking, etc., | increasingly becamerawof the extent to which cognitive
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understandings regarding these newsmakers’ professidentity defined their consequent

engagement and use of digital technologies.

Consequently, together with my co-authors KatleenSdobbeleir and Marion Debruyne, |
engaged in the longitudinal study of professionaivemakers’ collective-level identity
transformation following the advent of digital tewhogies. We conceptualized these
professional newsmakers as a collective of prodesés demarcated by collective-level
identity processes (i.e. shared identity proces3eslinderstand the changes that would occur
in the cognitive understanding of Belgian profesalo newsmakers regarding what
newsmaking entails and what their professionaltitieentails, we collected data that would
allow us to map the industry-wide and collectiveele discursive practices regarding
professional identity (accounts in professionatjals, editorials on the role of newsmakers in
society, speeches at industry-wide conferences). &6 a result, Chapter 4 examines the
recursive interrelations between professional itleanhd strategic industry change by focusing

on the discursive practices related to professimieaitity transformation.

Blending identity theory on professional identityndmics and strategic management theory
on strategic industry change, Chapter 4 presepte@ss model which captures the dynamic
process through which the professional identitg obllective of professionals transforms, i.e.
the reconstruction of a coherent professional itlembngruent with the strategic industry
change at hand. We find that professionals renaigotiore elements constituting their identity
by converting old cognitive understandings of pssfenal identity into new ones and by
expanding cognitive understandings of professidadenhtity by means of new elements. As
such, we highlight how professionals in the newsnmkndustry moved from old-school
understandings (i.e. the professional journaliseasriter of the news) to entrepreneurial
understandings of their professional identity (i professional journalist as an entrepreneur
in the newsmaking industry). Ultimately, we higlhiigthe interrelations between strategic
industry change as a whole and journalists’ evglhanllective identity: professional identity
defines professionals’ cognitive understandingnafustry changes and their consequences,

while strategic industry change shapes professsbnagnitive understanding of their identity.

Table 1 provides an overview of the different stisdihat make up this dissertation.
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Table 1 Overview of the dissertation

Chapter Research questions Context Methods Main cdmbutions
Chapter 2: - What specific processes of Digital web | Single case study | Contribution to resource orchestration theory:
Portfolio resource orchestration across a | industry, (portfolio level), identification of eight new cross-portfolio process
entrepreneurship g)c:rtlf(c))rlilrc]) nggn;;jr%it?r:e ﬁgcved at 52::3:?50]: mrf&ﬁ{jeégtmzor Contribution to enduring entrepreneurship literatur
and resource o portur?ities’7 P 9 guildin a roa)éh cross-portfolio resource orchestration enables rgyne
orchestration bp ' gapp creation
;)\t'eciv'\[liriz ttr(])efziiﬁ:gt(; ezﬁzzr(ijr?veloa Contribution to  cognition literature:  evolving
entrepreneurshin? 9 understanding of resource orchestration enablesrgyn
P b creation
Contribution to dynamic capabilities literature:
capability development and diffusion
Chapter 3: - What are the framing practices thaflewspaper | Comparative case | Contribution to strategic inertia theory: introdoct of
lead firms to inertia in response tandustry, study (company framing dynamics
Talk the talk, disruptive change? incumbent | level)
walk the walk: P ge: firms inter ’retative Contribution to cognition literature: framing prigets as
Framing strategic | - How do these practices evolve o ef rouﬁded theor micro-foundations of cognitive frames and, hence,
change following | time? grour y cognitive change or cognitive inertia
disruption building approach o _ o _
Contribution to strategic decision-making theory:
framing as a vital strategic instrument
Contribution to dynamic capabilities literaturearfting
dynamics underlying absorptive capacity
Chapter 4: - How are changes realized in Newspaper | Single case study | Contribution to identity theory: professional idint
. professionals’ cognitive industry, (industry level), change as a process of meaning (re)construction via
Professional ) : C . h ; . . :
identity understanding of their professiondl collective of | interpretative discursive practices

transformation
and strategic
industry change

identity?

- How does professional identity
transformation interrelate to

professionals

strategic industry change?

grounded theory
building approach

Contribution to strategic industry change theory:
introduction of professional identity dynamics
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CHAPTER 2

PORTFOLIO ENTREPRENEURSHIP
AND RESOURCE ORCHESTRATION

ABSTRACT

This study examines the role of resource orchestrdibr the exploration and exploitation of
opportunities through portfolio entrepreneurshigopting a single case study approach, we
identify eight distinctive resource orchestratiobgrocesses that we group into three aggregate
resource orchestration processes that enable tredogenent and exploitation of a set of
resources and capabilities across a portfolio afwes.Our findings extend the literature on
enduring entrepreneurship by building theory on nesource orchestration across a portfolio

of ventures facilitates the emergence of synerghen exploring and exploiting opportunities.

Key words: portfolio entrepreneur, resource orchestration|aagion/exploitation, enduring

entrepreneurship, strategic entrepreneurship
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2.1. INTRODUCTION

Entrepreneurship involves identifying and explajtiopportunities in a setting characterized

by uncertainty (Shane & Venkataraman, 2000). Trageggic entrepreneurship perspective has
stressed the need to focus on how firms creategehayexploring opportunities in the external

environment while at the same time exploiting thopgortunities to sustain value creation

across time (Hitet al, 2001; Hittet al, 2011). Some firms and individuals consistentlgaye

in high levels of entrepreneurial behavior througnstant renewal and repeated acts of
entrepreneurial activity such that entrepreneurgmgures across time and systems. A key
guestion that arises then is what processes ananiaegional practices help firms and

individuals achieve enduring entrepreneurship?

The development of a group of new ventures in thetext of portfolio entrepreneurship
provides an opportunity to investigate these preegsind organizational practices. Portfolio
entrepreneurship has proven to be a valuable estreprial development model (Carter &
Ram, 2003; Lechner & Leyronas, 2009). Portfolio repteneurs simultaneously hold
ownership stakes in two or more independent vesttinat have either been established,
purchased, and/or inherited (Westhead & Wright,899he characteristics of portfolio
entrepreneurs and their motivations to engage ialldousiness group formation have been
extensively researched (lacobucci, 2002; lacob&c&osa, 2010; Ucbasaraet al, 2008;
Ucbasaran, Westhead, & Wright, 2009). However, rthero-processes by which portfolio
entrepreneurs obtain and leverage resources amadbitiaes across a portfolio of ventures to
exploit new opportunities and engage in enduringeg@neneurship in such a setting remain a
black box.

Resource orchestration theory has recently beearméd to address the previous neglect of
the processes by which managers accumulate, corabihexploit resources to support current
opportunities while developing future opportunitiess achieve a competitive advantage
(Sirmon & Hitt, 2003). Resource orchestration tlyesmggests that it is the combination of
resources, capabilitiesand managerial action that ultimately results simperior firm
performance (Chadwick, Super, & Kwon, 2014; He#aal, 2007; Sirmon, Hitt, & Ireland,
2007; Sirmon, Hitt, Ireland, & Gilbert, 2011). Howe, we still lack detailed insights into how
firms orchestrate resources in dynamic environmentacilitate the implementation of firm

level and corporate level strategies to sustaiuengl entrepreneurship (Sirme al, 2011).
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Additionally, extant research has primarily exandifeow managers orchestrate resources
within a single firm to develop capabilities andistes of competitive advantage. A separate
important and yet unexamined issue concerns hoauress might be orchestrated across a
portfolio of ventures to develop portfolio level peilities and synergies when pursuing

opportunities.

We build on this prior work to address an importgap in understanding the behavior of
portfolio entrepreneurs and by doing so shed ngi lon resource orchestration processes
across a portfolio of ventures that help to suseaitrepreneurial activity. Accordingly, we
address the following research questioM®hat are specific processes of resource
orchestration across a portfolio of ventures aimatl exploring and exploiting new
opportunities? How do these processes develop diuee to facilitate enduring

entrepreneurship?

Following previous studies dinowledgeand capability development (Cope, 2011; Deakins
& Freel, 1998)we use a single interpretive case study approduafough an iterative process
involving rich narrative accounts of both succeksfnd failed activities of a portfolio
entrepreneur in the digital web industry, we idigngight distinctive resource orchestration
subprocessescrossthe entrepreneur’s portfolio of ventures whichtdedahe exploration and
exploitation of new opportunities. We group thes® ithree aggregate resource orchestration
processes new to resource orchestration thestrgrifig, transformingand harmonizing. In
essence, resource orchestration across a ponfolentures enables the portfolio entrepreneur

to create and exploit synergies in the pursuiteat mpportunities over time.

We contribute to theory development in differentysiaFirst, we add to the enduring
entrepreneurship literature by building theory owhesource orchestration across a portfolio
of ventures may facilitate the emergence of syesrgihen exploring and exploiting new
opportunities. Second, in doing so, we respondhéogieneral call by Sirmoet al. (2011) to
uncover new processes underlying resource orchiestrand capability development to
support an entrepreneurial strategy in dynamic renments. Third, examining portfolio
entrepreneurs enables us to extend previous sthgipsoviding a more fine-grained analysis
of the distinctive constructs associated with #eource orchestration procesaesossa group

of ventures that have hitherto been largely negté¢Sirmonet al, 2011). As such, we
contribute by beginning to identify some boundasgditions of Sirmoret al’s (2007) general

framework on resource orchestration and more g#yeaald to the understanding of
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heterogeneous resource positions between firmsitia& Peteraf, 2011). Our findings
suggest that simply extending existing resourcéestration theory to across firms/portfolio
entrepreneurship contexts would miss importantirdise mechanisms in the resource

orchestration process.

2.2. THEORETICAL BACKGROUND

The strategic entrepreneurship perspective strabhsesnportance of resource orchestration
practices to support the simultaneous exploratiuh exploitation of opportunities to sustain
firm performance. Merely looking at the resourcefrra possesses provides an incomplete
understanding of company performance. Resourceesti@tion theory emphasizes the role of
managerial action in mobilizing and leveraging firesources to achieve strategic objectives
(Hansen, Perry, & Reese, 2004; Sirnebral, 2011). The orchestration of resources is critical
to support processes to help develop and leveigggbdities (Rindova & Kotha, 2001; Wales
et al, 2013). Resource orchestration practices inclhdgtocesses sfructuringthe portfolio

of resources (i.e., acquiring, accumulating, andesting), bundling resources to build
capabilities (i.e., stabilizing, enriching, and meering), andeveragingcapabilities in the
marketplace (i.e., mobilizing, coordinating, andldging) to create value (Sirmoet al,
2007).

As firms engage in resource orchestration, theyagadn the constant trade-off between the
exploration of new possibilities and the explotatiof existing activities, which entails
complications in allocating scarce resources acamswities. According to March (1991),
exploration is characterized by search, experintiemannovation, play and flexibility, while
exploitation is defined by efficiency, selectiomplementation and execution. March portrays
the trade-off between exploration and exploitatioterms of learning processes or behaviors
which organizations engage in as they attempt &piatb their context. Adding to March’s
work, scholars have focused their attention orotiteomes of exploration and exploitation to
distinguish between the two concepts, linking esqtion to radical innovation and
exploitation to incremental innovation (Ireland &b, 2009). Interestingly, in their work on
strategic entrepreneurship and the successful iimndrom exploration to exploitation,
Ireland and Webb (2009) explicitly recognize that a firm engages in exploration or
exploitation, it uses different processes to badanath behaviors. Successful exploration is

then linked to the ability to efficiently manageéoeeadth of resources as a firm searches for
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new sources of future competitive advantage, thekeleping in mind the uncertainty related
to the potential effectiveness of such resoureesohtrast, successful exploitation is connected
to the ability to incrementally enhance current reea of competitive advantage, thus
efficiently orchestrating a more narrow set of teses which represent the building blocks of

such current competitive advantage.

Resource orchestration poses specific challengeseftrepreneurial firms (Benner &
Tushman, 2003; Sirmoat al, 2011). Emergent entrepreneurial firms need tdhestrate
resources to support their nascent business mader wonditions of uncertainty (Rutherford,
Buller, & McMullen, 2003). During exploration attgrs, experimental resource allocation
patterns are frequently used to identify valualvid potentially rare operational and product
configurations to obtain a competitive advantage. tAe firm starts to grow, resource
orchestration activities will shift towards strughg the organization such as implementing
formalized procedures and adding a managerial fitieyain order to facilitate exploitation
(Daily & Dalton, 1992).

A key question is how entrepreneurial firms mand#ygr limited set of resources more
efficiently and effectively during the start-up ampglowth phases (Walest al, 2013).
Entrepreneurial firms suffer from ‘liabilities ofr&llness’ resulting from (1) their limited levels
of slack resources and (2) potential inefficiendnegsing their resources (Stinchcombe, 1965;
Thornhill & Amit, 2003). One way to deal with thesesource constraints is by setting up
interfirm collaborations to access critical res@sr¢Harrison, Hitt, Hoskisson, & Ireland, 2001;
Wiklund & Shepherd, 2009; Zahra, Gedajlovic, Neuba& Shulman, 2009) and to acquire
new knowledge (Lane & Lubatkin, 1998; Yli-Renko, A & Sapienza, 2001). By combining
complementary resources and capabilities firmsrealize synergies (Wang & Zajac, 2007).
However, this depends both on the potential foesyistic resource complementarity, as well
as the firm’s effectiveness in orchestrating resesiwithin and acrossfirm boundaries to
realize those synergies (Capron, Dussauge, & Mitch898; Madhok & Tallman, 1998;
Wiklund & Shepherd, 2009).

Resource orchestration theory has mostly focuseudthim firm processes that enable firms to

explore and exploit opportunities. However, givée emerging theoretical approach, it is
unclear whether similar processes amuyossa group of ventures and how this might lead to
synergies when initiating new entrepreneurial @gtiWortfolio entrepreneurship represents a

distinctive context in which to examine these issaeross a group of loosely coupled firms.
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Through developing separate businesses with leg@namy, portfolio entrepreneurs can
explore new opportunities, yet assure strategic aperational autonomy for their new
activities (lacobucci, 2002; Lechner & LeyronasQ2pD The mechanisms of value creation in
portfolio entrepreneurship have received less camation than those characterizing single
firm contexts, yet are crucial to understanding hmovtfolio entrepreneurs simultaneously

engage in exploration and exploitation activitisg thus enduring entrepreneurship.

One element that holds the potential for endurimgepreneurship in the context of portfolio
entrepreneurship concerns the underlying process@porting resource and capability
development (Cope, 2005; Ucbasagdal, 2008; Ungeet al, 2011) and more generally how
resource orchestration contributes to this. Fimssource constraints within entrepreneurial
ventures require a flexible approach allowing adaph to new situations (Cainarca, Colombo,
& Mariotti, 1992). Portfolio entrepreneurs can leage and transfer knowledge and capabilities
from multiple business ownerships to exploit newsibass opportunities efficiently in a
dynamic environment (Rosa, 1998). Second, Siret@h (2011) have stressed the importance
of focusing on the locus of resource orchestragictivities and how this impacts the flow of
knowledgewithin andacrossorganizations. Portfolio entrepreneurship holdspbtential for
newly acquired knowledge to be applied, exploitad secontextualized in the entrepreneur’s

group of businesses

2.3. RESEARCH METHODOLOGY

2.3.1. Alongitudinal single-case study approach

Our aim was to elaborate the emerging theory asureg orchestration in a setting of enduring
entrepreneurship involving a portfolio of venturésereby refining and complementing
existing concepts (Locke, 2001). We adopted a todgial single-case study approach based

on the narrative of a portfolio entrepreneur.

A case study approach is especially valuable whsearching how and why questions in new
topic areas, as here (Eisenhardt & Graebner, 200d¢daby, 2006). Since little is known about
the processes underlying resource and capabilighestration across ventures in an
entrepreneurial setting, we aimed to identify keylding blocks of these processes and their

emergence. We adopted a single-case design begchtlse revelatory nature of the case to
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which we were offered unusually detailed accesg fidrrative-based approach has become
well accepted as a valid method for interpretived&s of entrepreneurship (Cope, 2011;
Hjorth & Steyaert, 2004). In particular, we usetbitlevelop an understanding of how resource

orchestration processes unfold as the entreprenpartfolio of ventures develops.

Based on the detailed case story of the portfalicepreneur, we engaged in theory elaboration
using a grounded theory-based approach (Glaser r&u&t, 1967) to better understand
unexplored dynamics underlying resource orchestrgirocesses across a group of ventures.
Our inductive approach entailed many cycles of cmthtion between data and theory, each
iteration directing us to additional data and drayvon additional concepts and theoretical
categories. We followed the approach describedibia®t al.(2013) to develop new concepts
and to bring ‘qualitative rigor’ to the researchheTl resulting model includes various
intermediary conceptualizing steps of first- andosel-order coding between raw case data
and theory.

2.3.2. Empirical setting

We looked for a context where entrepreneurs needotdinuously explore and exploit
opportunities in an ever changing setting. As venguinto emerging markets typically
requires entrepreneurs to explore new domains earth ko perform new activities (Crossan,
Lane, & White, 1999), we looked for a nascent aywlanic industry. We studied the growth
of a Belgian entrepreneur’s portfolio of firms, inding the development of a digital web
agency called Digiwiz (a pseudonym) and relatedtuwreis. Between 2006 and 2013, the
entrepreneur was simultaneously involved in nirdependent ventures of which two ceased
to exist. One venture is a holding company suppgré network of eight small independent

ventures.

Digiwiz was founded in 2006 by entrepreneur BartiyBie (a pseudonym) and a business
partner. Digiwiz started out as a web agency famusolely on website development activities
for small and medium size enterprises, therebyayéml Digiwiz’ web content management

system (WCMS) named Knife. Digiwiz diversified affering and moved towards integrated

approaches, thereby combining website developmeal)y content management system
development and online marketing components. Wémlgloring nascent markets and new
activity domains in the digital industry, the emreneur developed new business activities

inside as well as outside of Digiwiz’ firm boundzsi Table 2 provides an overview of these
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different business activities. Importantly, we notly focused on ventures set up as
independent entities, but also studied the setfugw business activities within existing firm
boundaries, as these ‘internal ventures’ playediraportant intermediary role in the
entrepreneur’s resource orchestration activitie® blassified new business activities as
internal ventures where the activity (1) was chimdmed by a different value proposition
compared to the existing activities, (2) generataadnues independent of existing activities,

or (3) became an independent entity later on.

The development and evolution of the entrepreneytstfolio of ventures can be
contextualized at the intersection of a number a$cent markets in the digital industry,
including website development, WCMS development anline marketing activities. This
research setting appeared attractive to study emguentrepreneurship and resource
orchestration as it captures the dynamic and uasicenaiture of new markets, characterized by
numerous diversified competitors and ever-changgahnology. Entrepreneurs attempted to
make sense of, learn and develop adequate marpbgitions for nascent markets in the
digital industry (Santos & Eisenhardt, 2009). Theady development of the entrepreneur’s
portfolio of ventures illustrates his aspiratioretglore and exploit new business opportunities
brought forth by swift technological advancementsl ahe resulting market dynamics.
Between 2006 and 2013, the entrepreneur’s portgpbav from one to seven independent and
viable ventures, while its turnover increased fi&dR 850,000 to EUR 5,380,000. Moreover,
in 2014 the business group was rankédié a top 50 of web builders in Belgium (Van
Leemputten, 2014).

2.3.3. Data collection

Data collection took nearly 2.5 years. From ea®l P to mid—2013, we collected data on
developments between 2006 and 2013 in the entreprsrportfolio and the digital industry.
Various primary and secondary data sources weik esabling us to corroborate information
and develop a full understanding of the case (Y&84). An overview of data sources can be
found in Table 3.
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Table 2 Overview of the business activities and vamres of the entrepreneur (2006-2013)

Business Independent Viability
Year activit Description business or internal | business
y Digiwiz activity? activity?
2006 | Digiwiz Digital web agency Independent Viable
2006 | DVDXC | DVD sharing network Internal Viable
2006 Ringtone | Ringtone network Internal Viable
network
2006 | Blog Blog network Internal Viable
network
2007 | Monitor Monitoring the influence of social | Independent Failed
media
2008 | Tagger Facilitating online music purchase | Independent Failed
by tagging or bookmarking music
2008 | Talk Social media marketing Independent Viable
2008 | Tweety Tweeting application for digital TV Internal Failed
2009 EasyNet Easy internet marketing services Independe Viable
2010 | Knife OS | Open sourcing of WCMS Knife Internal, yet the| Viable
process of becoming
independent
2010 Publisher | Digital magazine publishing Independent iablée
2011 | iPad app | Application for iPad magazines Internal ileda
2012 Newton Online KPI monitoring Internal (Talk), vyet .,
. Viable
became independent
2012 | Adviz Optimizing website usability Independent ia
2013 | Paradise | Network of independent companiesndependent Some
active in the digital industry viable,
(including NetDesign, Star, Hello some too
Hello, The Laboratory, Screen, early to
Robot, RawData and lllustrat) tell
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Data source

Table 3 Overview data

Type of data

collection sources

Use in analysis

Archival data

Industry-related documentsBusiness|
press articles (n=14), industry repo
from business analysts (e.g. Gartn
(n=10).

Familiarize with the industry context.
ts
er)

Company-related documents/enture
websites (n=4), venture blogs (n=1
company presentations (n=30), tre
reports (n=6).

Support the chronological reconstruction of the
hgrowth of the portfolio. Support and triangulate
ndvidence from the interviews.

Entrepreneur-related document
Personal blog (n=1), presentatio
(n=19), interviews in press articlg

(n=4).

sDeveloping an understanding of the
nentrepreneur’s reasoning regarding specific
shusiness opportunities, business models and
industry trends. Support and triangulate evidence

from the interviews.

Interviews

Preliminary interviews (early 2011
with industry experts (n=7), to discu
industry evolution, industry trends an
characteristics of viable business mod
in the digital industry.

) Familiarize with the industry context.
5S

d

els

Interview round 1 (June-Aug 201Wjth
the entrepreneur (n=2) and his foundi
partner (n=1), to discuss th
development and history of each vent
and its business activities.

Chronological reconstruction of the growth of the
ngortfolio. Developing an understanding of the
eentrepreneurial processes driving the formation of
ineew ventures and the interdependencies between
ventures.

Interview round 2 (March-Sept 201!
with the entrepreneur (n=1) and busing

Pldentification and visual mapping of knowledge
2s8d capability flows across the portfolio. Compare

partners (n=2), to discuss the use arahd integrate interviewees’ accounts, to improve

transfer of knowledge and capaubiliti
across the portfolio and over time.

eour understanding of the entrepreneurial learning
processes related to the use and transfer of
knowledge and capabilities across the portfolio

and over time.

Interview round 3 (Aug-Sept 201R)th
the entrepreneur (n=1), his foundi
partner (n=1), and business partn
(n=2), to discuss the deployment
resources and capabilities across
portfolio, the entrepreneur’
understanding of such deployme
across the portfolio.

Develop an understanding of resource
n@rchestration processes occurring across the
ergortfolio and over time. Identification of the role

0bf the entrepreneur in creating resource synergies
treeross the portfolio. Compare and integrate
sinterviewees’ accounts, to improve our

ntnderstanding of the entrepreneur’'s ability to
orchestrate resources.
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Initial desk research started in 2011, concenigatim developing understanding of the
evolution of the web development industry and tentification of market players. To gain
additional information, in particular on the Belgiaeb development industry, we interviewed
seven industry experts who were business analgsts ), leading entrepreneura € 2),
specialists working for larger concerns £ 2) and a venture capitalish € 1). Interviews
ranged from 30 to 70 minutes. These interviews tpdirus to Digiwiz and its founding

entrepreneur, who we did not know personally inaaute.

The primary data collection method involved semikstiured interviews with the entrepreneur
and his three business partners, conducted in thtesriew rounds between early 2011 and
mid-2013. All interviews were conducted by at leasat individuals, increasing confidence in
the reliability of interpretation. The interviewasted approximately 1 to 2.5 hours and were

recorded and subsequently transcribed verbatim.

In the first interview round, mid—2011, we condutte semi-structured interview with the
entrepreneur, during which we asked for factuabimiation, such as the composition of the
entrepreneurial team, the development and histéryhe ventures in the entrepreneur’s
portfolio and each venture’s business model andigcsystem in use. The same questions
were presented to his founding partner during a-sémctured follow-up interview, allowing
us to alleviate concerns of source and recall [diags information was complemented with
secondary data from company reports, blogs, firacicounting data, press articles, company
presentations and websites of each venture. Fanios, we triangulated factual information
with a number of blogs by the entrepreneur abautdvelopment of his ventures. The Digiwiz
company blog dates from 2003 and consists of ajpmately 1,200 blogposts, while the
entrepreneur’s personal blog dates from 2006 amchtsol,250 blogposts. Venture-related
blogs, such as the Talk and Monitor blog, were al&gilable from start-up and contain fewer
blogposts (e.g. Talk, 2008, 60 posts). Further,etigepreneur produced numerous writings
(e.g. trend reports) which are archived chronola@yc on the internet, thus enabling

triangulation.

Using this information, two researchers indeperigentpped the evolution of the business
activities inside Digiwiz and the entrepreneurisestportfolio ventures. Having contrasted and
discussed these two sets of chronological mapscreated a preliminary timeline of the
development of the entrepreneur’s portfolio of wees which served as support for subsequent

interviews. Finally, we conducted a follow-up intew with the entrepreneur to focus in more
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detail on the formation of new ventures over tinmel ahe interdependencies between the
different ventures. We used the timeline of thdeddnt business activities and ventures

developed in the previous data collection stage lzeckbone to the interview.

In the second interview round, early and mid—2@le& gathered more refined data on specific
experiences described by the entrepreneur in prsvitgerviews. This included experiences
related to the set-up and management of new aetiaind ventures, and the genesis of certain
organizing processes. Such data allowed us to hder resources and capabilities related to
venture set-up and growth were developed acrossetiepreneur’s portfolio. We first
interviewed the entrepreneur. Subsequently, tangutate the obtained data, two semi-
structured interviews were held with business magtof the entrepreneur, i.e. the CEO of Talk
and the product champion behind Newton. These tiafaee interviews focused on the
entrepreneur’s use and transfer of acquired knayalexhd capabilities across ventures in his

portfolio.

In the third interview round, mid—2013, we gathefied-grained data on specific resource and
capability orchestration processes across ventimsgshad emerged from the data. During
interviews with the entrepreneur, his founding partand the two business partners previously
identified, we gained more insights on the deployha resources and capabilities and the
role of the entrepreneur as an orchestrator of sesburces and capabilities. We also updated
the status of the entrepreneur’s portfolio anchtridated certain pieces of information at this

point.

2.3.4. Data analysis

Moving back and forth in an iterative fashion betwethe qualitative data and relevant
theoretical arguments, we gradually developed a staticture and translated these structured
insights into a theoretical model (Locke, 2001)indsNvivo to code the interview transcripts,

the analysis was conducted in three major stefisairlg the guidelines by Gioket al (2013).

Step 1: Creating categories and first-order codes. We identified statements regarding resource
and capability development and diffusion acrosspfolio of businesses via open coding
(Locke, 2001). We followed Autie@t al (2011) and adopted a working definition of a
capabilityas a combination or sequence of processes aadatding resource commitments.
We started by labeling these capabilities and messu(e.g. ‘new project manager’, ‘search

engine optimization skills’, ‘remuneration policy@nd their orchestration within and across
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ventures (e.g. ‘aligning team structure with compaize’, ‘reassigning a search engine
optimization expert’, ‘copying recruitment toolsNext, following multiple re-readings of
data, we gradually combined the initial labels tivare similar in essence, into preliminary
categories. Whenever data did not fit well into reliminary category, we reviewed the
category. This enabled us to group the initial laketo first-order codes (e.g. ‘aligning
corporate structure and processes with growthchaxging customer portfolios’, ‘diffusing

working processes and tools’).

In parallel, we started tracking new knowledge eapability development that resulted from
the resource orchestration activities across veatun particular, we tracked new, enhanced,
modified and repurposed pieces of knowledge andhilifies across the portfolio of ventures.
We created visual mapiiustrating knowledge flows and capability diffas processes (Miles

& Huberman, 1984). These visualizations allowedtbudetect and gain a better understanding

of the knowledge flows and capability diffusion pesses across the venture portfolio.

Step 2: Integrating first-order codes and creating second-order constructs. At this stage, we
focused on depicting resource orchestration presesscurring across ventures, as opposed to
the within-venture processes already identifiethm literature (e.g. Sirmoet al, 2007). As
such, using axial coding, we tentatively combinest-forder codes into fewer, theoretically
relevant second-order constructs related to resoomchestration across ventures (Strauss &
Corbin, 1990, p.123). We engaged in systematic eoispn of our emerging second-order
constructs with case data and with existing contgrin the literature to assess fit and adjust
the labels of these constructs accordingly (Gepial, 2013). We went back and forth between
theory on resource orchestration to identify th#edénces and similarities between the
processes we identified that ocaarossventures (e.g. aligning, complementing, incubating
and the orchestration processes previously idedtifiy Sirmoret al (2007)within ventures
(e.g. mobilizing, accumulating, coordinating). Twoal errors arising from halo effects,
confirmatory biases and other interpretation bigS&sauss & Corbin, 1998), the third author
acted as a critical reviewer and interrogator effilst two authors throughout the process to
ensure the validity of the emerging second-orderstracts. Our data structure in Figure 1
illustrates our first-order constructs, second-ordenstructs and aggregated theoretical
dimensions. As such, it shows the process we f@tbwhen moving from raw case data to

theoretically grounded concepts on resource orcitest.

2 The visual maps depicting knowledge flows and baitadiffusion are available on request.
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Step 3: Building a grounded theoretical framework. Once the second-order constructs relating
to the eight distinct resource orchestration sutgsees across ventures had emerged from the
analysis, we searched for interrelationships antbege constructs in an attempt to understand
how they would fit together into a coherent framew@ratt, Rockmann, & Kaufmann, 2006).
For example, we observed that some processes alated to the development of capability
configurations, while others were linked to thelekgation of such capability configurations.
We returned to the literature on resource orchiésirato compare our observations to
theoretical dimensions that had previously beentified (e.g. Sirmoret al.,, 2007; Sirmoret

al., 2011). As such, we searched for similaritiehweixisting theory to relate the processes we
identified to the more general resource orchesmmationstructs of structuring, bundling and
leveraging (Sirmoret al, 2007). Building on this previous literature, pr@duced a grounded
model of how resource orchestration processes dirdotoss ventures incorporating our
understanding of the differences between resouideestration processesthin andacross
ventures. To increase the reliability of our intetptions, at multiple stages of the analysis we
presented the emerging framework to the entreprearalihis partners. The conceptual model
in Figure Zillustrates how we integrated our second-order oo and their aggregated
theoretical dimensions into the theoretically grbec framework that emerged from our

analysis as elaborated below.

2.4. FINDINGS

As we explored the processes underlying resourcieestration and capability development
across a portfolio of ventures, we identified eight resmu orchestration subprocesses
(accessing, multiplying, redeploying, incubatingcaigpling, aligning complementingand
pruning) that are distinct, yet complementary, to the wes® orchestration subprocesses
(acquiring, accumulating, divesting, stabilizing, riehing, pioneering, mobilizing,
coordinatingand deploying discussed in prior literature on value creatiorotigh resource
management (Sirmoet al, 2007; Sirmoret al, 2011). Because of a lack of fit between these
subprocesses and existing theoretical constructeswurce orchestration, we grouped them
into three aggregate dimensions or general resana®estration processes that are new to

resource orchestration theoghéring, transformingndharmonizing.
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Resource orchestration actions
(First-order codes)

Documenting and archiving information

Diffusing working processes and tools

Creating umbrella services

Developing fungible resources and capabilities

Exchanging customer portfolios

Moving champions and employees around

Moving financial resources around

Providing resources

Testing and evaluating market potential

Detaching self-sufficient configurations

Balancing entrepreneurial and managerial skills

Aligning corporate structure and processes with growth

Adjusting financial resources to growth

Integrating complementary configurations

Juxtaposing complementary configurations

Discontinuing poorly fitting configurations

INR/ANRVER

Re-absorbing deploved resources and capabilities

Figure 1 Data structure

Resource orchestration subprocesses
(Second-order codes)

Accessing

Multiplying

Redeploying

Incubating

Decoupling

Aligning

Resource orchestration processes
(Aggregated theoretical constructs)

Sharing

Transforming

Complementing

Pruning

N/

Harmonizing




Table 4 Definitions resource orchestration processe

Resource orchestration (sub)processes
in PORTFOLIO CONTEXT

Resource orchestration (sub)processes
in SINGLE-FIRM CONTEXT

SHARING Refers to sharing resources @ STRUCTURING Refers to the management of the
capabilities across the portfolio resource and capability portfolio

within a single firm**

Accessing - The process of making Acquiring - The process of purchasing
resources and capabilities resources from strategic factor
available across the portfolio markets*

Multiplying - The process of creating Accumulating - The process of developing
fungible resources and resources internally within a single
capabilities firm*

Redeploying - The process of re-allocating g Divesting - The process of shedding firm-
specific resource or capability controlled resources to the strategic
from one venture to another in factor markets*
the portfolio

TRANSFORMING Refers to nurturing an{ BUNDLING Refers to combining resources and
converting self-sufficien capabilities to construct or alter
resource and capabilit capabilities within a single firm**
configurations into independe
ventures

Incubating - The process of supporting and Stabilizing - The process of making minor
testing heterogeneous resources incremental improvements to
and capabilities from across th existing capabilities*
portfolio to explore Enriching - The process of extending current
opportunities in the market capabilities, thereby moving beyond

Decoupling - The process of decoupling keeping skills up to date*
self-sufficient resource and Pioneering - The process of creating new
capability configurations into capabilities with which to address a
independent ventures firm’s competitive context*

HARMONIZING Refers to balancing specifi LEVERAGING  Refers to the application of resources
resource and capabilit and capabilities within a single firm
configurations across  th to create value for customers and
portfolio wealth for owners**

Aligning - The process of gradual Mobilizing - The process of identifying tf

Complementing

Pruning

adjusting capability and
resource configurations to
nurture new venture growth,
based on resources and
capabilities from across the
portfolio at that stage of
development

- The process of developing
value-creating synergies acros
the portfolio using
complementary capability
configurations

- The process of disentangling
poorly fitting resource and
capability configurations,
thereby recovering resources
and capabilities across the

portfolio

Coordinating

s Deploying

capabilities needed to support a
capability configuration necessary to
exploit an opportunity in the
market*

- The process of integrating
identified capabilities into an
effective yet efficient capability
configuration*

- The process of physically using a
capability configuration to support a
chosen leveraging strategy*

* Sirmoat al, 2007
** Adapted from Sirmoret al, 2007
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In addition to the novel resource orchestratiorcpsses that we identified across firms, we
also observed all single-firm resource orchestmagsabprocesses previously identified by
Sirmon et al (2007), thus confirming extant theory presented Sirmon et al’s
conceptualization of resource orchestration. Howewvee sought to focus on our core
contribution, which is resource orchestration agriisns within a portfolio. As such, in the
next section, we concentrate on each of the eightsa-portfolio resource orchestration
subprocesses and the three new aggregate resoohestoation processes in which they can
be organized. An overview of these processes, sabpses and their definitions can be found
in Table 4, alongside the processes occurringsingle firm. In what follows, we compare and
contrast each across-portfolio process with theveeit single firm process at the end of each
sub-section. Tables 5, 6 and 7 extensively focusonoss-portfolio resource orchestration and

illustrate how we moved from our raw data to owvrikeoretical constructs.

2.4.1. Sharing resources and capabilities

Our analysis showed that three of the across-gimrfabprocesses identified refergioaring
existing resources and capabilities across théghiortBy sharing resources and capabilities,
the entrepreneur brings about synergies acrosgdttfolio of ventures when setting up new
business activities. Specifically, the entreprenengages inaccessing, multiplyingand
redeployingresources and capabilities across ventures. Rapewe examples of these

subprocesses are illustrated in Table 5.

First, when sharing resources and capabilitiesettieepreneur engages in the subprocess of
accessin@ pool of existing resources and capabilitiessstbe portfolio. This process occurs
by documenting and archiving information with théent to share such information across the
portfolio of ventures. It also occurs through th#udion of fungible working processes and
tools. For instance, some working rules, perfornreaand evaluation systems and inbound
marketing strategies were developed with the irtteiittegrate these routines across the entire

portfolio, as opposed to a single firm. As the epteneur states:

‘We have developed an entire remuneration policiodk 6 months to work it out in Digiwiz.
We rolled it out in Talk in 6 weeks.’

Second, in order to be able to diffuse resources aapabilities across his portfolio, the
entrepreneur engages in a subprocessuoltiplying, i.e. creating fungible resources and

capabilities. The entrepreneur develops resounceapmabilities so that they can be accessed
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by multiple ventures. As such, he develops a sé@irajible resources or capabilities, thereby

enhancing the potential for synergies across higgho of ventures.

We observe the subprocess of multiplying resouarek capabilities in two ways. First, the
entrepreneur creates an umbrella of support sexvids such, different ventures in the
entrepreneur’s portfolio are able to share the seiRemanager, payroll officer, accountants
and office managers. The entrepreneur develogx@k base of human resources consisting
of employees who work for all companies in the fodid at the same time. As each specialist
brings in knowledge of a specific domain, theskgillle human resources facilitate the transfer
of practices across the portfolio of ventures ang@psrt capability development at the
individual venture level. Second, by developing dilme resources and capabilities, the
entrepreneur is able to reproduce and transferuress and capabilities to make them
accessible across the portfolio. For example, whemntrepreneur developed the performance
and evaluation system, he developed it with theninto reproduce it across ventures and he

made sure it could be transferred from one verttusmnother.

To engage in the subprocess of multiplying, theegmeneur learned to make sure that the
resources and capabilities he wishes to diffusesadnis portfolio can actually be repurposed
from one venture to another. In some cases, themeneur was not able to diffuse practices
because he could not adequately multiply resouacesapabilities. For instance, certain

software tools, and thus technological capabilittes/eloped in one venture could not easily
be reinterpreted or repurposed in other venturasgseach company in the portfolio has its

own business focus. As a business partner mentions:

‘Because the nature of the different parts [vensliief the ecosystem is not that similar that
we can just move any type of software tool fromtortee other.’

Next, our data shows that when sharing the rescamdecapability set available across his
portfolio, the entrepreneur engages in the subgsad redeployingcertain resources or
capabilities across ventures depending on the fipeaeds of these ventures. In particular,
our case reveals three types of resource orchestrattions through which redeployment
takes place, i.e. exchanging customer portfolias/ing champions and employees around and
moving financial resources around. For instanceutwessfully start and manage ventures, the
entrepreneur equips a venture with the right caitialiby moving specific human resources
from one venture to another. As he developed aemsit@hding of the importance of having a

champion in each venture, the entrepreneur movest,Ran employee in Digiwiz with the
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necessary skills to set up structured processésiuiz in order to let her manage the company.
By redeploying a human resource, the entreprenebles the development of the necessary

management capabilities at the venture level iniAds illustrated by the quote below:

‘And that is also what is happening at Adviz. Resepeone here at Digiwiz, has management
capabilities. And | made sure to include her in thenagement team there [at Adviz]. [...]
That champion has to be in there. She is the or@eisvgoing to solve my concern regarding
Mark and Elie’s inability to delegate. [...] OkajRose, your job is to set up a structure and
processes that are scalable and repeatable.’

Other representative examples of the entrepreneeiferts to redeploy resources and
capabilities across the portfolio are shown in €ahl However, not every resource can be
redeployed effectively. For instance, simply redgplg an employee looking for a new
challenge to another venture can result in a misimbetween employee and venture. The

entrepreneur experienced this problem as eachofiorfompany has its own distinct culture.

In sum, byaccessing multiplying and redeployingresources and capabilities across his
portfolio the entrepreneur engages in the procésharing resources and capabilities. These
three across-portfolio subprocesses differ from pineviously identified subprocesses of
acquiring, accumulating and divesting resourcesciwhefer to a single firm’s efforts to
purchase or shed resources on the market or detleop internally when needed to exploit
an opportunity, as compared in Table 3 (Garbuiogk& Lovallo, 2011; Sirmomet al, 2007).
Accessing, multiplying and redeploying representbpsacesses through which the
entrepreneur aims to realize synergies acrossohifofio; they allow him to make optimal use
of the resources and capabilities in the portfblfousing them multiple times or by inserting

them in those ventures where they can have thedanmpact.

The subprocesses can be linked to both exploratimhexploitation. While the subprocesses
are clearly used to engage in exploitation, fotanse by rolling out a remuneration process in
the accessing subprocess or creating umbrellacgsrto increase efficiency in a venture in the
multiplying subprocess, they can also entail thehestration of existing resources and

capabilities to effectively explore new opportuedti For instance, the exchange of customer
portfolios or existing technology from one venttioeanother in the redeploying subprocess

can potentially aid a venture to move into a newkeia
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Table 5 Sharing resources and capabilities acrosentures
(second-order codes, first-order codes, definitioand representative quotes)

Documenting

The process of documenting and archiving informatio with the intent to share such information
across the portfolio of ventures

The things | learn unconsciously, by telling othab®ut those things, whether verbally or in a béwgn

a presentation, it forces me to shape it all, tdkena explicit. If | would not do that, | would n@peat the
same mistake, but | would not be able to shareithh @omeone else in the network. By rendering it
explicitly, you make it physical, transposable.

& archiving
information

Again, that is my ambition. To develop as manyrieays from Digiwiz into blueprints for across the
ventures.

ACCESSING

Diffusing

The process of diffusing existing working processeand tools across the portfolio of ventures

A simple example. Scrum methodology. Agile devedopri..] This is how they work at NetDesign and
Newton.[...] I am now introducing this in Digiwiz. Titake Digiwiz more agile.Again, that is my ambitipn
To develop as many learnings from Digiwiz into phirgts for across the ventures.

processes
& tools

We often organize knowledge sharing sessions atmesgentures.

Setting up
umbrella services

The process of developing an umbrella of support séaces

Each of these companies will have its own CEO argd of the strategic direction. And as a suppox,
are going to set-up a service model to back upagament in terms of HR services, administration,
funding.

T

Eventually, we want to develop an ecosystem, dorgisf independent units that each have their gwn
specialization, supported by a holding or a poitiatompany that provides the necessary resourdes. [

portfolio company] that can recycle certain resoesdn one venture and exchange them with anagther
venture.

MULTIPLYING

Developing
fungible resources
& capabilities

The process odeveloping resources and capabilities with the pot#ial to reproduce across venture

Here at Digiwiz, we invested a lot of time and rfio the development of work regulations and wdrke
out a performance and evaluation system in deBait.we developed it with the idea that it shoulceex,
transcend Digiwiz. So we are now implementingrietjiadviz]. It has already been implemented here an
here [in other companies]. So that time does neeha be invested again here [in other companies].

I am currently translating this [the ability to eff strategic advice to customers] into a structupedcess,
to implement across the other [ventures], so thdevelops into a scalable and consistent story.

Exchanging customer

The process of transferring a customer portfolio teenable the exploitation of the opportunities these
customers represent

It was the combination of vision and opportunityislalways like that. Peter and Frank were stagtimp
[EasyNet]. | said ‘| have the feeling that we arevimg up with Digiwiz, that | am losing some of my
former [smaller] customers, which is a pity’. Thesid ‘we explicitly want to target them’. Perfe€here
were champions, there was a market, | wanted tib @od provide a part of the inflow.

portfolios

Robin wanted to get out of consultancy, withoutileg his customers. So he basically transferred|his
customers to Talk

REDEPLOYING

Moving champions &

The process of re-allocating human resources andeir inherent capabilities

We are trying to gain advantages from our portfolfsomeone wants another challenge, there areroth
possibilities [in the portfolio]. Of course, it coarns employees that have added value, champioysuas
say. Those champions, we are aware of it, we take gare of them.

It happens through collaborations. [...] In the Parsel group, you have Jason, Sven and Bert, whq are
all flying goalies. They are not linked to one sflecompany, they are at a group level. For ingt@an
Bert is someone who drops by on irregular basimsjas [Talk], advices us for difficult projectsgial
projects, especially in the pre-sales stage, inpiteh stage.

employees around

Moving financial

The process of re-allocating financial resources

When Talk was going through something of a roughtpand they needed cash, we sent it through from
Digiwiz. And now, now that things are going muclitdreagain, we pulled it out and it went back |to
Digiwiz.
You can perfectly imagine a system in which you stauffle around financial means, if one of them
[ventures] is experiencing difficulties. | do nated to tell you that. It happens regularly.

resources around
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2.4.2. Transforming resources and capabilities

Two of the eight resource orchestration subprosg$seubating and decoupling refer to
nurturing resource and capability configurationptepare for the exploration of new market
opportunities. As such, the entrepreneur engageémiprocess dfansformingheterogeneous
resources and capabilities from across the paostioto independent, self-sufficient ventures.

Representative examples of these subprocessdhianaied in Table 6.

Our analysis shows that to explore new venture dppities, first the entrepreneur engages in
a process of supporting and testing configuratadriseeterogeneous resources and capabilities
from across the portfolja.e. the subprocess ioicubatinga new venture. \&observe multiple
resource orchestration actions through which intabaoccurs. For instance, after having
selected a new business idea that emerged fronnwitk ventures, the entrepreneur infuses
the necessary knowledge and allocates the necessmyrces and capabilities to support its
transformation in a new venture. This enablesrigstif the new capability configuration to
prove its potential to become a new venture bypedeently generating revenues. As such,
the champion developing the new activity receiwsources involving support processes and
structures from the entrepreneur at the portfaiel. As illustrated by the quotes in Table 6,
the new champion can fully focus on developing ¢bee capabilities needed to launch the
venture.

‘He [the entrepreneur] also said ‘| am looking fortrapreneurs, | have an idea, but | need
people to execute it, | cannot work out all my glég myself, | look for people, | assemble
them, | make sure they do not need to worry abmuaeshings in the beginning’. [...] He makes
sure that there is a place where during the fivg /ears you do not need to think about which
accountant you need, how much money you needmdtatial, an office you need to clean,...

No, you are at headquarters for two years, whene gan focus on the most important thing,
that is how to move from an idea towards a busingsd from a business towards a company.’

Second, after having allocated resources and déesbito support a new venture, the
entrepreneur finally evaluates the potential ofrsource and capability configuration after a
pre-set time period. When the entrepreneur feel®ds found a profitable resource and
capability configuration to exploit a new marketpoptunity, hedecouplessuch a self-
sufficient configuration from its supporting firm,e. its incubator. Subsequently, the
entrepreneur invests additional resources soltkatd@nture can independently develop its core
capabilities to fully exploit the market. For exdmpfter the entrepreneur had incubated Talk

within Digiwiz, he decided to spin-out the activdg the culture and activities of the two were
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blending into each other and hampered the developaifeTalk. After separating the two
ventures, Talk started focusing even more on its capability, i.e. the development of social

media strategies, as the quote below illustrates:

‘You felt that people from Talk started to engagether things than social media, because of
the interaction [with Digiwiz]. With the risk of $ing their focus on the social media niche.
[...] After they moved, they rebuilt their own corgte culture and concentrated even more on
social media.’

To summarize, byncubating and decouplingresources and capabilities the entrepreneur
engages in the process of transforming resource capability configurations into new
ventures. As such, these processes can be linkidx texploration of new opportunities. We
extend prior resource orchestration theory by shgwthat the subprocess of incubating
represents a particular form of bundling resoueses capabilities from across the portfolio to
explore opportunities to form new capability configtions. In that respect, incubating
complements the previously identified process ahpering (Sirmoret al, 2007) a new
capability within a single firm, as incubation alle a new venture to develop its core
capability. However, whereas pioneering entailsdbeelopment of a specific capability in a
single firm context, incubating refers to the depehent of an entire configuration to tackle a
market opportunity, using heterogeneous resouncgsapabilities from across the portfolio.
Also, decouplingepresents an essential part of incubating, althouis different from the
divesting process identified by Sirmat al (2007) as the newly developed capability
configuration remains part of the portfolio andratitely has the potential to strengthen the

competitive positioning of the overall portfolio.

2.4.3. Harmonizing resource and capability configurations

Lastly, we identified a resource orchestration pescthat helps to balance resource and
capability configurations across the portfolio ehwres in order to create value for customers
and owners, i.e. the processhairmonizingconfigurations across the portfolio. Through three
specific subprocesseadjgning, complementingndpruning,the entrepreneur is able to design

a value-creating portfolio of resource and capgbdonfigurations. Representative examples

of these subprocesses are illustrated in Table 7.
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Table 6 Transforming resources and capabilities a@ss ventures

(second-order codes, first-order codes, definitioand representative quotes)

INCUBATING

Providing resources

The process of providing the resources and capaliks needed to support the
transformation of a business idea into a new ventar

When someone has an idea, it is in phase A, ammdmhevork on it during his spare time. [...]

help them strengthen the idea, develop a business.plf they make it through the pitch, they

are going to phase B. [...] They also receive sonseugces, some money to produce a sort

of

proof of concept. And if that is successful, theyaa spin-out, their own company, with proper

funding.

In the start-up phase, [we offer new ventures] dding, where they can do their own thing.|A

space, does not need to be much, where they ctresimwn thing. Develop their own identity

letting it grow. Preferably not too far away, scathwe can offer them advice based on pur

expertise.

Testing & evaluating
market potential

The process of testing and evaluating the market pential of new resource and capability
configurations

What | first do, is try and detect traction. Whiere be a client who will pay for it? And if sogth
I am going to invest sufficient resources. Is itid@a that will attract customers and is there

person who can run that company? Those two togethehave that, then | am going to invest

sufficient resources in order to set it up as dfindependent...

Newton, | believe in it, but it must first provesilf as a business inside Talk, its incubator, tihe
can become independent and we can invest more nraody

DECOUPLING

Decoupling self-sufficient
configurations

The process of decoupling self-sufficient resourcand capability configurations into
independent ventures

=]

[X] started in Talk, developed Newton there. Fafter his normal hours. Then, he developed a
first prototype, with limited budget and a few dayme per week. He found his first customers,
which made us realize ‘this will get market respndVe invested 200 000€ and Newton

Analytics was set-up as a separate company.

| have tried that internally [in Digiwiz] with thé®ad app. But | am going to decouple it. [] The

reason why it does not fit, is because of oppgsiteesses. The iPad app is a product, Digiwiz
a service. Different price setting, different leeéimaintenance,...

Table 7 Harmonizing resources and capabilities acss ventures

(second-order codes, first-order codes, definitioand representative quotes)

ALIGNING

Balancing entrepreneurial
& managerial skills

The process of infusing the necessary managerialgabilities as a venture grows beyong
the start-up phase

There comes a time when there needs to be somdome&am manage... In the sense
bringing stability and focus. Instead of constalnéwege. And that is when | leave.

structured and people-oriented, Linda is very parfance- and customer-centred. And sin

again.

Aligning
structure and

growth

The process of altering corporate structures and pycesses to align with venture growth
phases

you cannot go any faster than that.

Last year, we appointed Linda there [Talk] as a \ging director. While Sophia is very

is

of

ce

then it is moving forward again. | have also seleis th other companies. NetDesign, same
path. Valentina, the creative director, lifted tbempany to a certain height and then it was
over. And then Tom joined, who is more of a margagartner, and it started to move forward

Then you notice that certain processes are linketié size and evolution of a company. And
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Adjusting financial
resources & growth

The process of infusing the necessary financial regrces to align with venture growth
phases

Bart said ‘if you need money, then we do it, therput more into it, it is no problem, just st
on the gas now’, because he saw that it worked eMlzain he had expected. It [Newton] w
very much on track.

Based on the results and a comparison with theimaigbusiness plan, we said ‘we wj|

ep
as

allocate this amount of additional resources’. And developed a new business plan [for

Newton] in which we took that into account. A gatstision, because now we see cl
changes in terms of results and KPI achievement.

ear

COMPLEMENTING

Integrating complementary
configurations

The process of integrating complementary capabilityconfigurations from across the
portfolio on temporary basis to explore and exploitomplex market opportunities

Leads and prospects are shared with each otherv&ndquickly the reflex develops you ne
that, okay, | am going to make this and then itipsto the other ventures to develop
remaining requests.

We [Digiwiz] often got the question ‘you built thiée, can you bring in visitors now’. [...] |
terms of SEO, we were technically very strongafiuhe rest, like copywriting, link building
analytics, we did not do. However, we noticed ttiet market demanded an integrat
approach. It used to be possible to work with alwélder and an SEO company. But the
days, there are so many expertises, that a custoamerot coordinate it all by himself. The|
was an increasing demand for a one-stop.

red
he

n

ed
se
re

Juxtaposing complementary
configurations

The process of juxtaposing complementary capabilitgonfigurations across the portfolio
to explore and exploit multiple market opportunities simultaneously

Different companies that grow separately offer mginareholder value in total [...]. At first
Talk was being absorbed in Digiwiz. And then thestion popped up ‘should it be absorbe

And you start to do the math, taking into accouBtTOA and real shareholder value. And

you see that value would be destroyed.

An ecosystem has its advantages, because | canmmakemy as large as | want. Hermes
a customer who prefers to work with unknown artigt® lives in a basement but crea
incredibly artistic things... | have that. Belgacooed not want the unknown artist, they ne
75 people with 5 managers... | can do that as well.

d’.

is
ite
red

PRUNING

Discontinuing
configurations

The process of dissolving poorly fitting resourcerad capability configurations

DVDXC was only recently shut down... In my mind,atifouing it means ‘ok, | am not goin
to do this anymore’. If you would have asked mdiezar. | would have said ‘maybe it is tg

soon, maybe | can still do something with it'’. Whibw | say ‘no’. What has changed, is.|.

know that next month something else will come along

Too little time... But even if we had invested endughk, even then... Bad management
clear goals, no transparent arrangements,... We nthdecalculations on a napkin in
restaurant, ‘hiring one mathematician to develop #igorithms will cost us this amount,
let's start with this amount'. [...] It [Monitor] ened in failure.

[e (e}

no

50

Re-absorbing

The process of re-absorbing resources and capabiéis from failed ventures back into
the portfolio

| always try to recuperate those things [failed iness ideas] as positioning, as marketing.

To show ‘we are doing innovative things'.

Monitor, we took out the remaining money. And eeapthe firm. [...] The technology, it
still somewhere on a CD.

(%]
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First, the entrepreneur engages in the subprotedigoing,i.e. adjusting configurations using
the resources and capabilities available from digegvin his portfolio according to the needs
of particular growing ventures at different stagd#stheir development in line with his
experience of what other ventures required atdfzafe. As some ventures in the portfolio are
further ahead in their life cycle, younger firmsbét from the processes and capabilities that
have been built previously in other ventures. Ashsithe entrepreneur creates synergies and

facilitates the transfer of knowledge and practioes timely manner.

In particular, our fine-grained analysis revealeéhtypes of resource orchestration actions
through which aligning takes place, i.e. 1) balancing entrepreneurial armahagerial
capabilities, 2) aligning corporate structures amdcesses with growth and 3) adjusting
financial resources to growth. As such, alignindinked to the entrepreneur’s attempts to
exploit ventures in an efficient manner. An exanmgfl@ligning processes with growth relates
to the need for more sophisticated HR processasvasiture grows. Based on his experience
with other ventures, the entrepreneur understanddat growth stage of a new venture he can
transfer and implement systems such as remuneatgiems or project management systems,
as a business partner states:

‘That remuneration policy. It is a nice exampleadfat is not possible in Newton, but what is
possible in Talk. And I am now going to see wheltltan also implement it in NetDesign and

Star, who employ 10 people. But in Illustrat thare only 3 people, there is no point. As they
grow, there will be a need to use it.’

The aligning process extends current theory on resource orefiest by showing how a
portfolio entrepreneur can realize synergies actissgportfolio by readjusting the capability
configurations within a specific venture in linetlwihis experience of the configurations
available in ventures ahead in the growth curvevetiere in the portfolio. As such, growing
ventures can benefit from being aligned with thedteces and capabilities appropriate for their
stage of development possessed by more maturergerituthe portfolio when they were at

the same stage of development.

Second, our data reveals that as the entrepreaemmohizes configurations of resources and
capabilities across the portfolio to explore angleix market opportunities, he engages in the
subprocess ofomplementingThe exploitation of such complementarities halusre value
than the mere sum of the exploitation of the irdlial configurations, i.e. the individual

ventures. As such, the subprocess of complemeatitayls the exploitation of value-creating
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synergies across the portfolio using complementapability configurations. In fact, in some

instances such an exploitation of synergies allimvghe exploration of new opportunities.

Our evidence indicates that the subprocess of cemmating resource and capability
configurations is especially important with regatdsthe complexity and sort of market
opportunities that can be handled by the portfofizentures. Specifically, we observe two

types of resource orchestration actions througlthvbomplementing occurs.

On the one hand, the entrepreneur integrates comeplary capability configurations from
across the portfolio on a temporary basis to exptord exploit complex market opportunities.
To pursue such complex projects, the entreprenearigral liaison position in the portfolio is
crucial. For instance, to meet the high demandsamportant customer of Digiwiz and tackle
a challenging project, the entrepreneur developeodnaplex offering by leveraging different
capability configurations from across his portfoliacluding the resource and capability
configurations of Digiwiz, Newton, Talk and the Bdise group. As a result, Digiwiz was able
to deliver a broader offer beyond its in-house bdjiees, thus delivering greater value for the
customer and reaping the benefits of doing so. Bissiness partner states:

‘We are currently developing a strategy for an impot customer in the financial industry,
which actually consists of a set of deliverables tequire more than what Digiwiz or Newton
or Talk do. [...] But there are people in the Pais&lgroup that have that experience. We can

leverage the broadening of the offer directly &pacific project for a specific customer, under
the supervision of Digiwiz.’

On the other hand, in terms of the sort of projédwds can be tackled by the different ventures,
our case shows that although integrating configumaton a project basis has its benefits,
adopting a long term perspective the juxtapositibcomplementary capability configurations
across the portfolio also leads to value creatimwing so allows the entrepreneur to explore
and exploit more and different market opportuni@sultaneously. For example, Digiwiz
offers social media services as part of an integraackage of online marketing services, while
Talk offers specialized social media services wittamy additions. Consequently, by keeping
these two capability configurations apart, the uesd are able to tackle different customer
segments using their own value proposition. Explgithese configurations through multiple
ventures, the entrepreneur is able to addressiaglitparts of the market, thus engaging in
exploration, as the quote below illustrates:

‘And that is how you reach two customer segmengsalse that is always the question.

Digiwiz versus Talk. Digiwiz also does social me#iat we target a different kind of customer.
Digiwiz looks for a customer who wants to go braad integrated and work with one partner.
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Talk customers are looking for niche players. Matjta is also the answer to the question on
value creation.’

Additionally, by juxtaposing different capabilitynfigurations within different ventures, the
entrepreneur creates agile organizations that tevpotential to quickly adjust to new market

conditions and focus in order to strengthen thempgetitive advantage.

Whereas the previously identified subprocess ofdinating resources entails the integration
of resources and capabilities to develop a valeattrg capability configuration within a
single firm (Sirmonet al, 2007), complementing represents a distinctivvegss to explore
and exploit resources and capabilities across glesifirm’s boundaries. Complementing
consists of leveraging multiple configurations skitaoeously to create value acrodse
portfolio through synergies. It allows the entrayer to effectively and flexibly pursue an
entrepreneurial strategy by responding to multiplarket opportunities using the same

resources and capability configurations availabliim.

Third, our case data reveals that an importanteteof the entrepreneur’s efforts to harmonize
configurations of resources and capabilities actiesgportfolio consists giruning resources
and capabilities. Such a pruning subprocess censistisentangling poorly fitting resource
and capability configurations, with the aim to reeoresources and capabilities across the
portfolio. The entrepreneur engages in two specific resoud®stration actions. First, when
a specific resource and capability configuratiogptiys a lack of fit, the entrepreneur can
decide to discontinue the venture, as was thewgkeéMonitor and Tagger. Based on the poor
performance of each of these ventures, the entiepredecided to no longer invest any
resources of capabilities, but instead dissolvesl tbntures. Once discontinued, specific
resources and capabilities (technology, human ressufinancial resources,...) from a failed
venture can be reabsorbed into the portfolio, #ithaim of making use of them elsewhere, as
the quote below reflects.

‘With Tagger it was just the same. A bit more compéxause there were debts involved [...].

The technology is also on a CD. Well, somethingebé¢han that. And now we are looking
around, keeping our eyes open to see whether wd@aonmething with it.’

Important to note is that whereas the previousgnitdied subprocess of divesting resources
and capabilities entails shedding resources anabdiéjes to the strategic markets (Sirmein

al., 2007), pruning also includes a further distinetisubprocess that occurs across the
portfolio. This additional subprocess consistsedéasing capabilities and resources tied up in

a venture, back into the portfolio of firms, witietintent to reuse them and create value across
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the portfolio. As such, whereas the divesting aspégruning consists of the irreversible
liquidation of a resource or capability from thenfi and hence the portfolio, the second aspect
of pruning refers to the extraction of resourced eapabilities from failed ventures with the

aim of recuperating them as much as possible eksanh the portfolio.

The theoretical model presented in Figure 2 sunmearour findings. Overall, our case
suggests that resource orchestration processessaarportfolio of ventures help to create

synergies when exploring and exploiting new opputies.

2.5. DISCUSSION AND CONCLUSION

We sought to extend previous research on enduni@m@eneurship by examining specific
resource orchestration processes that help parttolirepreneurs to realize synergies across a
portfolio of businesses when exploring and expigithew opportunities. To do so, we explored
a longitudinal single case of a portfolio entrean In answering our research question, we
identified eight specific resource orchestratiorbgocesses across venturegogessing
multiplying, redeploying, incubating, decouplindigaing, pruningandcomplementingthat
enable the portfolio entrepreneur to more effetfivexplore and exploit new venture
opportunities in his portfolio of ventures. Thesabgrocesses were grouped into three
aggregate theoretical constructs nanstlgring, transforming@ndharmonizingwhich occur

across the portfolio

2.5.1. Theoretical implications

Our research contributes to theory in three wayst,Foy building theory on how resource
orchestration operates across a portfolio of vestwe add to understanding of the process of
enduring entrepreneurship. The resource orchastratiocesses we have identified provide
new insights that enduring entrepreneurship reguitbe continuing generation of
entrepreneurial opportunities to be complementethbydevelopment of synergies across the
portfolio of ventures for those new opportunitiesbe explored and exploited. Our research
shows that across-portfolio processes are linkdmbt the exploration and the exploitation of
opportunities in different ways. The subprocessésmthesharingprocess can facilitate both

the exploration and exploitation of opportunitiés. contrast, the subprocesses within the
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Figure 2 A theoretical model of resource orchestradn across a portfolio of ventures

SINGLE FIRM PORTFOLIO OF VENTURES
Structuring resources and capabilities in a single firm Sharing resources and capabilities across ventures
ACQUIRING, ACCUMULATING & DIVESTING ACCESSING, MULTIPLYING & REDEPLOYING
Bundling resources and capabilities to construct a <— | Transforming resource and capability configurations into
capability configuration in a single firm independent ventures
STABILIZING, ENRICHING & PIONEERING INCUBATING & DECOUPLING
Leveraging resources and capabilities to create value Harmonizing resource and capability configurations to
and exploit a market opportunity with a single firm create value with the portfolio of ventures
MOBILIZING, COORDINATING & DEPLOYING ALIGNING, COMPLEMENTING & PRUNING

EXPLORATION AND EXPLOITATION OF
OPPORTUNITIES




transformingprocess are solely linked to the exploration gbarfunities. In turn, our case
indicates that within thdarmonizingprocess the subprocess of aligning is linked ® th
efficient exploitation of ventures, while complentiag resource and capability configurations

allows for both exploration and exploitation.

Second, we contribute to theory on resource orcdigst by responding to the general call by
Sirmonet al (2011) for more empirical research on orchestigaé resource portfolio. Prior
research has not explored whether resource oratiesttheory can simply be extended to an
across firms/portfolio context. In other words, rheseems a need to explore boundary
conditions of existing resource orchestration theddur findings suggest that simply
extending existing resource orchestration theonadmss firms/portfolio entrepreneurship
contexts would miss important distinctive mecharsismthe resource orchestration process.
As such, we extend theory beyond resource orchiestraithin firms by identifying eight
subprocesses that we group into three aggregateiroes orchestration processes new to
resource orchestration theoghéring, transformingndharmonizingthat occumacrossfirms
and which lead to the development of synergies antloa existing resources and capabilities
available in an entire venture portfolio. Theseesgies are important in sustaining enduring
entrepreneurship because the new markets thadttfelp entrepreneur in our case is entering
are characterized by uncertainty. He attempts tvess this uncertainty in the new venture
creation process more efficiently by drawing on tlesources and capabilities from his

previous ventures.

Third, we respond to the recent call of Autical (2011) to look at the role of individuals and
the imprints they may leave in firms and how thdaeeturn, affect capability emergence.
Specifically, our results highlight the centraleaadf the portfolio entrepreneur in diffusing
resources and capabilities across a portfolio ofures. As a portfolio entrepreneur’s ability
to steer resource orchestration evolves, s/he maglap an ability to identify, create and
facilitate the diffusion of knowledge and capal@ktwhich can be regarded as a form of meta-
learning or dynamic capability (Lei, Hitt, & Betti$996). S/he learns how to recombine and
reconfigure resources and routines in new and iegistentures to support enduring
entrepreneurship through adjusting to new developsnen the industry, which might be
especially valuable to survive and grow in a dyrmamnvironment (Zahra, Sapienza, &
Davidsson, 2006). The ability to steer resourcdn@stration processes across ventures may,

therefore, be viewed as a critical boundary coodito explain the successful exploitation of
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a portfolio of ventures and hence might be an ingudrfactor in explaining organizational
outcomes (Walest al, 2013).

Our findings regarding the distinctive researchhestration processes across a portfolio of
ventures have implications for research in othganizational contexts involving coordination

across activities. First, further research mighefuldy explore the nature of sharing,

transforming and harmonizing processes acrosegtcapartnerships and alliances, as well as
in relation to the integration of mergers and asigjons. Similarly, resource orchestration may
involve coordination across different stakeholderhe value chain. To what extent does the
nature of these processes differ across thesextshtelow do these resource orchestration
processes evolve between strategic partners tgagenn repeated working together? How do
they differ between firms that engage in repeatalisition activity compared to those that

do not? Such research might also explore whethditiaolal resource orchestration processes
can be identified as being specific to these otwtexts. While we have focused on the
evolving role of the portfolio entrepreneur in steg the resource orchestration process,
further research might usefully explore how thisrciination operates between the strategic
partners in the context of alliances particularlyene there may be differences between the
relative power and knowledge of the partners. Tatwdxtent are these complementary or

conflictual?

Second, we have attempted to tie the resource strelftien subprocesses we identify to extant
strategic entrepreneurship theory on exploratiod exploitation. While our findings hint

towards specific relationships between specific psotesses and either exploration,
exploitation or both concepts, they also raiser@dng questions. To what extent do such
relationships exist in other types of portfolioagcls as portfolios of VC’s or multidivisional

firms? Can a fine-grained analysis of these ratatigps reveal clear classifications involving
subprocesses, exploration and exploitation of maok@ortunities? What are the boundary

conditions related to the presence of such relatéom what are the performance implications?

2.5.2. Opportunities for future research

Our study has a number of limitations that offepapunities for further research. First,
because our research setting is a revelatory oas&onclusions must be tentative and might
not be generalizable to other settings. We hawmgted to create ‘local’ knowledge that

provides fine-grained, contextualized and procdsstieounts (Steyaert, 1997). The resulting
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model represents various intermediary conceptugigieps between raw case data and theory,
which can lead to further understanding of the aeded phenomenon (Eisenhardt &
Graebner, 2007). Our intention was to provide dimpreary map of resource orchestration in
the context of portfolio entrepreneurship. Our dathile generating insights on how to move
theory forward, did not allow us to identify thetimpal size and the optimal scope of a portfolio
of ventures. These issues provide fertile groundfdicther work on resource orchestration

across ventures.

Second, in seeking to understand the developmentiffmsion of knowledge and capabilities
across a portfolio of ventures, our research dicdbmerly focus on outcomes. Further research
is needed to empirically determine and quantifyetb@nomic benefits of resource orchestration
across firms in dynamic environments. For exameple, data hinted at the possibility that
portfolio entrepreneurs might be especially effexiin leveraging organizing processes that
facilitate and support growing ventures. Also, atfetio of ventures might under certain
circumstances offer advantages as compared to traattional organizational forms. Such
advantages could arise from the increased agilityndividual ventures. However, when
leveraging resources and capabilities across vesituthere might be more uncertainty
regarding resource fit which might lead to failedrestrations, and further research is needed

to examine the drivers of successful versus unsstaleorchestrations.

Third, we have focused on resource orchestratigharcontext of portfolio entrepreneurship.
A key question that arises is the extent to whighinsights apply to larger business groups.
Whereas the addition of new ventures in the cordéxbrtfolio entrepreneurship appears to
be mainly the result of an entrepreneurial proc@®esa, 1998), business group formation in
large multinational companies has predominantlynbeelained by agency theory in which
managers pursue their own objectives at the expehshareholders. Entrepreneurial firms
present two main differences from managerial firmsnership concentration and the direct
involvement of the entrepreneur in the effectivatoa of the firm (a company or a group)
(lacobucci & Rosa, 2005). As a result, lack of caliion between decision makers and owners
of information in large business groups can meaneths no comprehensive view of the
orchestration process across businesses. Givediffaeences between business groups and
portfolio entrepreneurship, future research mighitfully examine how resource orchestration
actions supporting enduring entrepreneurship nbghdifferent. Additionally, future research
could investigate which resource orchestrationoastihelp to support different types of

corporate level strategies that seek different tfpgynergies
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Finally, this study contributes to practice by imyng entrepreneurs’ understanding of the
relevance of a portfolio of firms to continuouslypéore and exploit new business
opportunities. In particular, our results pointrepteneurs towards the value of a portfolio for
learning how to efficiently and successfully managewing ventures in order to support
enduring entrepreneurship. We hope that our arsahes laid the foundations to stimulate a

further theoretical and empirical research agendhis crucial aspect of entrepreneurship.
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CHAPTER 3

FRAMING STRATEGIC CHANGE
FOLLOWING DISRUPTION

ABSTRACT

We examine the evolutionary process of decisionersglkframing of strategic change to
understand its contribution to the developmentaginitive inertia. Cognitive inertia refers to
decision-makers’ incapacity to timely challengeséirig cognitive understandings in a context
of disruptive change, resulting in a slower pacéok of adaptation of those understandings
and, ultimately, strategic inertia. Managerial dtign can be understood as a dynamic process
of meaning construction, whereby meaning is creaiedframing practices. Adopting a
grounded, interpretative case-study approach, \aenge the framing practices of two media
groups’ decision-makers as they frame the impliceti of digitization, a disruptive
technological change, and develop strategic regsorWe identify alternative framing paths
and define the evolutionary process of framing.sésh, we extend theory on the impact of
managerial cognition on incumbent inertia in theteat of disruptive technological change by

unpacking the framing processes that relate toegfi@inertia.

Key words: Change, Cognition, Framing, Inertia, Strategy
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3.1. INTRODUCTION

Recent studies within the field of strategic mamaget examine the impact of managerial
cognition on incumbents’ strategic responses tougis/e change (Benner & Tripsas, 2012;
Eggers & Kaplan, 2009; Kaplan, 2011a; Marcel, B&Duhaime, 2011; Nadkarni & Barr,

2008; Tripsas & Gavetti, 2000). While certain inglysncumbents are able to adequately
respond to disruptive changes, many are subjettdag inertial forces (Bower & Christensen,
1995; Christensen, 1997; Gilbert, 2005; Tripsas &v&ti, 2000). Existing theory on

incumbent inertia, or incumbents’ inability to ehatrategic change when threatened with
disruptive external change, acknowledges that tbgnitive understanding of changes
represents an influential element slowing downmreding the ability of incumbents’ decision
makers to act or react (Porac, Thomas, & BadereEul989, 2011). Although cognition is a
dynamic concept and therefore, as cognition evolusgsrtia ought to be overcome and
disruptive change ought to be cognitively absorlleée,pace at which incumbents’ cognitive
frames evolve differs. Hence, the concept of caogmiinertia refers to decision-makers’

incapacity to timely challenge existing cognitivarhes in a context of disruptive change,
resulting in a slower pace or even lack of adamtatif those frames and, ultimately, strategic

inertia.

Due to cognitive inertia, certain incumbents maycdme trapped in their cognitive
understanding of the competitive environment, t@sylin a loss of competitive advantage
(Porac et al., 1989, 2011). Theory regarding therafidundations of cognitive frames and their
evolutionary development ought to prove vital tplein such differences in the development
of cognitive inertia. However, literature on cogmrit and strategy lacks insights into the actual
processes by which decision-makers’ cognitive ustdading of change is in fact constructed
or adapted over time (Cornelissen, Holt, & Zun@6él11; Kaplan, 2008b).

Therefore, the aim of this paper is to better usiderd the dynamic process underlying the
longitudinal development of cognitive inertia iretbontext of disruptive technological change.
A recent stream of research considers cognitiorbéoa dynamic process of meaning
construction, whereby meaning is created via the afsframing practices (e.g. Eggers &
Kaplan, 2013; Kaplan, 2008a, 2011a). Framing prastrefer to decision-makers’ attempts
through language to engage in meaning construetimhframe courses of actions related to

the change at hand (Cornelissen & Werner, 2014gréfbore, to understand the gradual
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development of cognitive inertia, we examine decignakers’ framing practices and their
continuous evolution in response to disruptive gea\s such, our study tackles the need for
research that focuses on the micro-level framiragtizes that constitute the building blocks
of cognitive inertia. The study of framing pracs8cas an outwardly oriented articulation of
decision-makers’ understanding of a context ancektlodution of such practices, ought to shed
light on the evolutionary development of (new) ctige frames and, hence, the differences in

responses to disruptive change.

Thus, we study the evolutionary process of franaind how it contributes to cognitive inertia.
Specifically, we address the following researchsgjoe@: What are the framing practices that
lead firms to inertia in response to disruptive nba and how do these practices evolve over

time?

To investigate the framing practices incumbents leynms they engage in meaning
construction and attempt to discursively graspctienge in their environment, we studied the
framing practices of two contrasting incumbent raedroups in the Belgian newspaper
industry. To trace the microfoundations and evohary development of cognitive inertia, we
opted for a longitudinal content analysis studytloé evolving framing efforts of these

incumbents’ decision-makers. The study spans aedb-period starting after the Internet
bubble in 2000, during which the Belgian incumberdia groups were confronted by the
move from printed newspapers towards digital newferings. This evolution stirred

experimentation and strategic change within thesiny, thereby instigating the development

of new cognitive frames to understand the changidgstry.

Focusing on incumbents’ micro-level framing praesicwe unpack the evolutionary process
of decision-makers’ framing and its role regardihg potential articulation of new frames.
Framing practices define what is at stake and @inegotential means of generating cognitive
inertia. We developed a typology of framing praesiand mapped the sequential interrelations
between different framing practices, thus trackinglongitudinal evolution of these practices
in the face of disruptive technological change sAsh, we identified alternative framing paths
characterizing the evolutionary process of frami8gch evolutionary process of framing
ultimately points to the cognitive development of iacumbent’'s absorptive capacity with

regards to new technologies.

Ultimately, our focus on framing as an ongoing j@sx of meaning construction engendered

theoretical insights about the nature and the dycmrof the framing efforts in which
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incumbents’ decision makers engage when confrontéddisruptive change. Consequently,
our primary contribution consists of extending &rig strategy theory on strategic inertia by
unpacking the evolutionary process of framing ulyiteg cognitive inertia in the context of
disruptive change. As such, this study explains hoeumbents frame strategic change
following disruption and how such framing changesratiime. By relating specific types of
framing practices to cognitive inertia, we offersights into how micro-level practices
influence strategy. Second, by emphasizing theudssee framing practices employed by
decision-makers in a context of disruptive industmange, we contribute to a growing body
of studies in strategic management research wioichskes on the role of language as a vital
strategic instrument in strategic decision-makingcpsses (i.e. following the linguistic turn in
social sciences) (Balogun, Jacobs, Jarzabkowskntévie, & Vaara, 2014; Kaplan, 2008b,
2011b; Vaara, Kleyman, & Seristo, 2004; Vaara &tie, 2008; Vaara & Whittington, 2012).
Specifically, we adopt a discursive approach ta\stdecision-makers’ evolving framing of
strategic change following disruption. Finally, &yploring micro-level framing practices and
the potential articulation of new frames in relatigith cognitive inertia, we respond to a recent
call in strategic management literature for moseaech on the microfoundations of cognitive
frames (Kaplan, 2011a). Our examination of thesgafoundations sheds much needed light
on the micro-level cognitive dynamics underlyingumbents’ new capability development

and absorptive capacity in the face of strategange.

3.2. THEORETICAL BACKGROUND

3.2.1. Cognition as a dynamic concept

In the field of strategic management, researcht@iegjic decision-making has adopted two
perspectives: the economics school of thought viédedsion-makers as rational actors who
make rational choices based on economic incentivieie a complementary view has focused
on the role of cognition in strategic decision-nmak{see review by Kaplan, 2011a). Building
on Cyert and March’s behavioral theory of the fitire latter perspective presents a strategic
decision-centered view of organizations that inekithe notion of bounded rationality as an
underlying central concept (Cyert & March, 1963;vei#i, Levinthal, & Ocasio, 2007),
whereby cognition defines strategic decision-makiRgrac et al., 1989). Decision-makers

subjectively interpret their competitive environmemd then act upon these interpretations
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(Weick, 1979). As such, strategic decisions argetieby decision-makers’ interpretations,
which ultimately results in specific strategic dgons and outcomes (Daft & Weick, 1984).

Recently, a renewed interest emerged in the roldecfsion-makers’ cognition in shaping

strategic outcomes (Kaplan, 2011a; Porac et al1R@specially in research on incumbents’
(in)ability to respond to disruptive changes initiecempetitive environment. A series of recent
studies have examined the impact of cognition oatesgic decisions to explain differences in
organizations’ responses to change (Eggers & Ka@aa9, 2013; Kaplan, 2008a; Nadkarni

& Barr, 2008; Tripsas & Gavetti, 2000). Manageri@gnition scholars argue that in

competitive environments characterized by disrgptthange where individuals attempt to
interpret novel and/or ambiguous situations thainca easily be interpreted using existing
cognitive frames, available cognitive frames arepeld and new frames are developed
(Weick, 1995; Weick, Sutcliffe, & Obstfeld, 200%)s such, incumbents’ managerial cognition

is not a static but a dynamic concept (Kaplan, 2011

Early work on managerial and organizational cognitconceptualizes inertia as an inherent
element of cognitive transitions in contexts ofrufpa (e.g., Isabella, 1990; Meyer, Brooks, &
Goes, 1990). Cognitive inertia can impede decismaikers to consider truly different
alternatives to a current situation, alternativempoints, or innovative solutions to a problem.
Hence, cognitive inertia refers to the tendencydetision-makers to develop strategic
responses to change that are congruent with existignitive frames, while the development
and use of new cognitive frames to tackle disrgptihange are deemed more challenging.
Thus, the cognitive frames which served decisiokarawell in the past, and might still be
appropriate for some parts of the business, becoare rigidities’ or inappropriate sets of
knowledge in the changing environment (Leonard-®@arL992). The continuous employment
of existing cognitive frames creates a problemgaig between the cognitive understanding of
decision-makers and the requirements of the chgrgiwironment, which ultimately leads to
difficulties in the design of new capabilities ardiness models. Building on Leonard-Barton’s
(1992) work on core rigidities, we conceptualizegmitive inertia as decision-makers’
reluctance, whether conscious or not, to challeapepted cognitive models when dealing

with change.
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3.2.2. Framing strategic change following disruption

Decision-makers’ attempts to grasp the importamzkimplications of disruptive change are
steered by two elements. First, they are directedédzision-makers’ cognitive frames, the
available knowledge structures that direct and gyundividuals’ information processing (e.g.
Benner & Tripsas, 2012; Walsh, 1995; Weick, 19%gcond, they are guided by decision
makers’ framing practices, the attempts througlguaige to engage in meaning construction
and frame courses of actions related to the chahpgand (Cornelissen & Werner, 2014). As
Cornelissen and Werner (2014) clearly state, cogniframes and framing practices are
separate yet reciprocally and recursively interemted concepts that contribute to the
construction of meaning in context. Cognition aaddguage are considered recursive in the
sense that language, and thus framing practicdsgsractive use of existing cognitive frames,
while new cognitive frames develop through extensiand combinations made in language.
However, despite their interconnectedness, stragelgglars have largely focused on the study
of cognitive frames (Kaplan, 2011a), while a snratledy of research emphasizes the role of

framing practices (e.g. Cornelissen et al., 201dpl&n, 2008Db).

As Fiss and Hirsch (2005, p. 31) clearly explain: framing emphasizes the external, strategic
process of creating specific meaning in line withitgral interests” and focuses on one aspect
of the meaning-creation process. In contrast, seakimg processes focus on another aspect
of meaning creation, namely the gradual developnoértognitive understanding in itself,
regardless of consequent strategic framing of obdRgss & Hirsch, 2005). Still, cognition
and framing are recursive because framing practioéd on existing cognitive frames, while
new cognitive frames develop or are reinforceduphoextensions and combinations made in

discursive acts of framing (Cornelissen & Werné&14).

In that respect, literature on the strategic fraynoh change emphasizes the role of framing
practices as a means of communication to gain #cep and support for the change at hand
(e.g. Corley & Gioia, 2004; Fiss & Zajac, 2006; Kap 2008b; Sonenshein, 2006). As Fiss
and Zajac (2006) note, the success of an orgaoiratstrategic response to change also
depends on an organization’s ability to discursifedme its novel strategic direction towards

its many stakeholders. Within this stream of litera, the main role of framing practices is to

ensure understanding and acceptance of new stratagiong key constituents, thus fostering
the legitimacy of the strategic response (Fiss §aZa2006). Similarly, organizational

sensemaking and sensegiving research views frarmgda pragmatic act of strategic
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persuasion’ (Cornelissen et al.,, 2011) through twhitecision-makers shape and direct
stakeholders’ interpretations of strategic chamgesreby framing practices are used to move
stakeholders’ interpretations towards a particul#erpretation and redefinition of the
changing reality (e.g. Corley & Gioia, 2004; Giata Chittipeddi, 1991; Kaplan, 2008b,
2011a). Thus, literature on the strategic framifigltange emphasizes the purposeful and
intentional nature of framing practices as welttasr role in instigating legitimacy. It points
to managers’ purposeful communication efforts tapghand direct cognitive frames of
stakeholders both in and outside of the organiagfiass & Hirsch, 2005; Fiss & Zajac, 2006;
Gioia & Chittipeddi, 1991; Gioia, Thomas, Clark,@hittipeddi, 1994; Maitlis & Lawrence,
2007).

This focus of existing literature on framing asamt of persuasion results from the fact that
strategic management literature on framing prastiogilds on insights from research into
social movements (e.g. Fiss & Hirsch, 2005; Fis8afac, 2006; Kaplan, 2008b). As a result,
since social movement theory and the ensuing giyaiad cognition research emphasize the
action-oriented and mobilizing aspects of framingcpices, the actual framing practices
reflecting the construction or adaptation of cogeitframes over time in the context of
disruptive technological change largely remain acklbox to managerial cognition scholars
(Cornelissen et al., 2011; Kaplan, 2008b). Wheraasagerial cognition scholars examine
how cognitive frames direct managerial attentiod #nus influence firm response to changing
circumstances (Barr, 1998; Barr, Stimpert, & Ha®92; Huff, 1990; Kaplan, 2008a, 2011a;
Nadkarni & Barr, 2008), the actual evolution ofrfiag practices as externally oriented
articulations of the continuous development of d¢tvgm frames remains unspecified. To
develop fine-grained insights into the dynamicsartying cognitive inertia and its impact on
incumbent inertia, additional work is needed onrtiiero-level discursive practices and their

evolutionary progression in the context of disruptthange.

3.3. METHOD

3.3.1. Aninterpretative case-study approach

To study the dynamics underlying the evolutionargcpss of framing strategic change

following disruption, we adopted an interpretativeunded theory-based case-study approach

(Gioia, Corley, & Hamilton, 2013; Glaser & Strau$867). We studied the framing practices
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of two contrasting incumbent media groups in théegB& newspaper industry who faced the
industry’s transformation from printed newspaperdigital news offerings, a truly disruptive
technological change seeing that the rise of digitélishing held the potential to supplant
both print readership and advertisers over timdb@si, 2005). The two media groups,
Publisher and Newsroom, were particularly attractimcumbents to study in depth and
longitudinally. First, together these groups caherentire Dutch-speaking Belgian newspaper
market (Publisher holds a market share of 40% itsthewspapers, while Newsroom holds a
share of 60%), thereby facing similar challenges lamitations (e.qg., legal framework, small
market due to language constraints, low competitivensity, fast adoption of mobile
technologies) with regards to their strategic resps to digitization. Second, one media group
clearly moved faster in its efforts to develop newsiness models and strategically change in
the increasingly digitized context. Therefore, depang an in-depth case study of both groups
allowed for a comparison over time of their framprgctices in relation to cognitive inertia.
Third, because the core business in the industngists of publishing, over the years these
incumbents consistently published a variety of elate textual sources about themselves and
decision-makers regularly expressed their opintbrsugh a variety of owned channels (e.qg.,
editorials, columns, press articles, interviewsjisienabled the collection of a large and varied
number of texts reflecting decision-makers’ framipiactices. Moreover, many decision-
makers were journalists or former journalists weaimained active within the groups for a long
period of time, which allowed us to easily trackithwritings and statements regarding the

strategic change towards digitization.

Because we argue that existing theory falls shioexplaining the role of framing practices
with regards to the evolution of cognitive inertiae aim of the study was to engagehieory
elaboration thereby refining and complementing existing ustirdings on cognitive inertia
(Locke, 2001). To engage in theory elaboration aetter understand the occurrence of
cognitive inertia in relation to how framing praxes evolve over time in a context of strategic
change following disruption, i.e. the evolutionaynamics underlying framing, we followed
the approach described by Gioia et al. (2013) t@ldg new concepts and to bring qualitative
rigor to the research. Our inductive approach &danumerous cycles of confrontation
between theory and data. Each iteration directetb uslditional lenses for data analysis or
supplementary theoretical constructs. We used éutw@tion of real-time and retrospective
data to engage in several iterations. The findprgsented in the next section include various

intermediary conceptualizing steps of coding betweav case data and emerging theory.
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3.3.2. Empirical setting

For decades, the Belgian newspaper industry pravbee a stable and profitable competitive
environment, characterized by low rivalry betweemjon media groups Publisher and
Newsroom. However, with the advent of digital tealogies in the late 1990s, print circulation
started to decline. The incumbent media groups f@sponded to the introduction of digital
technologies by developing their own websites ab®karly-2000s. These first versions were
very simple and static websites, resembling onéinghives of news content that had been
published in printed papers. To sustainably devéiegpnew digital business, the incumbents
built on the idea that online advertising wouldglly compensate for the loss in revenues
resulting from declining sales of printed newspapard print advertisements. Consequently,
online news content was provided for free via uhssifcated news sites related to newspaper
titles. However, as time passed it became cleaotilane advertisement would not provide the
revenues the incumbents had hoped for and deaisadwers were left to rethink their digital

strategies to regain profitability.

As of the mid-2000s, news sites became increassmyisticated websites, providing up-to-
date news content via interactive applications spetifically developed formats. Yet digital
content remained free as media groups hesitateli@énand payment for online journalism,
claiming that audiences had become accustomeddmfzws. By early 2010, the introduction
of the iPad and experiments with paywalls starteddin traction, especially in the quest to
convert printed newspaper subscribers into payiggadl customers. The idea that readers

would be willing to pay for digital news contenvwslly became feasible.

From an organizational point of view each mediaugrdeveloped its own strategy to address
digitization, moving at its own pace to gain prafiility with digital initiatives. Newsroom was
eager and was the first to experiment with digitaiatives, to develop sophisticated websites,
to create an iPad version of its newspapers anéttoduce paywalls for mainstream
newspapers. All of the digital initiatives for ilewspapers were developed from within the
existing organization, thereby resulting in theati@n of integrated newsrooms for all titles in
the media group’s portfolio. Strategic changes wiigs channeled through the existing
organization. Moreover, as of 2011 Newsroom stairigdsting significantly in a number of
initiatives such as digital-only publications, fuihtegrated newsroom systems and new forms
of representing digital content. By contrast, Psheir did not implement digital initiatives from

within its core. It set up digital initiatives in separate organization, Publisher Digital.
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Moreover, with the exception of a financial nichewspaper in its portfolio, which did roll out
digital initiatives in a timely fashion, Publishems reluctant to develop digital initiatives for
its mainstream newspapers. Whereas Newsroom irteadits digital initiatives much faster,
Publisher explicitly held back until it became cléaat digital activities could be launched in

a profitable manner, as with the use of paywalls.

Finally, in terms of competition, it is importard hote that in the Belgian market the most
important digital news players have always beenittkambents themselves. While abroad
purely digital players entered the news businessgained large market shares by providing
digital news content, in the Belgian market Newsntsand Publisher’s digital news sites took
up the largest market shares from the start. Digé@a/comers, in comparison with incumbents’

initiatives, were not able to profitably developga audiences in the market.

3.3.3. Data collection

Initially, we entered data collection with the gdalunderstand why Publisher moved at a
slower pace than Newsroom. Early on it became clesir meanings regarding digitization
were created via the use of language, more spaiyficia framing practices. We therefore
opted to gather an extensive collection of publiabcessible sources of evidence through
which we could longitudinally study the framing ptiaes employed by key decision-makers
of Newsroom and Publisher including CEQ'’s, top nggamaent members, editors-in-chief and
chairmen. We collected a wide variety of texts picet by these decision-makers between
2000 and 2015 on the subject of digitization asdintpact (see Table 8 for an overview).
Specifically, we systematically selected texts aonihg direct quotes relevant to digitization.
These texts depict the particular framing practieegployed at specific points in time and
include: (1) press articles and press releasdsctet through exhaustive searches of databases
such as Factiva and GoPress, which contain direateg from decision-makers at Newsroom
and Publisher; (2) columns, editorials or essaygitemr by these decision-makers; (3)
interviews with these decision-makers in printed aodiovisual media (e.g., in aired debates,
in news bulletins, in a documentary); and (4) thedia groups’ elaborate annual reports
containing letters to shareholders and intervieasmrising direct quotes from decision-
makers. Ultimately, we collected over 1475 pagesetdvant textual material. We relied on
these texts as the main data source to study foapriactices, as these represent real-time

renderings of these practices.
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To supplement our detailed archival data and venfyether our textual sources indeed
adequately reflect decision-makers’ framing of tefgec change, during spring of 2015 we
conducted a series of 10 extensive semi-structimtedviews with key decision-makers from
both media groups. These retrospective intervieerewsed as triangulation sources (Miles
& Huberman, 1984). To collect these primary data identified and contacted top
management team members who had conceptualizedrgheinented the strategic change
towards digitization between 2000 and 2015, inclgddigital business developers, digital
managers, and CDO’s (chief digital strategy off®yeDuring these interviews, which were
specifically designed to complement preliminaryighss obtained from the analysis of the
collected textual material and long-term retrospecin nature, we discussed a number of
topics, such as new capability formation, changaagament, strategic innovation, failed and
successful initiatives, (mis)interpretations abaligitization, etc. Each interview lasted

between 60 and 120 minutes, resulting in 200 pafjggerview transcripts.

Finally, we gathered documents that would allowtasinderstand the developments in the
media industry in general. These included artiftesn both the trade and business press,
industry reports, governmental reports covering imdidlms and media concentration, and

annual reports from all main telecom, audiovisuatiim and printed media firms.

3.3.4. Data analysis

In terms of data analysis, moving back and fortarinterative fashion between our qualitative
data and relevant theoretical arguments, we grhddeveloped a data structure and translated
these structured insights into relevant theoretioaistructs (Gioia et al., 2013). Coding all

textual data with NVivo, the analysis was condudtethree major steps.

First, during initial readings of our textual madés, we identified decision-makers’ statements
regarding digitization and engaged in open cod8tga(iss & Corbin, 1990; Strauss & Corbin,
1998). As suggested by Gioia et al. (2013), we usisdmant-centric terms and codes to label
guotes regarding digital initiatives, the developinef new capabilities, the development of
new business models, experimentation, new compgtoality journalism, news brands, free

versus paying news content, etc.

Following multiple re-readings of the data, we graldy combined initial labels that were
similar in essence into preliminary categoriesae@fhg specific practices in decision-makers’

framing of digitization, (e.g., ‘questioning theatility of competitors’ business models’,
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‘presenting hybrid alternatives’, ‘underwriting timportance of printed news’) (Gioia et al.,
2013). This enabled us to lift the initial labatsat more abstract level to create what Gioia et

al. (2013) have named first-order codes or categori

During the second step of our analysis, we focose@ttention on identifying specific framing
practices. Using axial coding, we tentatively coneli first-order codes into fewer,
theoretically relevant second-order codes relateiddumbents’ framing of strategic change
(Gioia et al., 2013; Strauss & Corbin, 1990). Faaraple, codes reflecting framing practices
emphasizing experimentation, the search for neuwnbas models and the development of new
capabilities were grouped under the label ‘searamiing’, while codes related to framing
practices pointing to the usefulness, exploitatéomd fit of existing capabilities to tackle
digitalization were grouped under the label ‘fiarfting’. Using researcher-centric terms and
labels, we then searched for dimensions underlthiege codes and labels in an attempt to
understand how they would fit together into a ceherframework (Pratt, Rockmann, &
Kaufmann, 2006). As such, search framing and éiming were grouped under the label
‘adaptive framing’, as these specific types of fimgnpractices imply framing the potential

adaptation of capabilities and thus alternative esoof adaptation to strategic change.

As we analyzed all textual material, we generatecs containing newly developed insights
about incumbents’ argumentations, changes in detisiakers’ reasoning and employed
framing practices (Danneels, 2011). We continuounsiftched and contrasted these insights
with relevant literature to refine our emerging diedical interpretations and develop a
theoretical understanding of new concepts (Eisetth2®89; Gioia et al., 2013). In particular,
the iterative process of constantly comparing oonemgent theoretical interpretations with the
case data led to a more refined theoretical uraigilgig of what types of framing practices

exist and how they could contribute to cognitivertia.

To avoid errors arising from confirmatory biasesl arther interpretation biases (Strauss &
Corbin, 1998), the second author acted as a dnigeggewer and interrogator of the first author
throughout the process to ensure the validity efémerging second-order constructs. Our
emergent data structure in Figure 3 illustratesfiosi-order and second-order constructs. As
suggested by Gioia et al. (2013), we provide quatas tables in the Findings section to
illustrate our data-to-theory connections and tteegss we followed when moving from raw

case data to theoretically grounded concepts (gpmes of framing practices).
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Table 8 Overview data collection sources

Data Source Newsroom Publisher Use in Analysis

Press articles and n =64 n=98 Collect direct and real-time quotes to

releases, interviews | 190 pages 140 pages capture framing practices used by

(printed press), incumbents.

columns, editorials,

essays from 7 sources

(5 newspapers, 2

business magazines)

Interviews (radio and | n =18 n=14 Idem

television) 190 minutes | 245 minutes

Annual reports, n =10* n=12* Idem

including letters to > 543 pages**| 602 pages

shareholders

Interviews (Spring n==6 n=4 Triangulate chronological

2015) 117 pages 83 pages reconstruction of transition towards
digital offerings. Support and
triangulate preliminary findings.

* Annual reports were only selected if a reporttedmed elaborate textual material (letters to dialders, opinion
pieces, etc). Chapters containing solely finanaallts were excluded from the page count
**As of 2011, annual reports became a compilatibwebpages and audiovisual fragments, not allowimgxact

page count
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Figure 3 Data structure

Framing of strategic change
First order codes

- Acknowledging industry changes and the need for firms to change
along with the industry context

- Representing technology as an enabler (iPad, apps,...)

- Acknowledging digital products as ‘the future’ in media

- Stressing the advantages of digital products

- Recognizing readers’ willingness to pay for digital news

- Cautioning for the loss of advertising as a primary source of income
- Alerting for the lack of profitable business models for digital news

- Emphasizing the unwillingness of readers to pay for digital news

- Warning that only niche newspapers (e.g. financial newspapers) are
able to obtain payment for digital news

- Warning that quality journalism is under pressure because of free
digital news content on the internet

- Questioning the viability of new competitors’ businesses

- Criticizing the fairness of Google’s compensation strategies for
digital content distribution

- Questioning news aggregators’ business strategy, ‘news aggregators
are stealing digital content”

- Criticizing the unfair competition from state-owned media concerns

- Recognizing the need to develop a legal framework for digital news
content production

- Acknowledging the need to safeguard copyrights on digital news

- Acknowledging the need for industry consolidation to safeguard
existing media groups’ concerns against new competitors

oYU v

Framing practices
Second order codes

Opportunity framing

Aggregated framing practices
Second order constructs

Threat framing

Interpretative framing

Rejection framing

Legitimacy framing




Framing of strategic change Framing practices Aggregated framing practices
First order codes Second order codes Second order constructs

- Underlining strong brands as the basis for new
business models
- Accentuating investigative reporting skills as an asset
- Pinpointing (short term) limitations to develop

new capabilities
- Underlining the exploitation of existing strengths and

Fit framing

strategies to tackle digitalization

- Emphasizing the relevance of existing capabilities Adaptive framing

- Reporting on trials with new digital initiatives

- Emphasizing experimentation and innovation

- Emphasizing the active search for new business
models

- Emphasizing the investments in digital products

- Emphasizing the need to learn about digital models

Search framing

- Presenting hybrid alternatives (e.g. web archives)

- Emphasizing differences between print and digital
technologies and business activities

- Explaining the logic behind the organizational
separation of print and digital activities

Stack framing

- Presenting fully fused alternatives (e.g. paywalls)
- Emphasizing complementarity of print and digital
technologies and business activities

Integrative framing

- ‘Content over form/device’ statements

- Highlighting digitalization as the base for strong

brands and quality journalism

- Appreciating digitalization as the base to develop

‘all-round’ news media or become ‘multimedia’

- Explaining the logic behind the organizational
integration of print and digital activities

\

Blend framing
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Third, as our theoretical understanding of frampgctices deepened, we searched for
similarities and differences in how these practm&#ribute to cognitive inertia and organized
them accordingly. Moreover, we tracked their ocence over time for each media group.
Importantly, for our analysis we did not departnfrgre-set time periods. Yet during our
analysis of framing practices (and shifts betwegttces), we were able to pinpoint three
periods displaying significant differences in terofsthe use of specific framing practices.
These periods concur with specific developmentierindustry. First, after the internet bubble
burst up until approximately the mid-2000’s vengiocenews sites were launched as free sites.
Second, during a following time period, rangingnfirthe mid-2000’s to 2012, initiatives with
more sophisticated digital news offerings were phent. At first, these would require
sophisticated web development technology, yet byetid of the time period these would also
entail the use of iPad and mobile technologieswilh the aim of offering digital news in a
sophisticated manner. As of 2013, we found thaitidagion reached a new phase, with the
newspaper industry launching digital-only produat&l implementing paywalls, and media
groups’ strong strategic focus on digitization baawg increasingly visible. In sum, we used
these time periods to highlight differences andlanities in terms of media groups’ adoption

of framing practices.

By tracking the evolutionary occurrence of specifiaming practices and mapping the
sequential interrelations between them, we idetithe dynamics underlying the evolution of
framing and the potential occurrence of cognitiveriia. Following Gioia et al. (2013), we

weaved together our second-order constructs ioangied theory framework.

3.4. FINDINGS

Decision-makers’ statements related to the strat@émipact of digitization convey how
incumbents struggled to strategically address igreigtion at hand. By developing a typology
of framing practices and tracing the alternatirfing paths decision-makers engaged in over
time, we pinpoint the evolutionary process of fragiConsequently, we develop a theoretical

model on the unfolding process of framing in relatio the occurrence of cognitive inertia.
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3.4.3. A typology of framing practices

Our primary focus was to study the framing pracicaderlying the ongoing and dynamic
process of meaning construction in which incumbBeudiscision-makers engage when

confronted with disruptive change. Specifically, foand that eight types of framing practices
characterize such a process and grouped thes¢hne® main categories: framing practices
depict decision-makers’ attempts to either esthbligerpretations of the impact of the

disruptive change (interpretative framing), adapderstandings on core capabilities to deal
with the strategic change at hand (adaptive frajniogintegrate the change into renewed
understandings of relevant market offerings (iraéige framing). To illustrate our data-to-

theory connections, Table 9 presents representqtioées for each type of framing practice
that we identified. Table 10 and 11 illustrate &xtent to which decision-makers of the two

media groups we studied, engaged in each praoteetione.

Interpretative framing. Using interpretative framing practices, decisiorkera focus on
establishing adequate interpretations of the megaaid implications of the strategic change
at hand. Data suggests that interpretative frampragtices evolve around two issues, namely

opportunity/threat framing and legitimacy/rejectioaming.

First, similar to Gilbert (2005) our data show thgtusing opportunity/threat framing decision-
makers discursively attempt to question or, corelgrembrace the disruptive nature of new
digital technologies. On the one hand, we find th@abme instances decision-makers focus on
the threats brought along by digitization. For amste, they question the viability of new
revenue models. Thus, a main concern is whethéomess would be willing to pay for digital
news content. Other concerns include the possiiserjuences of free digital content for the
news-producing ecosystem, the lack of clarity rdmay the profitability of new revenue
models and the advantage of specialized newspéperssing on financial news, as opposed
to general newspapers) with regards to chargindersa

‘But in general, we must conclude that so far, nibable business model has been developed
for internet activities because it is still venffaiult to develop profitable internet activities i
the consumer market. It is not easy to remain coiEebecause software technologies are
changing so rapidly. Moreover, internet usage armbmmerce have not grown as strongly or
spectacularly as predicted. Finally, keeping in dhithe true costs related to developing

reliable digital news content, it is almost impdsito charge consumers accordingly.” CEO
Newsroom, 2001, in newspaper article
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Table 9 Typology of framing practices: representatie quotes

Reinforcing cognitive inertia

Attenuating cognitive inertia

About threats brought forth by digital publishinif:there is a main

; About opportunities brought forth by digital pulblisg: ‘In fact,
]:I'hregt threat originating from the internet, it is the oredated to one of ou fOppqtumty anything is possible. If 10 amazing photos comegai, can only
raming most important sources of revenues: the classifield.” CEO raming add two in the paper, but the other 8 can be addeithe digital
Newsroom, 1999, in a newspaper article version of the newspaper.’” Decision-maker Publis2&x10, in a
newspaper article
Reiecti About dismissing the increasingly digitized newssstem:'It is i About validating the increasingly digitized newsoggstem:To
jection > | Legitimacy o - .
framin pure theft [content aggregators]. [| We put a lof energy in framin thrive in a global digital economy we all need goen but fair
9 investigative reporting and within seconds the testiall this work 9 internet, with fairness and transparency in seattie, freedom to
is on all Dutch sites [] and | get zero in retufhAnd from their point advertise, the freedom to license and sell our eoinénd a fair,
of view, they say ‘we only aggregate’, but in fénety are thieves of logical VAT system that extends the reduced or rated VAT
hard work.’ Decision-maker Newsroom, 2013, docuiagnt rates applied to offline books, newspapers, jows@ald magazines
to our online publications; the least Europe codldl to boost its
digital single market.” CEO Publisher, 2014, essay
; About exploiting strengths of printed news, inchgliinvestigative About exploring new capabilities through experinagioin with
Fit ot ! . > Search - S . :
f . reporting:'If the daily newspaper is to survive, it should fazus on framing digital technologies:'Once again, Daily Standard pushes the
raming speed, but concentrate on reflection and analyshops and frontiers of its digital development. In July, amneersion of Daily
investigative  reporting.” Decision-maker  Publisher,2005, Standard Mobile will be launched. Apart from prdagl a mere
newspaper article replication of the printed newspaper on iPad, D&tandard will
be the first Flemish newspaper to offer a spedificdesigned
version of the newspaper for tablets’. Newsroont, 12Gnnual
report
About a hybrid product offering consisting of arpiriormat offering About fully integrated product offeringsWhereas a printed
Stack . . ; . , lend ; : : ; ;
framing internet-like news:Call them the internet generation, those peop faming newspaper mainly provides the overview, backgronfwimation,

who want to be well-informed, yet via short piedasa nutshell,
reasonably fast. An overview of the world newsQmfinutes []. |
think, | am convinced, that Espresso, the papeasmgecreating right
now, will provide an answer to these needs that @wpping up
everywhere.” Editor-in-chief Newsroom, 2005, ted®n news
bulletin

analysis and information with high added value, absite is
mainly focused on speed and permanent updatesviBether we
bring news online or via print, it will be producégl the same staff,
the same team, with the same dedication and the sanount of
attention to quality, rigor and reliability. And ¢hnefore, it is only
logical to come out using one single news branditdE-in-chief
Newsroom, 2008, newspaper article



Publisher (A) or Newsroom (B)

Phase 1
Post-Internet Bubble
(2001-2005)

Table 10 Framing practices on a continuum

Phase 2
18t Initiatives
(2006-2012)

Phase 3
Crystallization Period
(2013-2015)

Interpretative framing practices

. A Intense use Intense use Sporadic use
Threat framing i i
B Intense use Sporadic use Sporadic use
o . A Intense use Sporadic use
Rejection framin i
B Sporadic use
] } A Intense use
Opportunity framing i
B Sporadic use Intense use
N ) A Intense use
Legitimacy framing i
B Sporadic use Intense use
Adaptive framing practices
) ) A Intense use Sporadic use Sporadic use
Fit framing i i
B Intense use Sporadic use Sporadic use
) A Sporadic use Intense use
Search framing i
B Sporadic use Intense use Intense use
Integrative framing practices
] A Intense use Intense use
Stack framing
B Intense use
) A Intense use
Blend framing
B Intense use Intense use




On the other hand, decision-makers engage in appubyrtframing, in which new technologies
are embraced as enablers of strategic change rfmwrghby digitization. Digital products are
represented as ‘the future’, whereby advantagesuoh products are emphasized. Mobile
technologies are acclaimed for providing a benaffibioost to the consumption of digital
content.

‘You see that the digital story is pushing newspégples forward and is going to make them
grow into full-fledged news media.” CEO Publisi&®14, in newspaper article

Second, decision-makers attempt to evaluate thentegy of the practices adopted by new
competitors, such as Facebook and Google, intoitighistry. On the one hand, the legitimacy
of these practices is questioned and, in certages;alegitimacy claims are rejected. For
instance, aggregator practices are depicted ashéfieof digital content produced by media
groups. On the other hand, decision-makers disalysiestablish a number of boundary
conditions which they think are essential to adslssh practices. As such, they criticize the
lack of an international legal framework for thewseindustry. Bit by bit, as boundary
conditions are developing, legitimacy is being ¢gednto new practices, new players, new
businesses, etc.

'‘More and more often, editors are confronted widwe aggregators (such as Google News,

red.), clipping services and search engines whe takvantage of our journalistic endeavors.
In fact, it is stealing.” CEO Newsroom, 2010, inispaper article

"The most important change is that the balanceosigr has shifted from the media industry
to the technology industry. Along with such a stiftne very important questions about the
interpretation of intellectual copyrights on theémet. [ Who owns what content in a digital

world? What rights or obligations does that brintprag and how can you reinforce these
without having to go to court, where you will oggt an answer by the year 2020?" CEO
Publisher, 2012, in newspaper article

In sum, as decision-makers engage in these faenpirgtative framing practices, they establish
the meaning and implications of the strategic ckamgtigated by digitization in terms of

competitive dynamics. Additional representativet@gaan be found in Table 9.

Interestingly, and as illustrated in Table 10, owee the framing practices characterizing the
communication efforts of incumbents reflect deaisinakers’ evolving framing of the extent
to which the newspaper industry will change. Wherligaearly years, opportunity/threat and
legitimacy/rejection framing practices are directemivards cognitively questioning the
legitimacy of (new) competitors’ practices and Highting the threat digitization posed to

existing business, we observe that over time, detimakers increasingly acknowledge the
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disruptive practices resulting from the change tasaligital technologies and the business
opportunities accompanying such change. Especadlydigital initiatives become more
profitable, for instance through the successfulomtiction of paywalls for specific parts of
newspaper websites, confidence grows that it wilhst be possible to find a viable business
model for the industry. Consequently, building arcls an interpretation of digitization,
decision-makers start to embrace its disruptivhnielogical character, the idea of developing
viable new business models, and its consequence®fopetitive dynamics in the industry.
This instigates changes in incumbents’ framing dfitidation, thus resulting in the

development and use of new cognitive frames, agnitive change.

From an evolutionary perspective we observe aesorcy in this unfolding evolution towards
acknowledging the legitimacy and boundary condgiarf new competitive practices and
establishing the potential value of the strateb@nge at hand, as illustrated in Table 11. For a
longer period of time, decision-makers at Publishaderline the newspaper industry’s
ongoing search for viable legal revenue modelsthadenduring relevance of existing print
business, thus questioning the legitimacy of th@ nempetitive dynamics and the potential
for new business development. In contrast, decisiakers at Newsroom reflect more quickly
and more regularly on the possibility that digitalvs offerings might inevitably bring about a
new ecosystem in the industry and thus opportuitidhus, Newsroom’s framing efforts
reflect a willingness to evaluate existing underdiags and develop and use new cognitive

frames.

Adaptive framing. Adaptive framing practices refer to decision-makeastempts at
discursively revising existing capabilities to iigalthem with the changing context. These
adaptive framing practices are motivated by denisiakers’ aspirations to remain
strategically relevant actors in the changing cditipe landscape. As such, decision-makers
try to safeguard strategic positioning by expraggileas and opinions on the realignment of a

media group’s capabilities within the changing eomt

Data suggests that there are two types of adafptiv@ng practices: fit framing practices and
search framing practices. First, fit framing prees entail that decision-makers emphasize the
value and fit of existing capabilities to be rediseand thus exploited, in the digitized
newspaper business. New developments are frangatina way that existing understandings
of relevant capabilities remain valid. Alignmentaafpabilities with the change at hand can be

achieved via modest adaptation of existing capadsli For instance, on numerous occasions,
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investigative reporting and strong brands are pawérd as core capabilities of the printed
press business that can reinforce the incumbeniangedups’ relevance within the digitized

industry, hence providing a competitive advantage.

‘It is our belief that the strongest newssites Wdldeveloped by newspaper companies because
these have the strongest capabilities and expemtisgéed to news.” CEO Publisher, 2007, in
annual report

Second, search framing practices refer to statesmentwhich decision-makers suggest

developing new capabilities, and consequently nesycts and new models, to benefit from

the digitization in the industry. Search framinggices entail the radical enlargement of
existing ways to deal with the strategic chandeat, thus conceptualizing the need for radical
adaptation of capabilities. For instance, as incemtdattempt to convey their ability to adapt
to a changing context as well as their enduringvaahce within the industry, they refer to their

focus on innovation and experimentation, their expental search for a profitable business
model for digital activities, their investmentsdigital technologies, novel ways to organize

business activities, etc.

‘Every platform has its own advantages and disatages. Ultimately, it comes down to the

fact that you should determine what to do on edatfggrm. It comes with trial-and-error, but

sometimes you also really have the feeling thatngled it.” Editor-in-chief, Publisher, 2012,
in newspaper article

In sum, decision-makers frame the need to adagihdoge, thereby assessing and evaluating
their own core capabilities or limitations in trecé of digitization. As such, adaptive framing
practices illustrate the extent to which incumbesigage in the revisionf the strategic
relevance of a media group’s capabilities. Botimiray practices refer to a different mode of
adaptation to the change at hand: while fit framentpils the presentation of a media group’s
current capabilities as relatively well-matchedhe change at hand, search framing advocates
the development and use of radically transformepblbgities in order to align with the
disruptive change at hand. Additional illustratiueotes for each framing practice can be found
in Table 9.

From an evolutionary perspective, as we observésideemakers’ evolving engagement in
adaptive framing practices, our case data illustthat fit framing practices are omnipresent
(Table 10). By contrast, search framing practiaasigally gain in importance over the years:
an increase in search framing practices surfachge it framing practices, albeit slightly

diminishing, persist in incumbents’ framing effor&lso, over time Newsroom appears to

adopt search framing practices more quickly andresively than Publisher, who seems more
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hesitant to use such a framing practice (Table 1A% Thus, our data suggest that both groups
engage in fit framing, thereby reflecting on howuse existing core capabilities to address
digitization. Such framing is congruent with exigti cognitive frames, contributing to
cognitive inertia. However, Newsroom’s framing etfoalso reflect its attempt to look beyond
its existing capabilities and suggest ideas foreempentation. Thus, Newsroom’s framing
efforts reflect a quicker move, oeframing towards a revised framing of how to address
digitization, signaling the development and us@@iv cognitive frames. Publisher lingers to
engage in search framing practices, which reflgwsendurance of previous frames and thus

cognitive inertia.

I ntegrative framing. Integrative framing practices refer to statememtsugh which decision-
makers propose concrete pathways to integrateraldnaw technologies to develop market
offerings. Data suggests that there are two typagegrative framing: stack framing practices
focus on expressing the incompatible heterogeméiprint and digital activities, while blend
framing practices advocate the complementarity @spaf print and digital activities for the
newspaper business. With regards to stack framiragtipes, decision-makers largely
underline the incompatibility of running both priand digital business activities and suggest
the development of products that could be typiischybrid products, including online news
offerings which mainly consist of digitally archivenews clippings or printed newspapers for
the ‘internet generation’. While the necessary capabilities are available to develop digital
activities, these are developed in parallel tot@ativities, resulting in hybrid market offerings.
The possibilities offered by print and digital teckogies are stacked together without truly
interweaving their strengths or characteristics.

‘| still do not believe that it is a good idea tos} throw the content of a newspaper on the
internet. | do however believe in an online archiuaction, requiring payment. Things that

you can do more easily on the internet should beedithvere. Unfortunately, it is still an
expensive medium.” CEO Publisher, 2003, in newspapiele

In contrast, as decision-makers engage in blendifig practices, they advocate how truly
integrated editorial offices should be able to dgweand offer fully fused products. Blend
framing entails fully assimilating framing regardithe possibilities for newsmaking brought
forward by digitization. It resonates with what @ohand Levinthal (1990) have termed
absorptive capacity, i.e. the ability to recogniassimilate and apply new and external
advancements, yet we define it specifically intietato framing disruptive change. Whereas

stack framing practices emphasize the incompdtildietween print and digital, resulting in
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unrelated offerings of both technologies to readklsnd framing practices focus on their
complementarity and mutually reinforcing advantadges instance, fully fused products are
able to meet the dual needs of readers by providigigal and quickly updated news feeds
during the week, supplemented by an extra-largempagrsion of the weekend edition. Content

and ‘bringing the news’ are deemed more importaan the format under which this occurs.

‘I do not understand why some editors and journalisold on so frenetically to paper.

According to me, it is much more about the contiesh about the medium. We want to bring
good journalism. Whether on paper, on a websiti@ digital newspaper, that is not of any
importance.” CEO Newsroom, 2012, in newspaper lartic

Thus, these two framing practices reflect and cpmezision-makers’ articulation of potential
pathwaygo address the changing context, develop new maffatngs and (re-)build a media
group’s strategic relevance. As such, integratigenfng practices depict the extent to which a
media group engages in the integration of the egratchange at hand. Through these
integrative framing practices, they attempt to )@l&im a relevant competitive position.
However, both types of framing practices refer tifeerent mode of integrating the strategic
change at hand: while stack framing practices ceftiecision-makers’ focus on merely
combining both technologies without any generaiivieraction, blend framing practices
reflect the profound merging of print and digitahgponents.

From an evolutionary perspective the data illustridiat while both media groups initially
engage in stack framing practices, thus contermgjdtybrid offerings, they eventually move
to blend framing practices, developing concretegsstjons for truly fused offerings (Table
10). This change in framing practices reflectsréfeaming efforts decision-makers engage in
as their framing of digitization and digital prodsievolves. However, we do observe that
Newsroom adopts blend framing practices earlien tRablisher (Table 10 and 11). Thus,
Newsroom’s framing efforts reflect a quicker mowewvards a revised framing of the
complementarity of print and digital media, thugnsiling the development and use of new
cognitive frames. Publisher engages in such blesnadihg practices at a later stage. Thus, as
an incumbent delays engagement in blend framingcltoes the endurance of previous
interpretations at the expense of a renewed uradefistg of the possibilities of the

technological disruption at hand and thereforefoeges cognitive inertia.
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Table 11 Differences in framing practices among inanbents: representative quotes

Publisher

Newsroom

Post-internet bubble (2001-2

005)

Newsroom uses more searcl
framing practices than
Publisher.

n About Publisher’s unwillingness to engage in experita with digital
technologies:‘Our media group was the most conservative me
company when everyone was talking about the inteewelution during
the late 1990’s. When the bubble burst, most pieneauld do nothing
else than to lick their wounds after their defe@@EO, 2004, annual
report

About Newsroom's willingness to engage in experimenith digital
diechnologies:In the digital story, Daily Standard has alwaysosen to
steer a careful but progressive course. We bufitst site in 1995, which
was renewed in 1998 and again in 2000. During thogzrs,
dailystandard.be developed into one of the moshoftsited newssites of
the country.” Editor-in-chief, 2002, newspaper eleti

13t Wave of initiatives (2006-2012)

Newsroom uses more
opportunity and legitimacy
framing than Publisher.

About the non-opportunity brought forth by digitaws content:To me,
it seems like a very hard exercise to introducarmgaynodels these day:
[l They have never been a success in the past wnd people are use
to online news being free.” Decision-maker, 2009yspaper article

About the rejection of technology actors’ businessleth (e.g. conten
aggregators) in the news ecosystémam very curious to find ou
whether such a model will survive. You put an enosr@ooount of site
into one proposition and the only thing | get, asaalvertiser, is eyeball
or clicks. So what? Is there an intent to purchas€gO, 2010,
newspaper article

About opportunities brought forth by digital pulblisg: ‘10% of our
5.advertisement revenues are earned online. It istmirg real money. Daily
dStandard Online is, if we only take into accountcéfpecosts, becoming a
profitable business.’ Editor-in-chief, 2009, newsenatrticle

About the legitimacy of new competitors in the newe®system: The

t competition is no longer limited to the traditionakwspaper editors,
5 multiple other new players have popped up. [] Residerand loyalty is no

5 longer limited to a single newspaper, but has extertd multiple sources,
including content aggregators.’” Annual report, 2008

Newsroom uses more searcl
framing practices than
Publisher.

n About sticking to exploitation of existing capabéi: ‘At Publisher, we
aim for sustainable success, also with new medias[Jong as there i
no business model, there is no point in moving ingpecific market.’
CEO, 2010, newspaper article

About sticking to exploitation of existing capabé& ‘Publisher does
not experiment with technology, we are patiently iimg what will
happen in the tablet market.” CEO, 2011, newspapézia

About exploring digital capabilitiesVery quickly, the group realized that
there are many opportunities related to offering ial information.

Newsroom found new distribution channels for itoducts and is

experimenting with possibilities for reader interiact Innovation is a

game of trial-and-error. The group’s willingness flay the game
commands respect and distinguishes Newsroom fronetdsspreneurial

adversaries.’ Decision-maker, 2006, annual report

About exploring digital capabilitie#Vhen media companies innovate, they
do so by adjusting their editorial content to techlugical evolutions. []
That is why in 2012 we want to continue our invesiinpolicy in state-of-
the-art technology.” Chairman and CEO, 2011, letteshareholders

D

Publisher uses stack framing
practices, whereas Newsroo
uses blend framing practices

About irreconcilable differences between print angitdl publishing:
mour digital platform does not link up to the printas we stand for [with
the printed newspaper].’ Editor-in-chief, 2012, repaper article

About mutually reinforcing advantages of print adiidital technologies:
‘Our core business as a media company is to buildwhesnce. Over the
years, our task did not change fundamentally. Howeth® context in
which we perform such a task has changed. The parador rather the

complementarity — between online and offline methgs a role in all this.



About irreconcilable differences between print argitdl publishing:1t
depends on what product you want to create. Wekaeping both
editorial offices [print and digital] strictly sepate from each other
because NewsEx.be [digital] and The NewsExpresg]pare two
totally different media that require different sorbf journalism. []
Newspaper journalists should focus on creating thest possible
newspapers. Website journalists should develofpés¢ possible sites
Editor-in-chief, 2008, newspaper article

In future years, more than ever, the consumer sailisfy his appetite for
information via disparate channels.” CEO, 2006, aaimeport

About mutually reinforcing advantages of print algital technologiesin
2011, the core objective for Newsroom was to engagedigital
acceleration. With an optimal combination of prindaonline publishing,

, our newspaper titles had to develop even furthter rue news brands that
would reach more Belgians than ever before, newswoers with who the
brands would remain connected all day long.” Demisimaker, 2011,
annual report

Crystallization Period (2013-2015)

Both Publisher and
Newsroom engage in
opportunity and legitimacy
framing

About opportunities brought forth by digital publisty: ‘Thanks to
mobile internet technology, which is becoming muohermrmportant for
our industry than fixed internet access to go amlinewspapers cal
become true digital newsmedia, with revenue streargsnating from
different sources [print, mobile,...].” CEO, 2014, repaper article

About creating an extended code of conduct withimiénges ecosystem
‘You can feel that things are changing. Five yeag®, you were no
allowed to complain when content was copied oestainline. ‘This is g
new world’ they said. Today that is changing. Peaphlize that nothing
comes for free [that there is a legal frameworkGEO, 2014, newspape
article

About opportunities brought forth by digital pulblisg: ‘[] the printed
newspaper is getting older. If technology advareesn further and, for
ninstance, we start using flexible, roll-up iPadsen things can go really
quickly.” Chairman, 2013, magazine article

About the legitimacy of new competitors within thewseecosysteniThe
: media, that is us, but also mainly Google and Fackb&ecision-makers,
2014, newspaper article

=

Both Publisher and
Newsroom engage in search
framing practices.

About exploring digital capabilitiesThe newspaper is ready for a ne
step. We are working hard to realize an ambitiousjgunt aimed at
turning Morning News into a truly multimedia neward. Of course, we
still believe in the power of the printed newspajert we do see man
opportunities to enrich the title with websites aagps, in order to
service our readers even better.’ CEO, 2014, newsparticle

xtAbout exploring digital capabilitiest.et us try and fail, let us move on to
something else,... Those competitors who are bestall be the survivors
in our industry. They will develop models that... Magh a different scale,

ymaybe less big, maybe for certain specific targetigs, but they will be
the ones who develop viable business models.’ iEdichief, 2013,
documentary

Both Publisher and
Newsroom engage in blend
framing practices.

About mutually reinforcing advantages of print amgitdl technologies
‘The web editors, who used to work in #lient building, moved in wit

About mutually reinforcing advantages of print atfidital technologies
n ‘We should be proud of the complementarity that hege developed

their newspaper colleagues last spring and weressoied under the¢ between print and online.” CEO, 2013, newspapeckati

same Editor-in-Chief. The ultimate goal: creatingntent together. []
Print and online are now so integrated that no amestubbornly
defending their ‘own’ territory anymore. [| The weab perfect for
‘unloading’ news and interesting people in the vehstory, which they
can find in the newspaper — complete with all thitieand content the
medium can fer. So we're happy with the ‘cannibal’ of the famdince
it has only helped the paper. We enhance each atloee and more.’

Decision-maker, 2013, annual report



3.4.2. The evolutionary process of framing change

Through a range of framing practices, decision-makéeer interpretative comprehension of
the disruption at hand, realign perspectives orréle/ance of existing and new capabilities
with the changing situation and gradually (re-)dutrategic relevance in the competitive
landscape by conceptualizing digitized market affgs. Decision-makers’ use of specific
framing practices evolved over time. Interestinghye pace at which different incumbents
engaged in the eight types of framing practicesraaded from one type of framing to another,
differs, which provides ground to explain discregas in terms of incumbents’ strategic
responses to change. Also, their engagement iframeng practice influenced the subsequent
engagement with another framing practice. For ies#a decision-makers first needed to
employ search framing practices to be able to atlvémeither stack framing or blend framing
practices. By looking into these differential arthporal aspects related to framing disruptive
change, we were able to pinpoint alternative fragpathways in our case studies, as shown in
Table 10. Building upon these findings and as shmwfigure 4, we explain the evolutionary

process of framing disruptive change below.

Our data suggests that decision-makers’ transitidrean merely framing digitization using
threat or rejection framing practices to framingitization in terms of opportunity recognition
and legitimacy acknowledgement. Such reframingigttidation instigated decision-makers
to consequently engage in framing the adaptatioantd integration of the change at hand.
Lingering in framing practices focusing on threatagnition and the rejection of digitization
(and its consequences) as a legitimate changedvimyplede such evolution towards adaptive

and integrative framing and contribute to cognifivertia.

Next, once an incumbent started framing digitizatamd its consequences using opportunity
and legitimacy framing practices, two potentialtesucould be taken to frame the adaptation
to the change at hand. On the one hand, we obget/decision-makers framed the adaptation
to digitization within familiar boundaries, resulj in the use of fit framing practices,
emphasizing the fit of existing capabilities tokigzcthe disruptive change at hand. On the other
hand, decision-makers framed adaptation to digimaby opening up existing framing to
include the development and adoption of new cajigisilin order to incorporate innovative

alternatives. By unlocking existing framing, degisimakers became prone to engage in search
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framing practices, emphasizing the need for expamiation and trial-and-error learning.

Moving from fit framing practices to search framipigactices required reframing.

Finally, once decision-makers started framing tdapsation of capabilities to digitization
using search framing practices, two potential reuteuld be taken to frame the actual
integration of digitization into new product devetoent activities. On the one hand, we found
that, when framing new and potentially interestiegelopments in print and digital technology
domains, decision-makers engaged in stack framiactipes. Conceptualizing and advocating
the integration of digitization into new productferings would result in hybrid products,
hybrid work processes and unrelated offerings camgiprint and digital aspects without fully
fusing both together. On the other hand, decisiakars assimilated framing regarding new
and potentially interesting developments in primd digital technology domains. Engaging in
blend framing resulted in fused products and wadcesses focusing on the full immersion of
print and digital aspects to produce relevant madfferings. Moving from stack framing

practices to blend framing practices required reing.

By identifying the alternative framing paths chaesizing the evolutionary process of framing,
we explain why specific framing practices are sedgjaly employed and how these practices
eventually reinforce or attenuate cognitive ineriacordingly, our grounded model offers an
insight into the framing practices that lead finmsnertia in response to disruptive change and

how these practices evolve over time.

3.5. DISCUSSION

Whereas the importance of cognitive inertia andgil@e-makers' tendency to develop strategic
responses to change that are congruent with existignitive frames has been highlighted in
previous research on strategic inertia (e.g. Tap&aGavetti, 2000), our study presents a
complementary lens to explain incumbents’ strat@ggctia. The purpose of this study was to
advance theory on cognitive inertia by examiningisien-makers’ framing practices and their
continuous evolution in response to disruptive dearthereby using empirical case data to
identify and explore new concepts related to thelwionary process of framing strategic
change. While previous studies acknowledge thedaoteected relation between cognition

and language, the actual framing practices undeylihe construction and adaptation of
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Figure 4 Grounded theory framework on the evolutiomry process of framing, sequential interrelations ad outcomes
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cognitive frames over time largely remained a blaok to managerial cognition scholars
(Cornelissen, Holt, Zundel, 2011; Kaplan, 2008b).

Our study reached its purpose in several ways. §veldped a typology of framing practices,
which reflect and signal whether decision-maketis@gate existing or new cognitive frames,
and thus whether cognitive inertia is reinforcedr Fstance, fit framing practices underline
the value of existing capabilities to tackle diftion, whereby decision-makers largely
advocate the use of existing cognitive framesrategically respond to change. Such framing
largely supports cognitive inertia. In contrastarsé framing practices highlight decision-
makers’ emphasis on the search for new capabjlitiestrating the need for new cognitive

frames to strategically respond to digitization.

Moreover, we pinpointed discrepancies regardingphee at which decision-makers’ shift
between specific framing practices. Depending am filaming practices decision-makers
engage in and the pace at which they switch betiraering practices, the articulation of new
cognitive frames occurs more swiftly or slowly. Bdson these findings, we defined the

evolutionary process of framing.

Finally, we found that the evolutionary process$rafming potentially culminates in the use of
blend framing practices which reflects the develeptnof absorptive capacity. Hence,
depending on the pace at which decision-makers mwolviend framing practices, the cognitive

development of absorptive capacity occurs moretiswof slowly.

3.5.1. Theoretical implications

Understanding the evolutionary process of framihgnge is critical to advancing theory on
strategic inertia. The occurrence of strategic misent inertia has been the subject of many
theories and studies in strategic management @searstrategic decision-making. According
to the Carnegie School, which builds on Cyert amdds behavioral theory of the firm (Cyert

& March, 1963; Gavetti, Levinthal, & Ocasio, 2007he status quo has a particular claim on
action, and movements away from the status quo hélltriggered by a perception of
performance failure (Gavetti, Levinthal, & Ocask®07, p. 529)". Early work on managerial
and organizational cognition speaks to how firnmgeipretations can lead them to inertia,
without addressing strategic inertia head-on, thepnpointing a number of factors, including
the preference for a status quo, as concrete nssaifens of resistance to change (e.qg., Isabella,

1990; Meyer, Brooks, & Goes, 1990). Resistancehtnge is thereby conceptualized as an
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inherent element of cognitive transition duringredpa. More recently, Gilbert (2005) identified
two unique determinants of strategic incumbenttiagnamely resource and routine rigidity,
which both constrain strategic response to a cimgngmvironment. Interestingly, Gilbert also
hints at the fact that the actions necessary tagagn strategic change and rethink the use of
resources and routines are contingent on decisikers’ cognitive interpretations. Later
studies echo such claims, stating that decisionensakognitive understanding of their firm’s
resources affect whether and which directions eduece renewal are pursued (e.g., Danneels,
2011; Tripsas & Gavetti, 2009).

This study relates the previously identified coritet between managerial cognition and
incumbent inertia (e.g. Barr & Huff, 1997; Barratt, 1992; Kaplan, 2011a; Nadkarni & Barr,
2008) to other areas of conceptual and substamgry. Some themes in our study have
been explicitly related to the development of inba@mt cognition in the past (e.g., legitimacy,
capability development, absorptive capacity). Hogvewther aspects have heretofore not been
considered part of theory on incumbent inertia.(drgming). As suggested by Gioia et al.
(2013), through the development of a theoreticatiework we attempted to weave together
the concepts we identified to make the relationahagnics among these concepts more

transparent.

Our primary contribution relates to the theoretioaights offered by this study regarding the
role of the evolutionary process of framing in tiela to cognitive inertia. As this study has a
longitudinal focus, it depicts the evolutionary pess of different types of framing practices in
the context of disruptive change and sheds lighihoambents’ differing pace at which they
articulate new cognitive frames and develop abs@gapacity in the face of strategic change.
Thus, this study adds to a recent stream of relsghat considers cognition as a dynamic
process of meaning construction, whereby meaningrasiually constructed via framing
(Kaplan, 2008b; Sonenshein, 2010). As a resultekpyloring framing practices and their
steering nature with regards to meaning constmgctiee add to the body of empirical studies
on the impact of managerial cognition on stratediange, thereby examining in great detail
media groups’ evolving framing of strategic chanfgentifying the dynamics underlying
framing in the context of disruptive change alldasxplain why certain incumbents remain

trapped in their cognitive understandings whileeoshare moving forward more rapidly.

As a result of this approach, a second major daution consists of depicting framing practices

as a vital strategic instrument. Recent work oatsgic framing and framing contests in both
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inter-organizational and intra-organizational (iredustry) contexts (Gurses & Ozcan, 2015;
Kaplan, 2008b) stresses the role of framing asnéissén strategy. Our study provides a rich
understanding of different types of framing pragesic explaininghow framing of strategic
change can reinforce or attenuate cognitive inemid taking into account the recursive and
reciprocal relation between cognition and langudgesuch, we pinpoint the role of language
in strategic (change) processes (Balogun et dl4;2aplan, 2008b, 2011b; Sonenshein, 2010;
Vaara & Tienari, 2008). Recent work on languageadrticular public language, as a strategic
tool has asked for more work on different languémens to extend understanding of why
language matters in strategy (Goa, Yu, & Cann@lld,5). Specifically, Goa et al. launched a
call for more research on the role of framing irmpetitive settings. By focusing on the
evolutionary process of framing and its strategie with regards to the potential articulation
of new cognitive frames, we contribute to the groyvbody of studies that relates strategy and

language.

Finally, as a third major contribution we responodatcall in strategic management literature
for more research on the microfoundations of cogmirames (Kaplan, 2011a). By examining
the themes (legitimacy, experimentation, etc.) dimdensions (interpretation, adaptation,
integration) characterizing decision-makers’ fragnpractices, we gain insights on a micro-
level into the themes and dimensions that corredipgly characterize decision-makers’
articulation and presentation of novel cognitivanfies and the development of absorptive
capacity. For instance, the evolution from staekring practices to blend framing practices
and the corresponding shift in decision-makersufofrom differentiation between print and
digital to complementarity of print and digital, mar micro-level dynamics characterizing
decision-makers’ development of new cognitive framélence, our insights on the
evolutionary process of framing reflect and mirtbe micro-level process of how new

cognitive frames but also absorptive capacity dgvéh the context of disruptive change.

3.5.2. Implications for practice

In terms of the implications of our study for piaet our focus on the evolutionary process of
framing change offers insights to practitioners ranltiple levels. As such, our in-depth
exploration of framing practices used by incumbémis context of disruptive change enables

practitioners to better understand and be awarhefiraming process decision-makers go
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through as they attempt to make sense of changae®earch allows them to understand how

framing evolves and how their discourse conveys thr@erstanding of the change at hand.

If we focus on the strategic management of didittrga which is an on-going evolution in
many industries, our study highlights the importantengaging in different types of framing
practices to avoid or overcome cognitive inertiar Fastance, by discursively engaging in
opportunity framing, search framing practices aleth® framing practices, practitioners might
be more inclined to analyze and approach digitiratiithin their industry from a new angle.
Engaging in these discursive framing practicesnitig changes ought to be instigated more
forcefully than if practitioners solely focus orrglat framing, fit framing practices and stack
framing practices (although these types of franpiragtices also have their own value in regard

to adequately dealing with disruptive change).

Contrary to decision-makers’ initial beliefs, reeslavere willing to pay for digital news
offerings, business models based solely on adiregtisicome did not fare well, and new
technologies (e.g., the iPad) did not only repreieeats to existing business models but also
offered novel pathways to provide digital news. Fhuligitization required incumbent
decision-makers to change their conceptualizatiosuoh disruptive change. Our theoretical
framework points to the relevance of employing @etg of framing practices to overcome
cognitive inertia: the routes we identify with regsito the process of framing point to different

paths practitioners can engage in when facing eardihg disruptive change.

3.5.3. Future research

Like any theoretical framework intended to capttire complexity of a strategic response
process, the model we present contains elemeritadled further exploration. First, research
is needed regarding the boundary conditions rekat¢lde evolutionary process of framing to
further strengthen our findings on the occurrerfagognitive inertia. While the data show that
the evolutionary process of framing is a powertui@ept to explain firm response to disruptive
change, further research needs to be conductedwrahd why some firms are more likely

than others to employ specific framing practicéstesl to the development of cognitive inertia.
Do decision-maker characteristics or firm charasties matter when it comes to selecting
specific framing practices over others? Definingufiary conditions with regards to our
theoretical model on framing change, ought to edgeradditional theoretical insights

regarding the complexity related to strategic respgorocesses.
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Second, our model points to the existence of differoutes in which decision-makers can

engage throughout such a framing process. Additiondepth research into these specific

routes ought to enrich our grounded framework. Waendecision-makers more inclined to

immediately engage in search framing practicesjrmwndhat circumstances do they first engage
in fit framing practices to then reframe to seaif@ming processes? What are barriers that
might hinder decision-makers to take the shortasterin the process of reframing? Tackling

such fine-grained questions ought to generate niopeit which could again strengthen our

initial framework.

Third, we observe that at specific points durinfgaaning process, decision-makers radically
engage in reframing processes, for instance byirghifrom fit framing practices to search
framing practices or by moving from stack framinggiices to blend framing practices.
Important questions remain regarding the instigatbsuch reframing, specifically in terms
of what factors motivate decision-makers to refrafa instance, why was Publisher slower
to move to blend framing practices? Researching suntecedents of reframing requires an
in-depth study of what events, conversations, comoations, competitive dynamics, industry
evolutions, etc. might have impacted decision-msikavillingness to reconsider their

engagement in specific framing practices and, haetame.

Finally, further research ought to focus on thel@vmnary process of framing and the
occurrence of cognitive inertia in different indiss. While choosing digitization in the
newspaper industry as a research context helpeifspdiich framing practices are related to
framing strategic change, this choice does imposathary conditions on some of our findings.
For example, in the media industry strategy text talk are widespread, produced in large
quantities, and convey an accurate rendering oideemakers’ framing of change. Decision-
makers in other industries might not produce eguath textual materials or their outward
communication might be much more impacted by imgiogsmanagement motives. Moreover,
the dynamics underlying the evolution of framingacbe might be different in industry
contexts characterized by, for instance, high-vgtochange, intense competition from
newcomers, complex legal frameworks, etc. In angecaesearch focusing on different
contexts should thus prove valuable to further gdoand understand the evolutionary process
of framing. However, in sum we hope that theseahiindings will open new paths of inquiry

and inform future research on framing, cognitiveriia and strategic change.
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CHAPTER 4

PROFESSIONAL IDENTITY TRANSFORMATION
AND STRATEGIC INDUSTRY CHANGE

ABSTRACT

In industries disrupted by technological innovatiatrategic industry change may affect
professional identity. This study explains the dwyia processes through which the
professional identity of a collective of professasevolves and transforms. To study such
continuous transformation of a shared identity wgagied in a longitudinal qualitative study
of the discursive practices of professionals in thewspaper industry. Professionals
renegotiated core elements constituting their itleriity converting old understandings of
professional identity into new ones and by expagdinderstandings of professional identity
by means of new elements. As such, they engag#ghimic identity reconstruction processes
allowing the reconstruction of a coherent profesasiadentity, congruent with the strategic
industry change at hand. Our study reveals the iitapoe of recursive interrelationships
between identity, cognition and strategic industtyange: professional identity defines
professionals’ cognitive interpretation of industiigange, yet in parallel strategic industry
change shapes professionals’ cognitive understgndintheir identity. We contribute by
highlighting the value of intertwining professiondéntity theory and strategic change research

to better understand industry dynamics.

Key words: Professions, Identity, Cognition, Change
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4.1. INTRODUCTION

Technological innovations have caused disruptiarseieral key industries, including media,
healthcare and financial industries (Benner & Tags2012; Bower & Christensen, 1995;
Kaplan, 2008a; Tripsas & Gavetti, 2000). Such egit industry changes have an important
impact on professionals working in these industaied may affect their professional identity
(Nelson & Irwin, 2014). Professional identity cae klefined as professionals’ cognitive
understanding of what the central characteristiesa their profession, what it means to
develop a life career and to share an identity witter professionals, based on what one does
(Pratt, Rockmann, & Kaufmann, 2006, p.236). Sudhczmcept of individuals and collectives
of individuals (e.g., groups, organizations, prefess and industries), shapes, sustains and
steers both the attitudes and behaviors of indalgland collectives of individuals (Patvardhan,
Gioia, & Hamilton, 2015).

Strategic industry change induced by technologrm@bvation, including digitization, may be
particularly salient in industries populated by @eocated collectives of professionals. What
characterizes professionals in such demarcatedctiois is that they adhere to implicit and
explicit norms including deontological guidelinesdaspecifications, as is the case for
architects, journalists, academics, and medicatiajigts. However, the specific processes by
which the professional identity of a collectiveignevolves and transforms when impacted by
disruptive innovations remain understudied (Ibat@09; Nelson & Irwin, 2014), in contrast
to the well-researched change processes of indiVidientity (e.g., Dutton, Roberts, &
Bednar, 2010; Ibarra & Petriglieri, 2010; Petrigli2011), leader identity (e.g., DeRue &
Ashford, 2010), and organizational identity (ekjal, 2002; Gioia, Patvardhan, Hamilton, &
Corley, 2013b; Gioia & Thomas, 1996; Nag, Corley,G8oia, 2007). This is all the more
surprising when one takes into account that pradaasidentity represents an important source

of both individual and organizational identity (Ashd, George, & Blatt, 2007).

Additional research is needed to capture collegbinscesses such as the transformation of a
shared identity among members of a profession @sdhét al., 2007). Therefore, whereas
identity research has mainly focused on transfdonatin personal self-concepts (focussing
on unigueness) and interpersonal self-conceptaigfiog on belongingness), our aim is to
study transformation in collective self-conceptgreby focussing on changes in shared values,
goals and meanings related to a profession (Sexiki® Brewer, 2001). Specifically,
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professional identity transformations in case oatsgic industry change and the processes
through which changes are initiated in profess®imagnitive understanding of their identity
largely remain a black box. As identity shapestans and steers professionals, studying such
longitudinal transformation processes may help kehoexplain the role of professional
identity change in supporting (or opposing) stretégdustry change in contexts characterized

by the presence of a demarcated collective of psid@als.

To gain insights into the processes charactergiofpssional identity change in the context of
strategic industry change, we employ a qualitativeunded theory-based approach. Our study
is set in the Belgian newspaper industry and spatt-year period, starting after the Internet
bubble in 2000, during which journalists were confed with the digitization of newsmaking.
The newspaper and, by extension, media industmesepts one of the earliest contexts that
were rapidly and irrevocably impacted by the intrctibn of digital technologies. Digitization
instigated strategic change, thereby prompting thevelopment of new cognitive
understandings of professional identity and, moemegally, of options to navigate the
changing industry. Importantly, cognitive understiags of social constructs such as collective
identities must be communicated across such actioke(Pratt, 2003: 165). Therefore, to grasp
the transformation of professionals’ understandoigtheir professional identity and the
processes characterising such transformation ircoinéext of strategic industry change, we
engage in a longitudinal study of writings and aensations of journalists, that is journalists’

discursive practices.

Our findings suggest that as the newspaper indasygged in strategic change, professionals’
established cognitive understanding of their pifagal identity was renegotiated. Confronted
by a changing industry context, discrepancies arbseveen professionals’ existing
understanding of what one does and the new reqairesrfor newsmaking in a digitized
context, thus leaving professionals in a statedehiity ambiguity (Corley & Gioia, 2004)
Subsequently, professionals renegotiated core elsmeonstituting their identity, by
converting old understandings of professional itigimito new ones (i.e. conversion process)
and by expanding understandings of professionaitityeby means of new elements (i.e.
expansion process). As such, they engaged in @&padéntity reconstruction processes
allowing the reconstruction of a coherent profesaiadentity, congruent with the strategic

industry change at hand.
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Our main contribution is that by focussing explicitn professional identity we respond to a
recent call to reinvigorate theory on professiomsl grofessionals (Anteby, Chan, &
DiBenigno, 2016). As Anteby et al. (2016:6) acknedde, management and organization
theory lack insights in professional dynamics, vahgould ultimately lead to misinterpretations
of organizational and industry dynamics. Hence,siwgly strategic industry change as it is
mirrored by professional identity transformatiorréonedy this concern. A principal revelation
of our study then is the importance of recursiverelationships between identity, cognition
and strategic industry change: professional identiefines professionals’ cognitive
understanding of industry changes and their coresszps, while strategic industry change
shapes professionals’ cognitive understanding eir tidentity. By delving deeper into the
processes through which professional identity ee®land transforms, we present a grounded
model on the processing of strategic industry chaagd its consequences. As such, we
underline the extensive potential of intertwinirdemtity theory and strategic management

research.

Second, we underwrite that identity should be refto as a process (Kreiner, Hollensbe,
Sheep, Smith, & Kataria, 2015; Schultz, Maguirendlay, & Tsoukas, 2012) and, more
specifically, as a social process (DeRue & Ashf@@il0; Pratt, 2003). Professional identity
conceptualization and changes in such concepttializariginate beyond the individual, i.e.
in the social interaction of the members of a @bile. Specifically, we conceptualize
professional identity as an ongoing collective ps¥xof meaning (re)construction which is
both reflected and shaped by the discursive petid a collective of individuals. We thus
contribute to identity theory by pinpointing thesestial role of discursive practices in the

collective-level process of professional identignisformation.

Finally, by examining the discursive practices emgpt by professionals of a demarcated
collective in a context of strategic industry chengve contribute to a growing body of

management studies which focus on the role of lagguvhen examining strategy-related
phenomena (Balogun, Jacobs, Jarzabkowski, Mar&evigara, 2014; Kaplan, 2008b, 2011;

Vaara & Tienari, 2008). Specifically, we adopt aadirsive approach to study strategic industry
change mirrored by professionals’ cognitive unaerding of identity change. Our emergent
theoretical model elaborates theoretical links pretviously addressed in literature: previous
studies on professional identity and strategic stiguchange have not taken into account the

role of specific discursive practices in the adapteof professionals’ cognitive understanding
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of their professional identity and the transforratiof such identity in line with industry

change.

4.2. THEORETICAL BACKGROUND

4.2.1. Professional identity and strategic industry change

Building upon identity change research at bothridevidual, interrelational and organizational
level, nowadays identity theory is increasinglydise study identity-related processes at the
collective level (Fiol & O'Connor, 2002; Fiol & Ranelli, 2012; Gioia et al., 2013b;
Patvardhan et al., 2015; Pratt, 2003). Identityoti®s increasing focus on collective-level
identity processes allows strategic managementlachto study industry-wide phenomena
such as strategic industry change (Gioia et all3BD Yet despite initial studies important
guestions remain regarding the processes by whadlective-level identities form and
transform (Patvardhan et al., 2015). Thereforethis paper we adopt a collective-level
perspective on professional identity transformatiothe context of strategic industry change
with the intent of encompassing aspects relatdabth identity theory and strategic industry

change.

The central concept of identity defines how indixatk and collectives of individuals make
sense of and ‘enact’ their environment (Weick, )99&entity can be defined as the central,
distinctive, and continuous characteristics of atityg thus describing the essence of an entity
(Ashforth, Rogers, & Corley, 2011). Fiol underlirtbat different identity levels reciprocally
influence each other: “an organization’s identityeates a context for individual self-
conceptions and individual-level identity beliefse athe building blocks of collective
organizational identities (Fiol, 2002: 653)”. Cogaently, strategic industry change may imply
identity transformation at multiple levels (Gioia al., 2013b; Nelson & Irwin, 2014;
Patvardhan et al., 2015).

In particular, strategic industry change may iragprofessional identity transformation. The
concept of professional identity refers to the ustdanding of professionals, such as journalists,
of their occupation in terms of what the centrareltteristics are of their profession and what
it means to develop a life career and to sharedantity with other professionals, based on

what one does (Pratt et al., 20083 stated, professional identity is a source of individual
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identity and as such an integral part of each individual professional’s identity. It specifies
individuals’ self-definition as a member of a sfiieatollective, i.e. a profession (Ibarra, 1999).
As such, professional identity refers to “the rekly stable and enduring constellation of
attributes, beliefs, values, motives, and expessmae terms of which people define themselves
in a professional role (Ibarra, 1999: 764-765)".

Yet professional identitexists beyond the mere individual. Collective identities reside
within groups of individuals and as such exist aigher level of analysis (Pratt, 2003: 168).
Especially in industries where members form a deatad collective of professionals, the
professional identity is negotiated at the levethef collective of professionals. Implicit in the
concept of professional identity is then the nottbshared cognitions, i.e. socially constructed
ideas and beliefs about the central charactereotthlective identity (Pratt, 2003). As such,
professionals hold similar perceptions about tbetupation and as Pratt et al. (2006) point
out in their work on professional identity, profiess are delineated by unique sets of work

knowledge and skills.

In disrupted industries where members are part @éraarcated collective of professionals,
professional identity transformation refers to aemin professionals’ understanding of their
occupation (Pratt et al., 2006). However, the dmecollective-level processes by which
professional identity evolves and transforms indbietext of strategic industry change remain
largely unexplored in strategy research. An intiamgscontribution is Nelson and Irwin’s
(2014) study of librarians and the introductionmérnet search. Nelson and Irwin (2014) show
how interpretations of technology are conditiongdilrarians’ professional identity and how
such interpretations evolve and in turn impact @seional identity. However, how such
transformation processes contribute to strategiestry change itself is a question that remains
to be studied. Therefore, our study explores theadycs underlying these transformation
processes and delves deeper into the transformatdeesses associated with identity change

in light of technological innovation.

4.2.2. l|dentity transformation and language

Previous studies point out that even if identificatprocesses are critical, they can be
challenging in times of change (Clark, Gioia, Ketith& Thomas, 2010; Corley & Gioia, 2004;
Elstak, Bhatt, Van Riel, Pratt, & Berens, 2015; i&iet al., 2013b). The need to resolve
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potential ambiguity and uncertainty instigated by tthange at hand, shapes and directs
identification processes (Clark et al., 2010; CpRBeGioia, 2004, Elstak et al., 2015).

In her work on identity transformation, Fiol (200®aws from theories of rhetoric to identify
language markers that convey identification, dedidieation and re-identification. Identity
change processes evolve around framing and refgathédefinitions of who we are and who
we can become (Fiol & O'Connor, 2002). As such, lsighlights the role of language in
signalling and shaping identity: language refledentification but also shapes the process of
identification and changing identification. Intetiagly, the greater identification, the less
receptive individuals are to change, whereas detifiteation opens up a pathway to temporary
losses of meaning, ambiguity and ultimately newspmbkties (Fiol, 2002). In that respect,
Gioia and Corley (2004) introduce the concept aniity ambiguity, the collective state
wherein organization members find themselves witlrogood sense of who they are during
or after a change, resulting in the need to reddafiemselves as an organization, including its
strategic direction (Corley & Gioia, 2004, p.178).

In a similar vein, Ashforth et al. (2011) relatemdity transformation and language by pointing
out the use of discursive resources to frame andegoidentity, i.e. the concepts, expressions,
or other linguistic devices that, when deployedailk, present explanations for past and/or
future activity and consequently guide interpretasi and actions. Discursive resources are
used to delineate what a collective and its membepsesent or hope to represent, thus
supporting legitimacy claims, yet also conveyingod faith aspirations and hopés the
future (Ashforth et al., 2011: 6). However, Asforth et @011) also underline the use of
discourse to reinforce discrepant rather than cgerd identity claims: strategic identity

discrepancies may be cultivated to accommodaterdifitiation and potential change.

Fiol (2002) underlines how the process of changglfconceptions relies on the use of labels.
Gioia and Corley (2004) conceptualize identity lab&s the symbolic expressions of how
members collectively define who they a® an entity. By adding new meanings to existing
identity labels, identity changes can be inducedrlgy & Gioia, 2004; Gioia, Schultz, &

Corley, 2000). As Gioia et al. (2013b, p.126) memtin such casebe labels are stable, but

their meanings are malleable, thus leading to {hygearance of stability even as identity
evolves.In other cases, meaning remains, yet labels seeed| leading to the appearance of

change.

Chapter 4 / COGNITION AND PROFESSIONAL IDENTITY 108



What these studies have in common, is that thegnling that identity change has a dual nature
as identity is a matter of both language and mep({@ioia et al., 2000). Yet the specific
discursive micro-processes underlying identificatide-identification and re-identification
sequences (Fiol, 2002) and ‘label change versusimgahange’ (Corley & Gioia, 2004) in
the context of professional identity constructioemain underspecified in strategic

management research.

The purpose of this article is to build and enttodory on professional identity change, thereby
conceptualizing such change as a process of meanmgjruction involving both discursive
practices (i.e. language) and cognition (i.e. megii These concepts are separate, yet
reciprocally and recursively interconnected: largguanakes active use of existing cognitive
frames, while cognition is renewed through extemsiand combinations made in language
(Cornelissen & Werner, 2014).

We define discursive practices as the attemptsugirodanguage to engage in meaning
construction and present courses of actions retatéee strategic industry change at hand in a
specific manner (Cornelissen & Werner, 2014). Reastact as linchpins connecting concepts
(Nag et al.,, 2007). As such, discursive practicetsas linchpins connecting identity and
cognition: identity influences cognition as it sopis specific interpretations over others, and
cognition influences identity by providing cogniivframes to support or question its

manifestation.

Vaara and Whittington (2012) point out that disotegpractices employed by actors can have
significant but hidden effects. In strategy reskhatbere has been an increase in the use of
discursive approaches, as the analysis of talktextdoffers insights into the role of various
discursive practices in constructing or influencétrgitegic issues or understandings: discursive
practices prioritize specific interests, enableatien and adaptation of strategy, include or
exclude topics, legitimate or delegitimize issumschange conceptualizations of collectives
and its members (Vaara & Whittington, 2012). Fostamce, work on framing contests
illustrates this growing concern for talk and ta®d the interest in discursive practices to unveil
underlying change mechanisms (Eggers & Kaplan, 2@fses & Ozcan, 2015; Kaplan,
2008b). As the micro-level processes underlyinggesional identity transformation remain
understudied, studying such discursive practicggbto shed light on the specific collective-

level processes that underlie identity transforamaéind, ultimately, strategic industry change.

Chapter 4 / COGNITION AND PROFESSIONAL IDENTITY 109



4.3. METHOD

4.3.1. Research design

Our objective was to engage in theory elaborationpmfessional identity transformation
dynamics using an interpretative, grounded theasel research approach (Gioia, Corley, &
Hamilton, 2013a; Glaser & Strauss, 1967; Locke, 120@/e sought to develop new concepts,
refine existing categories and relationships, andgbqualitative rigor to our study by
following the approach described by Gioia et al01a).Specifically, we opted for an
interpretative study as we were interested in wtdading identity transformation as

experienced by the professionals themselves.

To study, build and elaborate theory on a dynarheEnpmenon such as professional identity
transformation, we opted for a longitudinal exariora of a context that qualifies as “an
extreme situation” (Eisenhardt, 1989). Extremeagians are characterised by the fact that the
dynamics under study are very visible, thus faailig theory building and elaboration
(Eisenhardt, 1989; Pratt et al., 2006). Influenkedvily by digitization occurring at the core
of the newspaper industry, the swiftly evolving rjealistic profession presented an excellent

opportunity to explore processes related to prajeas$identity transformation.

Several reasons account for this. First, we sowghgituate our longitudinal study at the
intersection of a profession with a clear identitythis case journalism, and strategic industry
change driven by technological innovation. The iotpaf digitization in the newsmaking
industry was long-lasting and profound, thus résglin impactful changes in professional
identity. Specifically, we focus on professionatsldheir identity transformation in the Dutch-
speaking part of the Belgian newspaper industrygues the years professionals within this
geographical area faced similar challenges reladdigitization (legal framework,
employment possibilities linked to language conistsa waves of lay-offs, adoption timing of
mobile technologies, etc.), allowing us to take iatcount context-specific elements related
to professional identity transformation. Secondcause the core business in the industry
consists of publishing, over the years professmoahsistently published a variety of elaborate
textual sources about their profession and theaiayend regularly expressed their opinions
through a variety of channels (trade journals,aeidits, columns, press articles, interviews,

etc.). This enabled the collection of a large aawded number of texts reflecting professionals’
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discursive practices in relation to their profemsiand their professional identity. Third,
focusing on professionals in a mature industry reffethe advantage that the cognitive
understanding of professionals’ identity was wellrdloped (Barr, 1998). For decades, the
Belgian newspaper industry proved to be stable prafitable, thus fostering a clear
professional identity. The focal period of thisdtispans 15 years during which newsmakers
were confronted with the industry’s transformatfoom printed newspapers to digital news
offerings. Changes in professionals’ discursivecticas reflecting changes in professional
identity were easily perceptible and abundantlysené. As such, our research context
appeared promising to examine the dynamics related to how professional identity shapes

and is shaped by strategic industry change.

4.3.2. Empirical setting

With the advent of digital technologies in the |1&890s, professional journalists working in
the printed newspaper industry became increasiogihfronted with the concept of internet
news. Internet news was mainly provided for fre@stly by foreign providers or small
information technology players who were not linkedarge print newsbrands and who relied
on online advertising to obtain revenues. Such news perceived as being something
different, often of less value and less accurateoimparison to print journalism which was
developed according to a strict deontological cof.journalists increasingly became aware
that such news did attract many readers and cautiehpally displace the value and role of
printed news made by professional journalists.

In the early- and mid-2000s, journalists at a numbfeBelgian newspaper titles started
experimenting with digital news and developing thHiest websites. These first versions were
very simple and static websites, resembling onéinghives of news content that had been
published in print. Digital news content was pr&ddfor free as the idea was that online

advertising would compensate for the loss in reesmasulting from declining print sales.

However, over the years it became clear that ordideertisement would not provide the
revenues the industry had hoped for. In the setatidof the 2000’s, different alternatives
were put forward to cope with this lasting lackre¥enues. Initially, newspaper brands were
used to leverage the strengths and reliabilityroftmews to digital news offerings. At a later
stage, the concepts of customer orientation antbewes service were introduced into the

profession of newsmaking. All in all, internet iresingly became recognized as a medium
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with its own strengths and added-value: digital siesteadily became as valuable as printed
news. It became combined and later on truly integravith printed offerings. As such, as of
the mid- and late-2000s, newssites transformedsdafihisticated websites, providing up-to-
date news content via interactive applications apécifically developed formats that

complemented printed news offerings.

In parallel, professional journalists’ work contegmid processes increasingly entailed the
development of specific online news pieces for WwebsThey were increasingly expected to
work for both print and digital channels or to ftino in integrated newsrooms, facing constant
deadlines. As a result, online newsmaking cap#slitbecame key in the journalistic

profession. Accompanying such changes, newspagech \wad hesitated to demand payment

for digital journalism, slowly started installingypwalls around parts of their digital content.

By early 2010, the advent of the iPad triggeredgiteeving embracement by journalists of all
kinds of technologies (mobile technologies, bigadatc.). Digital capabilities going beyond
mere newsmaking abilities became more importaniégournalistic profession. Journalists
needed to do more than write digital news, managae content, or select information

provided by clipping services, they also used tetigy to enrich news (via video, audio,

graphics, etc.), to engage in news forms of jousnmaldatajournalism, videojournalism, etc.)
and to approach readers in a personalized mansedlmn insights from user data. However,
while the iPad and additional technologies provesiriselves to be important instruments in
both the move towards increasing digital readersimg the facilitation of journalism as a
profession, it again became clear that digital stpgons would not compensate the loss in

print revenues.

Importantly, in the Belgian market the most impottdigital news players had always been
existing media groups holding large print newspaiges. As of 2013, a significantly
increasing number of purely digital news initiaBveame about, initiated by entrepreneurial
journalists searching for new avenues to bringrtjmirnalistic work to interested (niche-)
audiences, using different types of business moelg. crowdfunding) to sustain their
operations. These entrepreneurial journalists jpogtl themselves in specific roles (content
provider, service provider, platform creator, eto.p larger digital news ecology. They were
motivated by the wish to provide (niche-) news thas either fully automated by technology
based on data about reader preferences or, inasbniess impacted by commercial motives

and closely adhering to traditional journalistidues. In the latter case, professionalism was
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stressed and even elevated to the extent thafisgaafessional journalists became brands in
their own right, providing original work which adfeel diligently to the understanding of

journalism as thepower of democracy.

4.3.3. Data collection

The aim of our data gathering was to assemble gnsixe collection of evidence sources
through which we could longitudinally study the dissive practices of members of the
journalistic profession in the Belgian newspapelustry. As a collective, these professionals
produced numerous accounts of ‘text and talk’ (B&rrHuff, 1997). Specifically, we
systematically selected a variety of texts forgeaod 2000-2015 on the subject of digitization
in the newspaper industry, containing either dirgabtes from professionals or written
accounts by professionals. These texts includeisdes of the field’s main professional
journal, written by and for professional journaistontaining detailed writings on a large
variety of subjects related to evolving journatigiractices (2) press articles, collected through
exhaustive searches of databases such as Factv@aress, which contain direct quotes
from professional newsmakers in the newspaper tndu&) columns, editorials or essays
written by professionals and published in newspapar magazines; (4) interviews with
journalists in printed and audiovisual media (imedi debates, in news bulletins, in a
documentary, transcribed at verbatim) ; (5) medupgs’ elaborate annual reports containing
interviews with direct quotes and written accoumnsn professional newsmakers, (6) records
from industry-wide conferences, including speeched presentations by newsmakers. We
relied on these texts as the main data sourceutty stiscursive practices, as these represent
real-time renderings of professionals’ opinionguights and strategies (see Table 12 for an
overview). These texts represent the collectivarfothrough which professional identity was
developed, negotiated and made explicit by andltmembers of the profession. Via these
texts ideas and understandings were explicatedusked, debated, launched, retracted,
criticized, etc. across the professional scenalljinwe gathered governmental reports which
allowed us to understand the developments in thespaper industry in general. These consist

of reports covering industry structure and mediacemtration.
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Table 12 Overview data collection sources

remain

Data Source ltems Use in Analysis

Professional journal (The| 187 Newsmakers’ writingscapture their understanding

Journalist) issues | digitization’s impact on journalism as a profession

(12 to 20 pages per issue) (especially in terms of journalistic deontology, ko
processes and capabilities) and general evolutions
journalism.

Press articles, interviews, columns| 825 | Newsmakers’ direct quotes and writings capture rthei

editorials and essay41/4 to 5 pages items | understanding of digitization’s impact on journaligs a

per item, selected from 5 newspapers profession (especially in terms of journalistic dixdogy,

and 2 business magazines) quality news content and news ecology) and general
evolutions in journalism.

Annual reports 23* Newsmakers’ direct quotes and writings capture rthei

(> 1200 pages)** understanding of industry change and the appr@priat
options to engage in strategic change, to
journalistically relevant, and to be competitiveairdigital
context.

Reports and records from 3 12 Newsmakers’ accounts capture their understandimpgiof

industry-wide conferencesincluding points in the industry’s transition towards digitaéws

speeches, discussion  overviews, offerings and its impact on journalism. Accountsaal

workshop summaries, presentations, highlight newsmakers’ understandings about potiyntia

etc. (118 pages) fruitful opportunities for future (digital) journizim.

Governmental reports on industry 6 Chronological reconstruction of industry developtsen

structure and media concentration
(120 to 299 pages per item)

the transition towards digital news offerings atsdimpact
on journalism.

* Annual reports were only selected if a reporttaimed elaborate textual material (letters to stalders, opinion
pieces, etc.). Reports containing solely finanm@allts were excluded.
**As of 2011, certain annual reports were compiia collection of webpages and audiovisual fragspen

preventing an exact page count.
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Prior studies in strategic management have utiliweitten or verbal statements as indirect
indicators of cognition (Barr & Huff, 1997; Barrii@pert, & Huff, 1992; Kaplan, 2008b, 2011,
Nadkarni & Barr, 2008). As it is typical for theipted media industry and its professionals to
produce numerous writings on a variety of topinsluding digitization, and to share thoughts
and opinions in order to contribute to societalateb regarding these topics, we argue that
these texts consist of adequate renderings of gsimieals’ cognitive understandings about the
impact of digitization on their professional ideyntiFollowing Barr and Huff (1997), we argue

that such texts and talk constitute a real-timearfoin which cognitive frames are articulated

Of patrticular relevance for our study are the aot®in The Journalist, the most widely read
professional journal in the Belgian newspaper itrgussued by the field’s official association
of professional journalists. Accounts are writteyn and for professionals in the field of
journalism. As Nelson and Irwin (2014: 897) expleegarding the use of professional journals
in discursive practices studies, “although any améicle may reflect the opinion of its

individual author only, the corpus together is gadiive of the field”.

4.3.4. Data analysis

Because we argue that existing theory falls shorexplaining the processes underlying
professional identity transformation, we adoptediratuctive approach to identify and to
understand how professionals’ discursive practietzged to professional identity unfold over
time in the context of strategic industry changean iterative fashion, we engaged in numerous
cycles of confrontation between the qualitativeadamerging theoretical arguments and
existing theory (Locke, 2001; Miles & Huberman, 498&trauss & Corbin, 1998). Each
iteration directed us to additional lenses for datalysis or supplementary theoretical

constructs. Our analysis entailed four major steps.

Step 1: Creating first-order codes. We analyzed the data using open coding (Straussr&i,
1998), thereby selecting, categorizing and labeliirgct quotes and passages of written
accounts (Patvardhan et al., 2015). We broadly F#oagt quotes or passages representing
fundamental ideas, lines of thought or conceptgedlto digitization and its consequences for
the journalistic profession. To preserve the quaed passages’ meaning as assigned by the
professionals they were labelled ‘in vivo’ or a®wsd as possible to professionals’ own
language. Following an interpretative approach, ceatinuously made sure to capture

understandings of digitization as interpreted byfgssionals themselves, thus capturing our
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informants’ views of the world (Pratt et al., 200Quotes and passages drawing on common
understandings were assembled into provisionayoates and first-order codes (‘cross-media
work’, ‘redefinition of information sources’, ‘omie newsmaking capabilities’, ‘authenticity’,

etc.), which were continuously reassessed and soqgpited as we worked through the data.

Step 2: Creating theoretical categories. In this second step of our analysis, we moved from
open to axial coding, consolidating first-order esdinto second-order categories
(‘professional values’, ‘experimentation’, ‘identintegrity discrepancies’, etc.) (Locke, 2001;
Strauss & Corbin, 1998). We labelled these thensisguresearcher-centric codes, either
developed ourselves or retracted from existing mhetm reflect their more theoretical and
abstract nature (Strauss & Corbin, 1998). Of paldicinterest at this stage in our analysis were
the first-order codes reflecting changes or noesliin professionals’ discursive practices
regarding their professional identity (e.g., ‘radiéfon of information sources’, ‘digital
acceleration’, ‘hypertextuality’). We assembledsthénto two abstract second-order categories
reflecting two distinct types of discursive changhich we defined as ‘conversion process’

and ‘expansion process’.

Step 3. Creating aggregate dimensions. Next, we searched for aggregate dimensions
underlying the theoretical categories we identifiedgaging in theoretical coding (Glaser &
Strauss, 1967). Certain dimensions embedded intéramework clearly refer to concepts in
existing theory, such as identity ambiguity (Cor&yGioia, 2004) and professional identity
(Pratt et al., 2006). Others draw more closely dhtospecific relations among categories in
our research context, such as identity reconstnmuctrhich entails the previously identified
conversion and expansion processes. Our datagteuict Figure 5 illustrates the relations

between our first-order codes, second-order caiegand aggregate dimensions.

Step 4: Tracing dynamics. We arrived at a grounded theoretical model by foguen the
dynamic interactions among the codes, theoretiGbgories and dimensions in our
framework, thereby integrating static and detacbedes, categories and dimensions into a
dynamic process model. All first-order codes wedrmnologically traced to analyze at which
point in time codes were introduced and to whatofiirst-order codes and second-order

categories they could potentially be linked (sebl&d.3).

Chapter 4 / COGNITION AND PROFESSIONAL IDENTITY 116



Figure 5 Data structure (first-order codes, categdes and aggregate dimensions)

Traditional newsgathering and newsmaking BEFORE DIGITALIZATION
Fixed deadlines

Qualitative and meaningful digital news production  IN A DIGITAL CONTEXT
Internet as an information source

24/7 news production, constant deadlines
Focus on extensive weekend editions
Cross-media work

Integrated newsrooms |
Online newsmaking capabilities

Digital capabilities beyond online newsmaking
Content management and copy/paste editing
Extensive use of clipping services

Citizen correspondents

Work process

Independence

Correctness, objectivity, trustworthiness

Protection of information sources

Journalism as the 4th power of democracy
Originality

Quality of product (app, tablet version, etc.) is crucial

Professional values

Professional identity

Journalist as an expert (professionalism)
Journalist as a brand (reliability)
Journalist as an entrepreneur (entrepreneurial)

Self-conceptualization

New competitors (Facebook, Google,...)

Freemium business models and the prevalence of free news content

Increased coopetition (alliances between media groups, with Google, etc.)
Pageview journalism and click-through rates dominate online advertising models
Digital platforms as payment systems, as aggregators of news articles, as
distribution channels for news articles

Changing competitive
dynamics

Investments into printed news to ‘renew’ newspapers and newsmaking
Experiments with digital news, mobile applications, new business models, etc
Steady development of digital news and mobile news offerings

Experimentation

Getting editorial offices on board the digitalization movement
Need for digital HR profiles
Digitalization requires a full transformation of newsmaking organizations

Strategic change

Organizational
transformation




Differentiation between printed news and digital news

Irreconcilability of digitalization and quality journalism

Questioning the trustworthiness of digital news

Questioning the profitability of digital journalism

Problematizing the introduction of digital news (timing, cannibalization, etc.)
Problematizing copyrights in a digital age

Problematizing the use of print brands for digital news

‘Journalism is changing’

Commercialization of news (infotainment, pageview journalism, etc.)

Identity integrity
discrepancies
(Pratt et al., 2006)

What is the value and impact of business model innovation X
What is the value and impact of technological innovation X
What is the value and impact of journalistic innovation X

Emerging sense of identity
disruption

Identity ambiguity
(Gioia & Corley, 2004)

Redefinition of information sources

Quality journalism in a digital age: content is key

Integration and complementarity of printed and digital news

Speed of newsprocessing is key

Internet as a full journalistic medium

Investigative reporting 2.0.

Deontological code 2.0.

Local news has its merit in a digital context

Technology as enabler: enrichment of news via technological possibilities

Conversion process:
Attaching different meaning
to existing label

Hybrid products

Newsmaking as ‘selection” and ‘guidance’

Newsmaking as creating an experience

Newsmaking aimed at customer service and delight

Hypertextuality

Multiplatform newsmaking: ‘anytime anywhere’ mentality

New producers of journalism: citizen journalism, blogs, alternative journalism
Digital acceleration

New forms of journalism: data- and videojournalism, virtual reality journalism, etc.

Digital first mentality

Big data journalism defines reading, writing and advertising

Expert versus produser content

Editorial integration

Personalization

Cybersecdrity

Authenticity

New organizational forms for journalists: crowdfunding initiatives, platform
services, etc.

Identity reconstruction

Expansion process:
Development of new labels
to introduce new concepts




Table 13 Chronological mapping of first-order codes

S S 5 % 3
sl B & 2] 35 ]|c¢
o - ~ &
1stand 29 order codes >2000 22%%%' >2005 | >2007 | >2010 | >2013
Work process
Traditional newsmaking and newsgathering
Fixed deadlines X
Qualitative and meaningful digital news production X X X X X X
Internet as an information source X X X X X X
24/7 news production, constant deadlines X X X
Focus on extensive weekend editions
Cross-media work X X X
Integrated newsrooms X X X
Online newsmaking capabilities X X X[ X
Digital capabilities beyond online newsmaking X X
Content management and copy/paste editing X
Extensive use of clipping services X
Citizen correspondents X
Professional values
Independence X X X X
Correctness, objectivity & trustworthiness X X X X X X
Protection of information sources X X X
Journalism as 4th power of democracy X
Originality X X
Quality of product (app, tablet version,...) is calci X X
Self-conceptualization
Journalist as an expert (professionalism) X X
Journalist as a brand X
Journalist as an entrepreneur (entrepreneurial) X
| dentity integrity discrepancies
Differentiation between printed news and digitalvse X X X
Irreconcilability of digitization and quality jouatism X X X
Questioning the trustworthiness of digital news X X
Questioning the profitability of digital journalism X X X X
Probl_emgtizing the introduction of digital newsr{iing, X X
cannibalization, etc.)
Problematizing copyrights in a digital age X X X
Problematizing the use of print brands for digitaivs X X
‘Journalism is changing’ X X
_Comm_ercialization of news (infotainment, pageview X X
journalism, etc.)




Emerging sense of identity disruption

What is the value/impact of business model innavaeX

What is the value/impact of technological innovatk

X

What is the value/impact of journalistic innovatin

Conversion process

Redefinition of information sources (databasesiatoc
media, online newsmedia, clipping services, etc.)

Quality journalism in a digital age: content is key

Integration and complementarity of printed and tdigi

news

Speed of news processing is key

Internet as a full journalistic medium

Investigative reporting 2.0.

Deontological code 2.0.

x| X| X| X

Local news has its merit in a digital context

Technology as enabler: enrichment of news via
technological possibilities

Expansion process

Hybrid products

Newsmaking as ‘selection’ and ‘guidance’

Newsmaking as creating an experience X
Newsmaking aimed at customer service and delight X X X
Hypertextuality X

Multiplatform newsmaking, ‘anytime anywhere’ meiitta X

New producers of journalism: citizen journalismpds, X

alternative journalism

Digital acceleration X
New forms of journalism: datajournalism, virtual

reality journalism, videojournalism, automated joalism, X X
etc.

Digital first mentality X X
Big data journalism defines reading and writing X X
Expert versus produser content X
Editorial integration X X
Personalization X X
Cybersecurity X
Authenticity X
New organizational forms for journalists: X

crowdfunding initiatives, platform services, etc.




This allowed us to distinguish six different timerjpds during which cognitive understandings
of professional identity differed, as shown in Teb#. Importantly, these periods do not have
clearly defined boundaries, yet are initiated by ithtroduction of adapted or new discursive
rationales. As codes and combinations of codes apgdeand disappeared in discursive

practices, newsmakers’ understandings of profeakidentity changed.

By looking specifically at overall new combinatiooscodes and categories in relation to the
codes linked to conversion and expansion processesjere able to assess how these codes
fit into the time frames we identified. Hence, were able to study the conversion and
expansion processes in-depth and understand tloairsiiee dynamics involved (e.g. a
conversion process entails initiation through foiet label-meaning realignment and label
renewal). Ultimately, from this analysis our dynamrocess model on professional identity

transformation emerged.

4.4. FINDINGS

Systematic transformations occurred in newsmalkaaghitive understanding of professional
identity. Having chronologically mapped first-orderdes, as shown in Table 13, we identified
six time frames in our data. As illustrated in Tea#, these are each characterised by specific
cognitive understandings of journalism in a digitizage, the impact of digitization, and
professional identity. These systematic transfoionatin professional identity entail a move
from old-school conceptualizations of journalismdapioneering attempts with digital
technologies, over conciliator and integrator ustierdings of professional identity, to
technologist and ultimately entrepreneurial congalations of the profession. Ranging from
minor to major in effect and involving inherentlgw cognitive understandings of journalism,

digitization and identity, these transformationsroni the strategic industry change at hand.

More importantly, through our analysis we identifigvo types of discursive change processes,
namely conversion and expansion processes, whiaile wmployed by professionals to
discursively reconstruct a coherent professioratiitly, congruent with the strategic industry
change. We found that these discursive change gsesecontribute to professionals’
renegotiation of core elements constituting theémitity by converting old understandings of
professional identity into new ones and by expamdinderstandings of professional identity

by means of new elements. In what follows, we pedoeith an in-depth examination of the
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Table 14 Time frames reflecting systematic transfonations in professional identity

Old-schooal Pioneer Conciliator I ntegrator Technologist Entrepreneur
Approximate Initiated in 2000 2002-2006 Initiated in 2005 lattid in 2007 Initiated in 2010 Initiated 2013
timeframe
Cognitive Journalism under Hybrid news Internet as a full Journalism as an
understanding threat offerings Cross-media news mediurn Beyond digital news

of journalism

ecosystem

Cognitively grasping

the impact of
digitization

How will digitization

disrupt the businessp

How to develop a
business model for
digital news?

How can digital news
offerings reinforce
printed news?

How to integrate the
best of both print ang
digital news?

How to create value
I for newsmaking with
digital technology?

How to create a
successful
newsmaking
operation?

Cognitive
understanding of

Traditional journalist

Journalist as an
explorer of digital

Journalist as a
provider of cross-

Journalist as a guideg
with an eye for

' Journalist as a guide

Journalist as an

' entrepreneur in a news

professional identity possibilities media content customer delight enabled by technology ecosystem
Framlr:]gev?ll;dlgltal Differential Differential Differential Integrative Integrative Autonomous
Free digital news & Paywalls, aggregators  Crowdfundin
New business models online advertising | Hybrid offerings | Brand development Paywalls ywals, aggreg g

models

& platforms

& platforms



two discursive change processes related to idergitpnstruction. Next, we broaden our
framework to investigate the transformative dynaminderlying the occurrence of change in
professional identity, in so doing elaborating upba theoretical model resulting from our

analysis.

4.4.1. Discursive change processes: Reconstruction through
conversion

The definitions of journalism and news, what is me# be a journalist or newsmaker, and
what it means as a professional collective to pcechews in a digital age, emerged as essential
elements in professionals’ discursive practicesateel to digitization. Focussing on
newsmakers’ statements reflecting awareness ofyesan newsmaking, our data suggests that
professionals converted old understandings rekmaestwsmaking, into new understandings.
In what follows, we unfold such conversion procéss means of a central example in
newsmakers’ cognitive understanding of their preifesal identity. Additional illustrations of

conversion processes are presented in Table 15.

One specific element emerged as central to theittegmunderstanding of the professional
identity of newsmakers: the professional abilityptoduce quality journalism, i.e. qualitative
and meaningful news content according to the déogittal code of journalism. Prior to
digitization, for journalists the concept of qugjiburnalism represented a straightforward label
with aligned meaning. This label was incorporate itheir professional identity as a given.
However, impacted by digitization, quality jourrsati became a less straightforwardly
understood conceptAmbiguity based on identity integrity discrepanciegppeared in
professionals’ discursive practices related toctiecept. Identity integrity discrepancies can
be defined as experienced discrepancies in thastensy between the existing professional
identity and actual work content and processestt(Btaal., 2006). Printed and digital news
were treated as fundamentally different conceptsiepsionals thus engaged in differential
framing. Consequently, quality journalism and thitrilsutes linked to the label were
conceptualized as irreconcilable with digitizatiand digital revenue models. For many
journalists the label quality journalism could betreconciled with the concepts of free digital
news offerings supported by advertising returns dibit seem realistic to use the high-quality

print brands for digital products, since these bsarepresented the values associated with
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gualitative news offerings. Existing cognitive ungtandings of the meaning of quality

journalism prevailed in a changing industry context

Suchfriction between the existing meaning of the label quaditynalism and the strategic
industry change at hand, instigated newsmakersi¢éorogate and reevaluate the label and its
meaning. In their communications, professionalsaged in discursive efforts @ign label
and meaningAs such, over time newsmakers began to acknowltdy digital news offerings
could be reconciled with their aspirations to I ‘tvatchdogs of democracy’ and bring quality
journalism; statements reflect a change in newsnsakegnitive understanding of quality
journalism in a digital age. Instead of underlinthg difference between print and digital news
offerings, the value-creating possibilities offefag the integration and complementarity of
both were put forward. Professionals started emipimgsthe value of journalistic content
developed according to the deontological code wfrjalism, regardless via which channel or
device such content would be spread. In fact, satire of content was brought forward as the
ultimate element worth paying for, whether digitadr via print subscriptions.

“The coming years, the core of the editorial offiecdl inevitable shift from paper to electronic
applications. Newspapers and paper are not ineabig connected with each other. What

counts is content. An editorial staff produces Kedge and it is the quality of such content
that makes the difference to the reader.” 2007 fggsional magazine

“Some will dismiss it as old hat, but eventuallg tlirst answer to that question is quality
content. In casu: good journalism. That is not golyrnalism that capitalizes on new digital
possibilities related to accessibility, availabjlitflexibility and interaction. It also evolves
around strong journalism with respect to contenbddrn digital technology is in itself an
empty box. It is at least crucial that it is filledth quality journalism.” 2009, professional
magazine

The label quality journalism remained. However, éxisting meaning underlying the label
guality journalism (content which adheres to jolistie deontological rules and is offered for
payment via print) converted into an adapted mea(gontent which adheres to journalistic
deontological rules, whereby the format throughahiht is spread does not matter), congruent
with the strategic industry change at hand, thaslteg in therenewal of the labehs such.
“One thing is for sure: quality news content wilheays be needed to inform citizens. Whether
on paper, via waves, on pc, table or smartphone.griss will adjust to these evolutions. One

thing will stick: providing qualitative and trustwby information. And that is what makes us
proud to be journalists.” 2013, professional magezi

Chapter 4 / COGNITION AND PROFESSIONAL IDENTITY 124



Label

Table 15 lllustrations of conversion processes

Issue raising
driven by friction

Label-meaning realignment

Label renewal

Deadlines

The immediateness of the internet obliterates ticadil
deadlines.

The internet provides opportunities for speedy newslates,
combined with elaborate online or offline piecessulting in
continuous deadlines throughout the day and cootisunews
production at the reader’s service.

Speed of news
processing is key

Internet
journalism

Is the internet suitable for journalism? Print digital news
have different characteristics, are suitable fdifedent
applications.

Internet journalists are indeed true journalist®wanefit from and
exploit the specific characteristics of digital reevincluding the
speed of information, the interaction with readets,

Internet as a full
journalistic medium

Quality
journalism

Is the internet suitable for the publication of lkjya
journalism? Online news is unreliable, sources @aoe
checked, quick and ‘easy’ news is everywhere, spge
crucial and tops accuracy, etc.

Internet journalism can produce quality journalithe guidelines|
(deontology) of printed journalism (e.g. indeperzertorrectness
dbjectivity, trustworthiness) are transposed terinét media an
applied to meaningful digital content productiom goublication.

Quality journalism in
j a digital age: content
is key.

Investigative
reporting

Investigative reporting requires time, money, &
publication space. How to reconcile this with thpeedy
nature of digital news? How to transpose the coriyl@f
investigative journalism online? How to use thesinet for
investigative reporting purposes?

anthe internet offers opportunities as an informatounrce, to creat
multiple pages or click-through links per itemytsualize specific|
processes with graphics and videos, to uploadntesies, etc
Such added value offers numerous possibilities nieaningful
investigative reporting.

<]

Investigative reporting
2.0.

Deontological
code

How to report independently when relying on adwémt
returns? How to make sense of the enormous amadin
information on the internet? How to balance speéd
reporting and time-consuming fact checking prastic
What about referencing to other digital newsmediérat

Professional values (e.g. independence, correctrdgsctivity,
térustworthiness) must be redefined in a digital. ayghering to
such deontological code reflects professionalidsg i terms of]
edigital newsmaking.

Deontological code
2.0.

about propriety of online information?




To what extent and how can the internet be usedna

sThe internet offers a new range of information sear for

Information | information source? How to deal with the deontatadj journalists. Digital databases, social media pagesjine Redefinition of
sources protection of such digital sources? newsmedia, clipping services, and other sourcesitéée and| information sources
elevate journalists’ work .
Print and digital news have different charactassstiare| Print and digital news benefit from each othet# strengths of Integration and
Offline & suitable for different applications. Can journalistork for | both are combined to delight the reader with addgde. The use complementarity of
online both print and internet media? of integrated newsrooms enables cross-media eaptmitof news.| print and digital news
newsmaking in cross-media

journalism

Technology’s

Technology and the speed at which it changes reptes
threat as journalists cannot keep up with new dgrakents,

As technology improves, journalists have new toasd
instruments to create correct and relevant newseabrand to|

Technology as an
enabler: enrichment of

.g?ﬁ;ﬁ;ﬁ automatization takes over, etc. present it via multiple channels. Technology allgasgrnalists to| news via technological
J develop new capabilities in line with technologidalelopments. possibilities

Local Does local news still have value in a globalizedldian | Online local news can provide added value to digitaws| Local news has its
repg?t?ng which readers have access to news stories fronssthe| subscribers. Adopting a local angle in newsmakiogtributes to merit in a digital

globe?

originality and diversity in newsmaking.

context



Once meaning was adapted and the label as sucivednéhe converted concept of quality
journalism was reinfused into professionals’ cagritunderstanding of their professional
identity, thus coherently reconstructing such aentdy according to the strategic industry
change at hand. We traced multiple similar coneergrocesses in our data on professionals’

discursive practices, as illustrated in Table 15.

4.4.2. Discursive change processes: Reconstruction through
expansion

Focussing on newsmakers’ statements reflectingevess of novelties in newsmaking, our
data suggests that professionals expanded the#rstatidings related to newsmaking, thereby
integrating new elements into their understandingrofessional identity. In what follows, we
unfold such expansion process by means of two @leetiamples in newsmakers’ cognitive
understanding of their professional identity. Aduhitl illustrations of expansion processes are

presented in Table 16.

As a strategic industry change, digitization brdughth numerous innovations, ranging from
purely technological innovations (e.g. mobile tedgy, big data technology) over
journalistic innovations (e.g. journalism as anengnce, citizen journalism) to business model
innovations (e.g. platform services, aggregator el&)d Such innovations would instigate
newsmakers’ interest, as reflected in their disearpractices. However, innovations would
also entail the infusion aimbiguity based on an emerging sense of identi#gupiionsinto
professionals discursive practices. As noveltiegader uncertainty, professionals’ statements
would increasingly point to an emerging sense oéiptial disruption of their coherent identity
conception by innovations in their industry. Fastamce, driven by technological possibilities
a revenue model based on click-through rates we®puaard, yet also led to the development
of so-called pageview journalism or the creationdigfital news content based on readers’
specific click-through behavior. Whether such a elepment would lead to intensified
commercialization of newsmaking remained uncertaiher innovative developments
similarly resulted in ambiguity; as new technolag® business models would appear, the

opportunities or consequences of such innovatiamddwften remain vague at initiation.

Hence,driven by innovatiomt multiple points in time issues were raisedhewsmakers’
discursive practices\s novelties penetrated newsmaking, professionabmekers engaged

in the assessment of whether such innovations wsuitdheir profession. As such, new labels
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pointing to new concepts would be evaluated tossstige extent to which the label and its
provisional meaning would fit into cognitive undersdings of the profession and, hence,
professional identity. For instance, as big datehrielogy developed, the concept of
datajournalism came about. Such journalism engdlilpotential uses of big data to come up
with qualitative and meaningful journalism. Datajoalism allows the analysis of large
amounts of data by journalists, resulting in a fafrjournalism that is particularly relevant for
investigative reporting. The label datajournaligmd &s connected meaning were assessed and
refined in journalists’ discursive practices; italbe for and fit with the profession was
evaluated and defined.

“Thanks to the internet and the related rise ofajatirnalism, there is hope for better days.
And luckily there are also many whistle-blowers \ah® standing up. Many smart youngsters,
acquainted with computers, end up in journalism apgly new technologies to old-fashioned

curiosity. It increases the enthusiasm for invedtige reporting. And its [the journalistic
profession] role as® power regains in importance.” 2012, professionagazine

Suchlabel fit assessmentlitimately led to thentegration of the new labedt hand, thereby
expanding the set of labels related to the joustialprofession and, hence, the professional
identity. In other cases, such a label fit assessiad tothe rejection of a labeFor instance,
citizen journalism, which refers to news productimncitizens attempting to voice alternative
viewpoints, was assessed as unfit to match thef savels related to the journalistic profession
and, hence, the cognitive understanding of prodessiidentity. Citizen informants may
inform professional journalists, yet actual newsoduction according to journalistic
deontology was defined as a task for news expextgrofessionals.

“The development of new technology has turned eweliyidual into a potential journalist.

Many thousands of citizens have started producireyvs’ outside of the traditional media
boundaries. Have they all become journalists?” 200®fessional magazine

“Only professional journalists have the know-howve texperience, the accreditations, the
authority and the prestige that is needed to delgueality news content.” 2010, professional
magazine

“Today the challenges are immense. More than eseit important to distinguish true
journalists from others. By that, we refer to joalists that cover events in a professional and
independent way for a broad audience. Becauseeotdabhnological revolution, there have
never been as many rivals in the field — citizenpalists, communication professionals — and
that justifies more than ever that priority be givéo professional journalists.” 2011,
professional magazine
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Table 16 lllustrations of expansion processes

Label . Issue raising Label fit assessment Label integration
driven by innovation
Journalists contemplate experimental projects iespby | In an increasingly digitized professional conteixis but relevant
Hybrid the possibi!ities oft;ligitization, including digl!ytarchivgd that profes§ionals egperiment with and develop rjalistic '
products news cI_|pp|ngs_, printed newspapers targeting tltne_rmlet products with a hybrid nature to learn about therkeiaand Hybrid products
generation, printed newspapers providing shorefimet- | technological possibilities offered by digitization
like’ news items.
Journalists learn to navigate the large amountslaié| In an information overloaded context, journalisecéme guides
available on the internet to provide relevant nemstent.| who produce, select and evaluate relevant newsenbnihis Newsmaking as
Selection At a later stage, tools including (digital) newadkers and implies that journalists become content managers. ‘selection’ and
clipping services are increasingly used to seletgvant ‘guidance’
content.
As online newssites develop, journalists incredgingAs readers’ consumption of news changes, the jdigticecreation
News as an . . . . . . . . .
experience combine online and offlme content to prowde.rea.denh of ‘moments of news consumption’ or expenencgssieengthen Ngwsmaklng as
a complete concept. Online content is increasieghiched| readers’ loyalty to newspapers, both on- and afflin creating an experience
by videos, audio fragments, etc.
Technological advancements make it possible |fBroviding news anywhere, anytime and in an easynerarequires
. journalists to develop online news content that &e&n journalists to become more customer-oriented, ®pkiem mind| Newsmaking aimed at
Journalism : \ . . .
as a service consumed on dlfferen_t platforms_ (e.g. laptopsspe- mqupIatform presentation of news, to develop addpproducts customer service and
readers, tablets, etc) in a user-friendly manneg. (@asy| (tablet versions, news feeds, etc.). delight
online payment systems).
Rise of big data, online metrics, etc. Big dataexsfvaluable information regarding reading hahitig data in journalism
Big data click-through rates, etc. defines reading,
writing and
advertising
Hyperlinks make it possible for journalists to litkeir | Hyperlinks allow journalists to provide additioniaformation to
Hyper- online pieces to other internet pages readers, thus giving more depth to their articleptoviding them
textuality ’ ’ Hypertextuality

with the opportunity to click through to other redmt sites and

pages.




Digital first

Journalists experiment with uploading their artc
whenever ready and not waiting for them to be shield in
print upfront.

IeBy publishing articles digitally upfront, thus egjing the

immediate nature of digital news, editorial offiagsderline their
continuous on- and offline presence, their speaemdrting, their
trustworthiness.

Digital first mentality

Multiplatform
newsmaking

Technological advancements make it possible folees
to consult news on multiple platforms (pc, mobéé;.) at
any point during the day.

To service readers anytime, anywhere, journalistige news
content in multiple forms (text, audio, video), anultiple
platforms for a variety of adapted products. Jolistsgincreasingly,
translate one item in multiple forms to cater taders’ wishes.

Multiplatform
newsmaking and
‘anywhere anytime’
mentality

Professional
and citizen
journalism

Citizen journalists develop newssites on which thd&rofessional journalists differentiate their newsntent from
often to present alternatieentent provided by citizen journalists. Althougtizen journalists
viewpoints in relation to existing media, using iBas can play a role as an information source (citizemespondents),

provide news articles,

accessible software or social media applications.

professionalism in newsmaking is stressed.

New producers of

journalism: citizen

journalism, blogs,
alternative journalism

Tech-enabled

Digital technologies are put to use by journalistdevelop
relevant news content, e.g. scrapping the intefoet
information, data analytics to analyze big data,...

New forms of journalism and new applications arisech as
datajournalism, video journalism, gamification oewssites, the

New forms of
journalism:

spread of articles via social media, scrappingrteghes, etc. Techt datajournalism, virtual

journalism enabled journalism benefits from the developmentdifital reality journalism,
capabilities going beyond pure online newsmakirititis. videojournalism, long
reads,...
Digital The incorporation of all sorts of techniques, aggiibns,| Journalists benefit from the development of onlivevsmaking

acceleration

programs, tools, hardware and software to produae
bring to market digital news in an ever more effecand
efficient way.

&apabilities to produce qualitative and relevagitdl content.

Digital acceleration

Experts and
produsers

Readers use technological applications, espeaalbocial
media, to ‘self-publish’ or take part in societalbates on
digital channels.

Journalists differentiate their news content froontent provided
by so-called produsers. Whereas produsers occélgigmaduce
writings on a topic, journalists position themseahas experts in
newsmaking. Professionalism in newsmaking is stekss

Expert versus
produser content

Editorial
integration

New forms of digital advertising develop, includipgp-up
advertisements, native advertising, editorial inagéign,
etc.

New forms of digital advertisement put pressuretio@ strict
division between commercial aspects and journalé&gpects in the
newspaper business, and thus the independencebpaudivity of
journalists. Journalists must carefully protecsthboundaries and
‘walk the line’.

D

Editorial integration
and the
commercialization of
news




Personali-
zation

The collection and analysis of digital informatiam
readers and their reading preferences (measuredisia
through rates, etc.) allows for the presentation
personalized news content.

Personalization offers opportunities to provide dexa with
relevant news content. Apart from privacy issuesrnalists mus
bé aware that personalized news can potentiallg ke less
diversified news, thus undermining the role of jmalism as 4
democratizing medium (4th power). Journalists meestefully
protect this role.

Personalization

Cybersecurity

Datajournalism, investigative journalists using i@ib
sources, journalists’ online processing of datarrjalists’
online searches, etc. result in a new type of rifiks
journalists in terms of self-protection and thetpotion of
sources.

Journalists’ use of confidential digital data s@scand digita
processing of data sources necessitate journaiistslevelop
cybersecurity capabilities to protect data souraesording to
journalistic deontology.

Cybersecurity

Authenticity

General tendency to underline the authenticity
newstitles, newsbrands and professional newsmaéme,
reaction to industry consolidation, the commerzation of
news and the rise of infotainment newssites. Ribe
independent professional newssites focusing orepttd
and authentic piece development for specific ni¢tascs,
target groups, etc).

gidhering to the professional value of producing giorl
journalistic work, digital newsmaking initiativesifférentiate
themselves by focusing on authentic journalism.ebsity and
puralism obtained via such authentic news initiedi contributeg
to the demaocratizing role of journalisni'(gower)

Authenticity

News ecology

Professional journalists increasingly become pdrtoio
initiate digital news projects funded and organided
innovative ways, e.g. newssites developed arounel
journalist, newssites based on crowdfunding, ctiles of
freelancers offering newsarticles to platforms swh
Blendle, etc.

Journalism is becoming a news ecology with differantors
(journalists, platforms, press agencies, etc.) $omon specific
@spects of newsmaking and providing different typésnews
(infotainment, investigative journalism, etc.). dualists become
intra- and entrepreneurs in their pursuit of digifaojects.
Individual journalists develop newssites and becobrands
focusing on specific types of journalism, topids, Such pluralism
contributes to the democratizing role of journali@# power).

New organizational
forms for journalists
incl. crowdfunding
initiatives, platform
services, etc.



In sum, once a label and its meaning were deented fie integrated into the set of labels
related to professional newsmaking, the new coneegd reinfused into professionals’
cognitive understanding of their professional idtgnthus coherently reconstructing such an

identity according to the strategic industry chaagband.

4.4.3. A grounded model of professional identity
transformation and strategic industry change

The study of digitization and journalists’ relatedentity transformations provides an
instructive example of the evolving interactionvee¢n strategic industry change and the
dynamics related to professional identity transfation. Our process model, shown in Figure
6, captures the interactions between strategicsingiwchange as a whole and journalists’
evolving collective identity, as reflected and raséd by their cognitive understanding of
digitization. Specifically, it highlights how jouatists’ discursive reconstruction of
newsmaking via conversion and expansion processémmed professional identity

transformation. We examine this model in detathie following section.

Grounded in our data we found that professionahtitle is an ever-evolving construct.
Impacted by changes brought forth by strategic stryu change, including changing
competitive dynamics, experimentation by profesaisnand organizational transformation
instigated by digitization, professional identityodves. As existing work content and
processes, professional values and self-concepdtialns are influenced by digitization,
identity ambiguity arises. Such ambiguity eithevaleps from identity integrity discrepancies
arising from friction between existing cognitivedarstandings of professional newsmaking
and actual newsmaking in a digital context, or dasae an emerging sense of identity
disruption arising from all sorts of innovations thvi unpredictable consequences for
newsmaking. ldentity ambiguity instigates profesals to discursively reconstruct their
understanding of professional newsmaking. On the band, professionals engage in
conversion processes; driven by friction, old labate renewed to fit the digital context,
whereby professionals move from label-meaning geafient to label renewal. On the other
hand, professionals engage in expansion procedsesn by innovation, new labels are
integrated into the set of labels related to thafgasion, whereby professionals move from
label fit assessment to label integration or répect Ultimately, reconstructed cognitive

understandings of newsmaking feed back into prafeats’ cognitive understanding of their
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professional identity and its related conceptsdileg to transformations in such cognitive
understandingghis process is repeated over time and, characterized by systematic identity
transformations, the collective of professionaksdyrally renegotiates professional identity in

the context of digitization.

The six time frames that we identify serve as aewigeof this gradual process of interaction
between strategic industry change and professidaatity transformation. The evolution we
uncover, from old-school to entrepreneurial undardings of professional journalism and the
related professional identity, is enabled by midtiponversion and expansion processes
(illustrated in Table 15 and 16) that allow theamstruction of understandings of professional

newsmaking and hence the transformation of prajeasidentity.

The point is that as strategic industry change nesgges and its consequences become clear,
professional identity likewise transforms. Digitimen impacted professional identity
dynamics, for instance by influencing work procesard content. Likewise, these dynamics
impacted strategic change, for instance becauserstachdings of professional identity shaped,
sustained and steered experimentation, which sditedilorganizational change and influenced
competitive dynamics. As such, shifts in profesalshcognitive understanding of their
identity enabled them to contribute to the industimange at hand. As long as professional
journalists problematized the differences betweent @nd digital newsmaking, they were
unable to fully leverage digitization into theirgbession and benefit from its possibilities.
However, as they shifted to more integrative thigkithey were able to incorporate the
possibilities engendered by digitization to senttoar readers, thus to support their profession
and, ultimately, their own professional relevanEeally, moving even further, shifts in
cognitive understandings of the professional idgrmtilowed for a renewed understanding of
professional journalism as an ecosystem in whiclitpnews is developed and distributed by

entrepreneurial journalists.

In sum, Figure 6 illustrates how over time profesai identity is shaped by strategic industry
change, yet also highlights how professional idgntinderstandings can shape strategic
industry change, as specific core elements of mlism sustain, even in converted form, and
new core elements are integrated, allowing or disaging changes in newsmaking and, hence,

potential disruptive change in the industry.
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Figure 6 Theoretical model of professional identity transformation
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4.5. DISCUSSION

In this study we explored how journalists, as demtive, engaged in the reconstruction of
cognitive understandings of their profession irpogse to the digitization of their industry.
Specifically, by exploring newsmakers’ statemeatgarding the impact of digitization on their
professional identity, we identified two types adalirsive reconstruction processes, instigated
by professional identity ambiguity, through whichofessionals reconstructed a coherent
professional identity congruent with the strategdustry change at hand. By converting old
understandings of professional identity into news(conversion processes) and by expanding
understandings of professional identity by means@f elements (expansion processes),
professionals engaged in the reconstruction of eeenents related to their professional

identity.

Our study reveals the recursive interrelations betwidentity, cognition and strategic industry
change. As digitization changed competitive dynanaied ways of newsmaking, journalists’
cognitive understandings of their professional tdgnevolved, while new or adapted
understandings of identity shaped consequent degninterpretations of new digital
advancements and the digitized media landscapén fBterrelations defined the systematic
transformations in newsmakers’ understanding ofgssional identity that paralleled the

evolving strategic industry change.

Hence, our study contributes to scholars’ undedstenof how strategic industry change
interrelates to the professional identity of a edlive. Our model highlights the dynamics
underlying professional identity as an ever-eva\ionstruct and the importance of collective-
level processes with regards to such evolutionuderline the significant role of professional
identity in relation to strategic industry change industries populated by demarcated
professional collectives. As such, we respond teaent call in management literature by
Anteby, Chan, and DiBenigno (2016) for more redeam professions, as these matter in
shaping organizational and industry outcomes. Wmvsthat a better understanding of the
dynamics characterizing professional collectivedoved for an adequate scholarly

interpretation of industry dynamics, including stigic change (Anteby et al., 2016).
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4.5.1. Strategic industry change and continuous identity
transformation

By delving deeper into the processes through wipobfessional identity evolves and
transforms, we developed a grounded model whichetings the extensive potential of
intertwining identity theory and strategic managatmesearch to explain industry dynamics.
Our study highlights how shifts in professionalsgoitive understanding of their identity
enable them to cope with the strategic industryngkaat hand. While over time professional
identity is impacted by strategic industry chanigeturn professional identity also defines

professionals’ cognitive understanding of industinanges and their consequences.

Strategic change scholars have focused on the dgsamlated to the reconstruction of
meanings regarding change, including in case o#tegic change implementation,
organizational change, and organizational iderttéysformation, thereby often endorsing
Lewin’s (1951) three phase model of change whidgea from ‘unfreezing’ over ‘moving’ to
again ‘freezing’ processes. An illustration of s@stdorsement is Fiol's (2002) application of
Lewin’s model to organizational identity transfoma and her emphasis on the role of
language to reconstruct cognitive understandingsgdnizational identity (i.e., identification,
de-identification, re-identification). By showingwat dynamic process underlies professional
identity change and its discursive reconstructiotine level of a collective, our study affirms

but also extends these views.

On the one hand, although we did not depart fromis or any other conceptual model but
adopted an inductive approach (cfr. SonensheinQ)2@ilstudy the changing understandings
related to professional identity transformatiomioontext of disruptive change, the concept of
identity ambiguity resonates with the ‘unfreezipfase, the reconstruction processes echo the
‘moving’ phase, and the renewal of the professiddahtity resonates with the ‘freezing’
phase. As such, our study adds to the previouskytioreed stream of research in strategic
management that applies Lewin’s model to concepialhange, in our case professional

identity transformation, and the associated prooésseaning reconstruction.

However, on the other hand we extend such conciggatian, as our adoption of an inductive
approach allowed us to also capture tomtinuousnature of identity transformation. We
thereby pinpoint the role of two types of ambiguaty well as two specific collective-level

change processes (i.e., conversion and expanstoohwharacterise such continuous identity
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transformation and hence, process of meaning récmtien. By grasping the continuous
nature of professional identity change, our modmloenmodates for an understanding of
identity as a meaningful and intrinsically dynarmanstruct. Such a dynamic understanding
underlines the extent to which identity can be edred of as a social process in itself, as
opposed to a mere attribute related to an orgaaigaan individual or a collective of
professionals. It also allows us to engage in aotingh explanation of the professional
dynamics that continually permeate and shape inglasitcomes, as called for by Anteby et
al. (2016) in their request to reappraise professand professional dynamics in management
scholarship. As the authors posit, professionaladyins are so particular that a lack of
understanding of such dynamics could potentiallgdléo misinterpretations of industry
phenomena and processes (Anteby et al., 2016).e;lgnasping the continuous dynamics
related to professional identity transformatiomat for an adequate interpretation of strategic

industry change.

4.5.2. A social process at collective level

Our study also makes contributions to theory ohidg, in particular theory on professional
identity. Over the past decades, professional vamdk demarcated professional entities have
become increasingly present in our society, anuww that implies and underlines the
importance of constructing identities as professi@amd entrepreneurial (Ashford et al., 2007:
67). However, identity theory’s present focus onigoidentity or self-categorization theory,
although very valuable, has not sufficiently takemo account the unique situation
professionals of a demarcated collective are inalene in case strategic industry change
occurs (e.g., its impact on implicit and explicdrms, values, working rules or activities of a
demarcated collective of professionals). As protesd identities reside within groups of
professionals extending beyond organizational batiad, such identity exists at a higher level

of analysis than social identity, which actuallgides within a single individual (Pratt, 2003).

Our focus on the particularities of profession&ntity change at collective-level allows us to
theorize on the process of identity transformatiothin such a collective. Specifically, our
aim was to study collective-level processes linkied professional identity and its
transformation, as a collective identity and theialzation into it are a source of both
individual and organizational identity that remalnanderstudied (Ashford et al., 2007).

Therefore, in parallel to seminal leadership idgntesearch which concentrates on social
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claiming and granting processes amongst leaderfofladers (DeRue & Ashford, 2010), our

study pinpoints the social process by which prodesd identity is transformed.

Importantly, it does so by underlining the rolecotlective-level discursive practices in such
transformation. Research has disentangled the tapoe of verbal language in transmitting
collective identity conceptualizations throughowtadlective, thereby highlighting analogies,
myths, storytelling, metaphors, songs and sayisgaeans of such transmission (Pratt, 2003).
Moreover, the role of narratives in identity buiidiand reshaping dynamics at individual and
organizational levels of analysis has been higldéidhn a recent review of narrative research
(Vaara, Sonenshein, & Boje, 2016). Yet our studyastines the role of discursive practices in
the transformation of identity at collective levegirofessional identity is negotiated and
discussed among a demarcated entity of professi@asabss an industry and consequently, via
conversion or expansion processes, it becomes iméd8uch practices could be pinned down

in identity research as a form of identity workttheofessionals engage in at collective level.

Merely interviewing individual members of the calli’e would not have enabled us to map
and explain the evolutions that occurred in disgarpractices: it was the study of the entirety
of textual materials that were created and cireadlaamong members of the collective that
allowed us to reconstruct the dynamics underlyingfgssional identity transformation
processes. Particularly because journalists vmetned and expected to put in words or write
down (i.e., articulate) their cognitive understangdof the (evolving) professional identity, did

that identity further develop and crystalize acribescollective.

4.5.3. Future research

Our grounded model illuminates the processes bygtwprofessional identity is transformed.
However, whereas our study explains professionatity change due to the impact of a
disruptive technological innovation in the newspdapdustry, further research needs to refine
this picture by looking into different types of diptions, innovations and industry contexts.
Such studies would also allow the articulationpEafic boundary conditions in relation to the
grounded model we present. We identify general epts; for example two novel types of
ambiguity, arising from our case context, yet dedént context might present complexities

related to these concepts that are not fully captim our current grounded model.

In that respect, it would be of specific interesteplicate, compare and extend our findings

regarding professionals in the newspaper businétss professional collectives in different

Chapter 4 / COGNITION AND PROFESSIONAL IDENTITY 138



industries. For instance, architects are also gfaat demarcated collective with implicit and
explicit norms including deontological guidelineslespecifications. It would be interesting to
find out whether architects are similarly affectsdspecific types of ambiguity and similarly
engage in discursive identity reconstruction preessvhen impacted by disruptive change.
We find that journalists engage in two types ofcdisive reconstruction processes, yet are
there additional reconstruction processes at playtier collectives of professionals? Or might
there be specific barriers to engage in such diseeireconstruction processes in industries
where deontological guidelines and specificatioesset up differently (e.g. more strictly), for

instance in medical professions?

In addition to further elaboration of the concepesidentified, future research might look into
a number of specific findings in our study. First, particular interest could be to further
delineate how professional identity change andeleed transformation processes engender
entrepreneurial attitudes and behaviour in theeodntf strategic industry change. How can
professional identity transformation instigaterapede entrepreneurial behaviour or attitudes?
What are boundary conditions related to the devetog of entrepreneurial identities in
strategic change contexts? As entrepreneurial helvaappears to be an interesting option for
professionals to take matters into their own hamdsse of strategic industry change, studying
such linkage between entrepreneurship and professidentity change ought to shed light on
a range of topics, including opportunity recogmit@and exploration. A vast range of studies
have focused on identity-related characteristicerfepreneurs, including founder identity
(Fauchart & Gruber, 2011), entrepreneurial pas&ardon, Gregoire, Stevens, & Patel, 2013;
Murnieks, Mosakowski, & Cardon, 2014), and entrepres’ social identity (Sieger, Gruber,
Fauchart, & Zellweger, 2016). Moreover, the traosittowards entrepreneurship has been
studied in terms of roles and identity (e.g., DebeBarnett, 2005). Building on our study,
additional research into professional identity $fanmation (and the development of
entrepreneurial behaviour) in relation to stratégittistry change ought to bring new elements

to the foreground.

Second, we found that when an industry is strasdigichanging identity ambiguity can be
particularly salient at specific moments in timee8 its key role in professional identity
transformation processes, such ambiguity warramtsdr research. It would for instance be
interesting to examine our findings regarding threvedopment of professional identity
ambiguity in a context of disruptive change usihgary on emotional contagion (Barsade,

2002). Since professional identity change entailscdallective process of identity
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(re)construction (i.e. a shared social processkgxamination of emotional contagion or the
transfer of moods amongst members of a collectivkiis impact on industry processes ought
to shed new light on the role of emotions with relgao professional identity change. It would
be valuable, for example, to relate different typésambiguity to processes of emotional
contagion amongst professionals. Are specific tygfeambiguity more or less impacted by
emotional contagion? Does such contagion hindermmtivate professional identity

reconstruction? In what ways does such contadiomately aid or hamper strategic industry

change?

Third, future research could extend our findingscohiective-level identity transformation in
relation to strategic industry change by lookintpidynamics occurring cross-level. One of
the limitations of our study is that we solely fean collective-level processes. Consequently,
relating our findings back to individual- or orgaaiional-level processes could significantly
extend our work. On the one hand, introducing imtlial-level dynamics, research could for
instance focus on the manipulation of collectiveeleidentity transformation processes by
specific individuals, including change agents dluntial industry actors. What mechanisms
or actions could potentially be used by these iddials to instigate a sense of identity
ambiguity? Can these individuals impact, steeriodér expansion or conversion processes at
the collective level? On the other hand, addinganizational-level aspects, it would be
interesting to study the interplay between collezlevel identity transformation and
organizational change processes. How exactly dasmimg construction or framing at the
level of the collective interact or even interf@véh meaning construction at organizational
level? Since identity is an evolving and crossdeamcept, how does meaning construction at
multiple levels potentially result in identity cdiots across these multiple levels? Studying
such questions would require access to data ardift levels than the data we collected, to
study individual and organizational-level processes relating our findings back to dynamics
occurring cross-level ought to engender novel intsign identity transformation and industry
change as a whole. Regarding cross-level idemsgarch, an interesting path to develop future
research on professional identity transformatiod areaning construction, would entail the
explicit incorporating of theory on claiming andagting identities, more specifically
leadership identities (DeRue & Ashford, 2010). Autdial research into the collective-level
process of professional identity change could famusvho takes the lead in such process and
who grants such leadership. What gives an indiliduagroup of individuals the needed

credibility to instigate or, in contrast, hinderatiye? How does a process of claiming and
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granting leadership within a collective of professils unfold and how does such a process
potentially impact or interplay with the model weaegent on professional identity

transformation?

In sum, whereas questions remain, we hope our n&sedfers an initial stepping stone to
further develop insights regarding professionaintdg transformation and its relation to

strategic industry change.
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GENERAL CONCLUSION

This dissertation consists of three empirical stadhat explore a range of important processes
and practices at the crossroads of strategy amdpeaheurship research, including resource
orchestration processes, the evolutionary prodgfsaming strategic change, and professional
identity transformation processes. Specificalljpdus on cognitive understandings of these
strategically relevant processes and practicesttaidimpact onto strategic outcomes such as

strategic expansion, strategic change and straitegitia in industries in flux.

In the following, | provide a brief summary of tleesmpirical studies, thereby highlighting my
main contributions to strategic management reseaddpting a cognitive perspective on
strategy. | conclude by discussing avenues foréutasearch which ought to prove vital to

advance theory in the fields of strategy and engéregurship.

5.1. SUMMARY OF THE RESULTS AND CONTRIBUTIONS

The goal of this dissertation was to shed lighttlua impact of cognitive understandings of
strategically relevant issues onto strategic out®nn dynamic change context. The
development of strategic responses to disruptigdestry change is a major challenge for many
established firms, professionals in these firmsg, a@ntire industries in general. Inertial forces
grounded in the cognitive understandings of sucingk often hinder or impede strategic

change or strategic expansion.

Chapter 2 presents the first study of my dissentagintittedPortfolio entrepreneurship and
resource orchestrationThis study examines an entrepreneur’s evolvindewstanding of
resource orchestration processes in a dynamic tiydasntext. We highlight a range of

distinctive resource orchestration processes thjalag how the entrepreneur structures and
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rearranges resources and capabilities across teditims as he/she strategically expands his
portfolio of firms. Adopting a single-case studypapach and using interview and blog data,
we engaged in a longitudinal examination of therepreneur's enduring opportunity
exploration and exploitation efforts. Adding to tlierature on resource orchestration and
enduring entrepreneurship, our main contributiomsgsis of identifying specific cross-
portfolio resource orchestration processes thahota@prove especially valuable to survive
and engage in strategic expansion in a dynamia@mwient (Sirmon, Hitt, & Ireland, 2007;
Zahra, Sapienza, & Davidsson, 2006). At the samme,tive underline the entrepreneur’s
evolving ability to steer resource orchestration.afljust to the ever-evolving dynamics in his
industry context, we show that the entrepreneueligs an ability to identify, create, and
facilitate the diffusion of knowledge and capal@btwhen strategically expanding, which can
ultimately be considered as a dynamic capabilitgné€, we implicitly relate resource
orchestration processes and learning processesyesponding to Danneels’ (2011) call for

more work on ‘resource cognizing'.

Chapter 3 presents the second study of my dissertantitiedTalk the talk, walk the walk:
Framing strategic change following disruptiofhis study adds to a recent stream of strategic
management research that considers managerialtioogia be a dynamic process of meaning
construction, whereby meaning is created via thee afsframing processes (Cornelissen &
Werner, 2014; Gurses & Ozcan, 2015; Kaplan, 2008b)a call was launched in strategy
literature to trace the development of cognitivastaucts through analysis of textual sources,
we opted for a longitudinal interpretative studytektual materials produced in the Belgian
media industry that reflect the micro-level framimgcesses of two media groups’ decision-
makers (Kaplan, 2011a). We present a typology afning practices used in a highly
ambiguous environment, pinpoint the evolutionarpgeiss of framing and highlight that
decision-makers need to engage in reframing whditiadal information becomes available.
We also show that specific framing practices irsggrew capability development. In terms of
contributions, first and foremost we extend stratelgcision-making theory on the impact of
cognition on strategic change and strategic indxialeveloping such framing typology and
unpacking decision-makers’ evolutionary framinggasses in response to strategic industry
change. As such, we contribute to a growing stre&rsirategic management research that
looks at the linguistic side of strategy making (@dissen, Holt, & Zundel, 2011; Sonenshein,
2010; Vaara, Kleyman, & Seristo, 2004; Vaara, Sehem, & Boje, 2016; Vaara &

Whittington, 2012). Second, our examination of éhésundations of cognitive change and
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cognitive inertia, and thus strategic change aratesjic inertia, sheds much needed light on
the framing — and thus cognitive — dynamics undeglynew capability development and

absorptive capacity in established firms.

Chapter 4 presents my third dissertational studiylet Professional identity transformation
and strategic industry change: From ambiguity toaestruction.For this study we employed

a grounded theory approach to gain insights in® dignamic processes characterising
professional identity change in the context oftegga industry change. Using a tailor-made
data set comprising textual materials (writings @odversations originating from 2000 to
2015), we engaged in a longitudinal study of disiuar practices of professionals in the Belgian
newspaper industry, which reflect the occurrencehafnges in these professionals’ cognitive
understanding of identity. Specifically, we explaiwow professionals engage in identity
reconstruction processes: old understandings dégsmnal identity are converted into news
ones and understandings of professional identéyeapanded by means of new elements. In
terms of contributions, first and foremost, we shwe potential of intertwining professional
identity theory and strategic management researtietter understand how changes initiated
in professionals’ cognitive understanding of theientity mirror and impact industry-wide
strategic change. As such, we contribute to an gmgrstream of strategy research which
adopts identity theory’s emphasis on identity psses among collectives of individuals to
study industry-wide phenomena (Gioia, Patvardhaamiton, & Corley, 2013; Nelson &
Irwin, 2014). Our study of professional dynamicsgisheds complementary light on industry
dynamics at large (Anteby, Chan, & DiBenigno, 2016)addition, we extend identity theory
itself as we respond to recent calls to invigorasearch on professional identity and focus on
collective-level identity processes (e.g., Antebgle 2016; Ashford, George, & Blatt, 2007).
We underwrite identity theory’s conceptualizatidridentity construction as a social process
(DeRue & Ashford, 2010). Yet we extend theory byaentrating on the role of discursive
practices, and language in general, as a meamsatirtg (new) meanings among a collective.
Thus, identity (re)construction can be viewed as@al process, whereby language practices

are seen as socially conditioned yet also soctalhstitutive.

5.2. AVENUES FOR FUTURE RESEARCH

In the introduction of this dissertation, | emplzasi the importance of understanding the

cognitive foundations underlying strategy makingcimnging contexts. Recent studies in
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strategy and entrepreneurship aim to complementrakienal economist perspective on
strategy making by showing how cognition impactsitsegic decision-making in disrupted
contexts. These studies do so by examining theioeldetween cognition and a range of
strategic issues such as capability developmesturee renewal, and strategic innovation
(Benner & Tripsas, 2012; Bower & Christensen, 19R&plan, 2008a; Tripsas & Gavetti,
2000). Yet despite this established interest incibgnitive perspective in strategy, there are
still many constructs and methods to be explorpglied, tested, or challenged within this
domain of research (Kaplan, 2011a: 689). This diagen contributes to the need for work

adopting a cognitive perspective on strategic d@timaking in entrepreneurship and strategy.

However, the scope and far-reaching impact of dammion strategy drives the research
domain’s extensive potential for future work. Irckeaf the chapters presenting the empirical
studies that make up the body of this dissertatspecific avenues for future research are
outlined. In this final part, | highlight a numbef main avenues for future research that flow

from this dissertation and relate to strategy neseadopting a cognitive perspective.

A need for more strategy research on framing and reframing in disruptive contexts. In
Chapter 3, | concentrate on the framing practi@ssibn-makers at established firms engage
in when dealing with disruptive change. Adaptatiorchange requires experimentation with
new business models, the reallocation of resouam®ss businesses, new capability
development and the explorations of opportunitizenheels, 2011; Sull, 2009). | explain that
as decision-makers engage in adaptive and intggrdaming under highly ambiguous and
uncertain circumstances, framing ultimately impastsategic decision-making processes
regarding strategic adaptation and thus potentiategjic inertia. However, decision-makers
also engage in reframing when additional informaticomes available. Yet the specific
mechanisms through which such reframing occursylaat factors instigate or hinder such
reframing, remain to be explored. Insights regaydieframing mechanisms and factors
impacting such reframing could potentially shedhiign a number of relevant topics in
entrepreneurship and strategy literature that eelat shifting cognitive understandings in
contexts of change, including business model erpantation (Andries, Debackere, & Van
Looy, 2013), continuous morphing (Rindova & Kotl2801), absorptive capacity (Cohen &
Levinthal, 1990; Zahra & George, 2002), framing tesits (Gurses & Ozcan, 2015; Kaplan,
2008b), etc. More generally, the study of speciitaming practices and mechanisms would
add to the growing body of strategy work that cqgelizes strategy in terms of strategy as

practice. It would shed additional light on theerolf language as a vital strategic instrument
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for decision-makers in disruptive contexts (Vaarale 2004; Vaara et al., 2016; Vaara &
Whittington, 2012).

A need for more research intertwining identity theory and strategic management theory.
Chapter 4 focuses on the discursive practices Uidgr professionals’ cognitive
understanding of professional identity transformmin light of disruptive industry change. It
explains how discursive practices render and enaioiessional identity transformation, and
ultimately support strategic industry change. ®fyat management theory focussing on
strategic industry change has only recently stanearporating professional identity theory to
explain such strategic change (Gioia et al., 20lson & Irwin, 2014). Thus, with regards to
the study of industry-wide phenomena such as tipadtnof digitization, intertwining identity
theory and strategic management theory ought toeretey interesting interactions.
Specifically, the study of identity processes ofiamives of professionals who operate in
changing industries and potentially shape induside phenomena ought to represent an

interesting avenue for strategy researchers faogssi strategic industry change.

In that respect, Chapter 4 highlights that as jalists’ identity transformed under influence of
increasing digitization in the media industry, epreneurial behaviour became more
prevalent, i.e. journalists started acting as #drad entrepreneurs instead of mere employees
of a large media concern. Consequently, futurearebeought to delineate how professional
identity change and the related transformationgsees engender entrepreneurial attitudes and
behaviour in the context of strategic industry d®rsSuch research ought to shed light on how
identity transformation processes contribute toregareneurial activity as opposed to the
occurrence of strategic inertia within an industrylux.

A need for more multi-level research. The empirical studies in this dissertation show Hiogv
manifestations of cognitive understandings at qmeciéic level (i.e. at individual level in
Chapter 2 and 3, and at collective level in Chag)eimpact strategic outcomes at multiple
other levels (i.e. at portfolio level in Chaptera2,company level in Chapter 2 and 3, and at
industry level in Chapter 4). Hence, the preserstedies indicate that to fully grasp and
develop a profound understanding of the impactogin@tion on strategic outcomes, a multi-
level conceptualization of cognition’s manifestatend impact is called for. Opportunities for
multi-level research are numerous and ought toretgenovel insights that advance strategic

management research.
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For example, with regards to identity transformafiwocesses, strategic industry change may
imply identity transformation at multiple levels if@a et al., 2013; Nelson & Irwin, 2014;
Patvardhan, Gioia, & Hamilton, 2015). Hence, futtgsearch could extend our findings on
collective-level identity transformation by relaginollective-level processes to transformation
processes at individual or organizational levelwHio individuals, including change agents,
influential industry actors or well-connected demismakers, manipulate collective-level
identity transformation processes? How do collectervel identity transformation processes
interplay with organizational change processes? Hovraming processes at the level of the
collective interact or even interfere with framipgocesses at organizational level? The
development of multi-level insights on identity cige and strategic industry change ought to
engender novel understandings that could advamategic management theory on industry

change as a whole.

With regards to framing practices as the micro-ftations of cognition, future research could
contribute to the strategic management field bylarjmg the multi-actor construction and

reinforcement of strategic inertia across an ingukicing disruption. Extant research has
focused heavily on how decision-makers frame ingugtange and the ensuing organizational
change, emphasizing their aim to strategically rse&ch change, both at industry and
organizational level. For instance, literature emsegiving illustrates such focus (Gioia &

Chittipeddi, 1991; Maitlis & Lawrence, 2007), as lwas research on framing contests
(Cornelissen & Werner, 2014; Fiss & Hirsch, 200%rs&s & Ozcan, 2015; Kaplan, 2008b;
Zietsma & Vertinsky, 1999). Yet there is still aedgefor multi-level research that addresses
how the framing practices of a variety of indusagtors, including decision-makers at
established firms, professionals, and competifoistly contribute to strategic inertia within

an industry. By connecting a macro-level event, elgmndustry change, to micro-level

framing processes of multiple actors involved imaffected by strategic industry change, future
research ought to pinpoint to what extent and hioategic inertia is socially constructed over

time.

A need for rich research methods. Overall, the empirical studies in this dissertattmmprise
gualitative case study research, whereby an irg&afive, grounded theory building approach
was used for analysis. Case study research icpiary suitable to tackleowandwhytypes

of questions, and to study contemporary problemsviach theory is lacking (Eisenhardt &
Graebner, 2007), when no formalized expectatioaspasited and the formulation of strict
hypotheses seems premature (Eisenhardt & GraeBO6r,;, Suddaby, 2006). The future
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avenues for research outlined previously equakyrs hint towards the development of such

exploratory studies to achieve new insights.

The research methodologies employed in the empsgiadies in this dissertation advocate the
use of rich research methods for future studiesagmition and its impact. Existing strategic
management studies already adhere to the use tenvior verbal statements as indirect
indicators of decision-makers’ cognition (Barr & #ul997; Barr, Stimpert, & Huff, 1992;
Kaplan, 2008b, 2011b; Nadkarni & Barr, 2008). Oftjgalar relevance to strategy scholars
interested in capturing cognition are letters tarsholders in companies’ annual reports,
official documents that reflect beliefs at the fooat of decision-makers’ understandings
(Nadkarni & Barr, 2008). However, the empiricaldiés in this dissertation clearly show how
other types of written or verbal accounts may dgupfovide rich and detailed insights
regarding individuals’ cognitive interpretationgegifically when letters to shareholders are
not available (Chapter 2), when other textual doent® may supplement these letters to
shareholders and offer added value (Chapter 3)hen letters to shareholders are not the most
relevant sources to study (Chapter 4), alternaticeounts providing written or verbal
statements are needed to enrich the case studies development. In fact, the study of such

accounts offers new research opportunities.

In Chapter 2, apart from interviews, a most valaaaurce of information were the blogposts
and presentations the entrepreneur had writtergasash over the years. Following Barr and
Huff (1997), | posit that the main advantage ofuding such data sources is that such ‘strategy
texts and talk’ constitute a real-time forum thrbughich actors articulate their cognitive
interpretations. As such, in his blogposts the egmrneur articulated evolving cognitive
interpretations of the business environment, higfgleo of ventures, his use of resources
Hence, by including such accounts, a more elabaatk longitudinal understanding was
developed by myself and my co-authors regardingetiteepreneur’s evolving cognition and
learning processes related to resource orchestraflotential issues of retrospective bias
following the interviews, were significantly redutelLikewise, in Chapter 3 statements
originating from essays, columns, articles, andatiebwere added to supplement the annual
reports with letters to shareholders. Again, suata dources offered a real-time and very rich
account reflecting the cognitive interpretationshaf actors involved, thus allowing us to trace
patterns and evolutions over time (which we wowdtlhrave been able to reveal when limiting
ourselves to the study of letters to shareholdedsamnual reports). In Chapter 4, we were able

to grasp an ongoing debate regarding professiatltity and its evolution by looking at
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professional journal issues, as well as essaysnow, speeches and industry-wide conference
texts produced by industry professionals duringrgér period characterized by industry
change. It were in fact these rich accounts refigcthe ongoing debate on professional
identity, that offered us the research opportubityconnect strategic industry change and

identity transformation processes.

While searching, collecting, managing, and analyaach rich accounts can be challenging,
as well as the overall development of in-depth sdsdies, the use of rich research methods
ought to prove vital in the development of futureidées on cognitive interpretations.
Specifically, as a growing stream of strategy aesie focuses on strategy as practice whereby
the study of language (i.e. framing contests, m&es, discursive construction, etc.)
increasingly comes into play (Vaara & Whittingt@9,12), the use of rich and in-depth research

methods seems critical to advance strategic manageimeory.

5.3. GENERAL CONCLUSION

How does cognition impact strategic decisions amtcames? How do entrepreneurs,
managers, and professionals interpret and act d@oaptive changes and the opportunities
they bring forth? The findings in this dissertatiemphasize that individuals’ cognitive
interpretations of themselves and their environnmiggact strategic decision-making and
hence, strategic outcomes such as strategic instt&egic change, and strategic expansion.
How individuals interpret and frame strategicayevant issues, including resource allocation
and capability development, technological innovatiand identity-related issues, matters.
Employing rich research methods, this dissertatehreds light on an entrepreneur’s
understanding of resource orchestration processessaan expanding venture portfolio,
decision-makers’ evolutionary process of framingatsigic change, and professionals’
evolving interpretations of professional identitylight of strategic industry change. As such,
it advances strategic management theory on stcatdginge, strategic inertia and strategic
expansion in industries in flux, by addressing agea of strategically relevant processes

underlying strategy making in changing contexts.

Chapter 5/ CONCLUSION 152



5.4. REFERENCES

Andries, P., Debackere, K., & Van Looy, B. 2013n8itaneous experimentation as a learning
strategy: Business model development under unogytebtrategic Entrepreneurship Journal,
7(4): 288-310.

Anteby, M., Chan, C., & DiBenigno, J. 2016. Threades on ccupations and professions in

organizations: Becoming, doing, and relating. Acagef Management Annals, 10(1): 183-
244,

Ashford, S. J., George, E., & Blatt, R. 2007. Os$wmptions, new work: The opportunities
and challenges of research on nonstandard empldymeademy of Management Annals,
1(1): 65-117.

Barr, P. S., & Huff, A. S. 1997. Seeing isn't beliwy: Understanding diversity in the timing
of strategic response. Journal of Management Stud3): 337-370.

Barr, P. S., Stimpert, J. L., & Huff, A. S. 1992od@hitive change, strategic action, and
organizational renewal. Strategic Management JoutB8a15-36.

Benner, M. J., & Tripsas, M. 2012. The influencepabr industry affiliation on framing in
nascent industries: The evolution of digital carsei@trategic Management Journal, 33(3):
277-302.

Bower, J. L., & Christensen, C. M. 1995. Disruptigehnologies: Catching the wave. Harvard
Business Review, 73(1): 43-53.

Cohen, W. M., & Levinthal, D. A. 1990. Absorptivagacity: A new perspective on learning
and innovation. Administrative Science Quarterfy(13: 128-152.

Cornelissen, J., Holt, R., & Zundel, M. 2011. Thker of analogy and metaphor in the framing
and legitimization of strategic change. Organizastudies, 32(12): 1701-1716.

Cornelissen, J. P., & Werner, M. D. 2014. Puttiragfing in perspective: A review of framing
and frame analysis across the management and pagjanal literature. Academy of
Management Annals, 8(1): 181-235.

Danneels, E. 2011. Trying to become a differeng tyfocompany: Dynamic capability at Smith
Corona. Strategic Management Journal, 32(1): 1-31.

DeRue, D. S., & Ashford, S. J. 2010. Who will lesatl who will follow? A social process of
leadership identity construction in organizatioAsademy of Management Review, 35(4):
627-647.

Eisenhardt, K., & Graebner, M. 2007. Theory buitdifrom cases: Opportunities and
challenges. Academy of Management Journal, 50832

Fiss, P., & Hirsch, P. 2005. The discourse of dgiahion: Framing and sensemaking of an
emerging concept. American Sociological Review,1J029-52.

Gioia, D. A., & Chittipeddi, K. 1991. Sensemakingdasensegiving in strategic change
initiation. Strategic Management Journal, 12(63-438.

Gioia, D. A., Patvardhan, S. D., Hamilton, A. L. Grley, K. G. 2013. Organizational identity
formation and change. Academy of Management Anfiély; 123-193.

Chapter 5/ CONCLUSION 153



Gurses, K., & Ozcan, P. 2015. Entrepreneurshiggulated markets: Framing contests and
collective action to introduce pay tv in the USaflemy of Management Journal, 58(6): 1709-
1739.

Kaplan, S. 2008a. Cognition, capabilities, and mives: Assessing firm response to the fiber-
optic revolution. Academy of Management Journa{4x1672-695.

Kaplan, S. 2008b. Framing contests: Strategy makiger uncertainty. Organization Science,
19(5): 729-752.

Kaplan, S. 2011a. Research in cognition and styategflections on two decades of progress
and a look to the future. Journal of Managemendi8gy 48(3): 665-695.

Kaplan, S. 2011b. Strategy and PowerPoint: An irygumto the epistemic culture and
machinery of strategy making. Organization Scie@2¢2): 320-346.

Maitlis, S., & Lawrence, T. B. 2007. Triggers amhblers of sensegiving in organizations.
Academy of Management Journal, 50(1): 57-84.

Nadkarni, S., & Barr, P. S. 2008. Environmentalte@ty managerial cognition, and strategic
action: An integrated view. Strategic Managementidal, 29(13): 1395-1427.

Nelson, A. J., & Irwin, J. 2014. “Defining what wle—all over again”: Occupational identity,
technological change, and the librarian/internetrce relationship. Academy of Management
Journal, 57(3): 892-928.

Patvardhan, S. D., Gioia, D. A., & Hamilton, A. 2015. Weathering a meta-level identity
crisis: Forging a coherent collective identity far emerging field. Academy of Management
Journal, 58(2): 405-435.

Rindova, V., & Kotha, S. 2001. Continuous morphin@ompeting through dynamic
capabilities, form, and function. Academy of Managat Journal, 44: 1263-1280.

Sirmon, D. G., Hitt, M. A., & Ireland, D. 2007. Maging firm resources in dynamic
environments to create value: Looking inside tleekbox. Academy of Management Review,
32(1): 273-292.

Sonenshein, S. 2010. We're changing--or are weanghng the role of progressive,
regressive, and stability narratives during striatezthange implementation. Academy of
Management Journal, 53(3): 477-512.

Suddaby, R. 2006. What grounded theory is not. Aogdof Management Journal, 49(4): 633-
642.

Sull, D. 2009. How to thrive in turbulent marketkarvard Business Review, 87(2): 78-88.

Tripsas, M., & Gavetti, G. 2000. Capabilities, citigm, and inertia: Evidence from the digital
imaging. Strategic Management Journal, 21(10/11371

Vaara, E., Kleyman, B., & Seristo, H. 2004. Strage@s discursive constructions: The case of
airline alliances. Journal of Management Studié§ly 1-35.

Vaara, E., Sonenshein, S., & Boje, D. 2016. Narestias sources of stability and change in
organizations. Academy of Management Annals, 1@{3%-560.

Vaara, E., & Whittington, R. 2012. Strategy-as-picac Taking social practices seriously.
Academy of Management Annals, 6(1): 285-336.

Zahra, S., & George, G. 2002. Absorptive capachyreview, reconceptualization, and
extension. Academy of Management Review, 27(2):2A&%

Chapter 5/ CONCLUSION 154



Zahra, S. A., Sapienza, H. J., & Davidsson, P. 20B6trepreneurship and dynamic
capabilities: A review, model and research agejodanal of management studies, 43(4): 917-
955.

Zietsma, C., & Vertinsky, I. B. 1999. Shades ofagreCognitive framing and the dynamics of
corporate environmental response. Journal of BasiAeministration & Policy Analysis, 27-
29: 261-291.

Chapter 5/ CONCLUSION 155



Chapter 5/ CONCLUSION 156



