A holistic view on adaptive performance through
perceived novelty: How professors coped with
online teaching amidst the COVID-19 pandemic

Radboud Universiteit {g5?
) N

MiNe <

¥

MNINE-

Nijmegen School
of Management

A thesis written in partial fulfillment of the Master specialization in Strategic Human
Resources Leadership

Name: Wessel Grol

Student number: S1047102
Date: August 9, 2021

Supervisor: dr. R.L.J. Schouteten
Second examiner: Dr. F. Poutsma

Nijmegen School of Management
Radboud University



Abstract
Background: Previous literature has recommended to specify the size of change, which necessitates
adaptive performance, to further explain the construct. To this end, this study explored the prior unclear
role of perceived novelty among professors adapting to the change to online teaching at the Radboud
University. This novelty represents how much has changed, which is determined by individual perception.
Methods: This study applied a qualitative approach to explore the role of perceived novelty in the adaptive
process and performance. Interviews were held with professors to understand the adaptive process, and
to discover the coherence of the concepts of interest.
Results: A holistic conceptual model was developed from the data representing the adaptive process in
this empirical context. The adaptive process occurred as a time course of overcoming novelty. The speed
and ease by which novelty was overcome represented the adaptive performance. Various internal and
external enablers and barriers were identified, which explain how the professors were able to overcome
novelty.
Conclusions: This study concludes that a holistic approach to the adaptive process can explain the adaptive
performance in an innovative way. Future research can use this model to test its robustness in and across
other empirical contexts and occupational groups.

Keywords: Perceived novelty, adaptive performance, adaptive process, holistic model of adaption,
qualitative research
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1 Introduction

Our ability to adapt is and has always been a major contributing factor to the evolution of our species.
Even nowadays, where the life goal has shifted away from mere survival, adapting is necessary for us to
succeed in and contribute to the world around us (Brandon, 1978). Especially in light of the current COVID-
19 pandemic, adapting has become of greater priority and urgency. Many people had to leave their jobs,
adapt their business plan, or deal with other drastic changes in their professions (Galea & Abdalla, 2020).
Adaption in organizational context has been widely studied, displaying its important position in both
research and practice (Baard, Rench, & Kozlowski, 2013). To illustrate, literature regards adaptive
performance as essential to a wide variety of employee and organizational outcomes such as employability,
innovation, effectiveness, all crucial to employee and organizational success (Baard et al., 2013; Fugate,
Kinicki, & Ashforth, 2004; Van Der Heijde & Van Der Heijden, 2006). Adaptive performance is the quality
or ability of an individual to adjust something or oneself to occurring changes in work situation (Shields,
2001). Despite much progress in research regarding adaptive performance, literature still considers it as
broad, complex, and diffuse (Baard et al., 2013; Ward, Gore, Hutton, Conway, & Hoffman, 2018).
Specifically at the individual level, further research is required and recommended regarding adaptive
performance. (Baard et al., 2013; Bohle-Carbonell, Konings, Segers, & van Merrienboer, 2016). Further

understanding of the concept of individual adaptive performance is therefore the goal of this research.

Various studies have argued that not necessarily the conceptualizations of adaptive performance are
underdeveloped, but rather that knowledge is lacking of what precedes it, which then can further explain
adaptive performance (Baard et al., 2013; Bohle-Carbonell et al., 2016; Pulakos et al., 2002). For example,
literature has recommended to further study its root cause, which is change (Baard et al., 2013; Bohle-
Carbonell et al., 2016). Changes occur prior to adapting. Even when the individual adapts proactively, the
upcoming change is observed prior to the execution of adaptive behavior (Van der Heijde & Van der
Heijden, 2006). One does not adapt oneself with the mere purpose of adapting, it is a coping mechanism
of change. The two concepts are so closely related that literature used descriptions as ‘coping with change’
or ‘dealing with change’ to define adaption, nonetheless the two are not synonyms (Bohle-Carbonell et al.,
2016). Literature argued that changes occur in various forms that necessitate different forms of adaptive

behavior (Baard et al., 2013).

The fundaments of change boil down to three aspects, namely “what has changed, how much it has

changed, and the flux of these changes” (Baard et al., 2013, p. 91). Various studies specified what has



changed, or the flux thereof. However, insufficient empirical studies specified ‘how much has changed’, or
how large the change is, despite being fundamental in change (Allworth & Hesketh, 1999; Bell & Kozlowski,
2008; Bohle-Carbonell et al., 2016). The essential difference between what has changed and the size
thereof is best illustrated with an example. Due to the COVID-19 pandemic, professors had to adapt from
teaching at university to online teaching. What has changed is thereby similar for the professors. Yet, the
difference in impact of this change can still differ individually as some professors may find the change more
novel or larger than others. The constructs novelty and change are deeply intertwined as change implies
novelty and novelty implies change (Frigotto, 2020). Novelty does not just imply complete and genuine
newness but is always occurring in differing degrees (Frigotto, 2017). In this study, the size or impact of
change implies the degree of novelty as they both imply the difference between the old and new situation

(Bohle-Carbonell et al., 2016; Frigotto, 2017).

Generally in existing literature, novelty was considered in binary as new/not new, rather than in degrees
(Frigotto, 2020; Rosenkopf & McGrath, 2011). Otherwise, researchers referred to ‘novel situations’ to
which individuals adapt, while they hardly specified the degree of novelty of this situation (Bohle-Carbonell
et al., 2016). This is notable as, despite being neglected, other research considers novelty as a central
construct to adaption (Frigotto, 2016, 2020). Regardless of the neglect, several studies argue to specify the
degree of novelty in future research to further understand adaptive performance. Only once it is clear how
much has changed, one can capture adaptive performance accurately. The larger the change, the more

difficult it can be to adapt to it (Bohle-Carbonell et al., 2016; Frigotto, 2016).

Literature argued that it is difficult to determine the degree of novelty and its effects on adaptive
performance (Baard et al., 2013; Bohle-Carbonell et al., 2016). The concept of novelty is by nature difficult
to grasp and thereby hard to define and measure (Frigotto, 2017). For one, novelty is always relative to
how it is perceived by individuals (Tidd & Bessant, 2020; Wells, Campbell, Valacich, & Featherman, 2010).
Like the earlier example, one professor may perceive the change to online teaching as extraordinary new,
while another may not perceive the same change as very new or disruptive. This is a discrepancy between
the actual novelty and perceived novelty (Wells et al., 2010). This discrepancy arises from an established
sociological principle. Briefly, it implies that not the objective reality but the perceived situation
determines how individuals behave to it (Merton, 1995). Perception at large is found to play a major role
in various social studies, including adaption studies (Ward et al., 2018). Moreover, specifically perceived

novelty showed to be influential in studies like innovation or marketing, but it is overlooked by



organizational behavior studies, like adaption (Hopp & Gangadharbatla, 2016; Tidd & Bessant, 2020; Wells
et al., 2010). Organizational behavior studies have inappropriately viewed novelty as a binary and/or
objective measure rather than determined by individual perception, while especially in these studies the
notion of perception is fundamental (Boon, Den Hartog, Boselie, & Paauwe, 2011; Frigotto, 2017; Merton,

1995; Nishii & Wright, 2007; Wells et al., 2010).

Concludingly, perceived novelty and adaptive performance are likely related, but evidence is missing about
the way in which the two are related. Understanding this relationship could be important to further
understand adaptive performance. Thus, this study aims to gain insight into how these two concepts are
related to further explain adaptive performance. This provides the problem statement: How is perceived

novelty related to individual adaptive performance?

This thesis carefully specified the context to be able to effectively study how perceived novelty is related
to adaptive performance. The disruptive change professors experienced, namely the shift from physical to
online teaching provided an ideal opportunity for this study. This change accurately fits to discover how
perceived novelty is related to adaptive performance, because the actual novelty of this change is clear
and concrete. Objectively, the novelty is indifferent as all professors suddenly had to adapt to the change
to online teaching. This allows to effectively study the role of perceived novelty in adaptive performance,

as the perceived novelty may still differ (Merton, 1995; Tidd & Bessant, 2020).

To achieve the goal of this research — further explaining adaptive performance — chapter two presents a
literature review. This chapter clarifies the core concepts ‘perceived novelty’ and ‘adaptive performance’
to understand their respective meaning in this study, which allows to study them empirically. In addition,
the literature review aims to discover how these concepts could potentially relate to each other, which
provides direction in how their relationship could be explored empirically. Hence, the literature review
ultimately serves to clarify which empirical information is required to answer the problem statement.
Subsequently, chapter three then explains how the required information is obtained to answer the
problem statement. This methodology chapter outlines the empirical study design and execution, the data
analysis, and how insights into the relationship of perceived novelty and adaptive performance are gained.
The purpose of the fourth chapter is to present the obtained results from the data analysis of the empirical
study. The fifth and last chapter outlines how these findings are in line with or differing from existing

literature, and what this implies academically and practically.



2 Literature review

2.1 Adaptive performance
To empirically study the relationship of perceived novelty and adaptive performance, this chapter first

reviews literature on adaptive performance, being one of two main concepts in this study. The aim of this
literature review section (2.1) is to understand what the construct ‘adaptive performance’ implies in the

context of this study so that it can be studied empirically.

The introduction explained that literature regarding adaptive performance is widely available, but also
diffuse. According to literature, adaptive performance can be defined along three dimensions that enable
the study of adaptive performance empirically. Adaptive performance is defined by (1) which types of
change(s) (e.g. large or small), (2) at which level (e.g. organizational or individual), and (3) through which
mechanism of the adaptive process (e.g. cognitive, behavioral) (Baard et al., 2013). The context of this
study concerns adaptive performance to one specific disruptive change (change to online teaching) and at
the individual level. Finally, to accurately interpret the adaptive performance, this study considers the
complete adaptive process. This means that adaptive performance in this study encompasses the quality
of an individual's adaption process, not only in behavioral terms, but also cognitively, such as learning over
time (Neal et al.,, 2006; Ward et al.,, 2018). These three dimensions together show what adaptive
performance means in this study; the quality of an individual’s adaption process in the change to online

teaching.

To further clarify what adaptive performance implies, this study uses the acknowledged Taxonomy by
Pulakos et al. (2002). The Taxonomy categorizes adaptive performance in eight dimensions in which
individuals perform. Not all dimensions are practiced in the context of this study, so not all eight
dimensions are included. The context concerns the change for professors to online teaching. Therefore,
this study only considers adaptive performance in the topics of (1) Solving problems creatively, (2) Dealing
with uncertain or unpredictable work situations, (3) Learning new tasks, technologies, and procedures, (4)
Demonstrating physically oriented adaptability, and (5) Handling work stress. Chapter three outlines how
these dimensions are empirically studied. This concludes section (2.1), as it clarifies what adaptive

performance implies in this study and how it can be studied empirically.



2.2 Predictors of adaptive performance
This study is interested in discovering how perceived novelty and adaptive performance are related. To

discover this relationship, it is relevant to review available literature regarding other important factors in
adaptive performance. By knowing which other factors besides perceived novelty are relevant to adaptive
performance, this study can further discover the role of perceived novelty in adaptive performance.
Therefore, the aim of this literature review section (2.2) is to clarify which other factors besides perceived

novelty are relevant to adaptive performance in the context of this study.

Literature on related factors to adaptive performance mostly considered predictors. Literature has tested
a great number of different individual characteristics as predictors for adaptive performance such as the
Big Five traits, cognitive abilities, or motivational factors (Baard et al., 2013; Stasielowicz, 2020). This shows
that many factors could potentially be relevant in further understanding the relationship of perceived
novelty and adaptive performance. This makes it uncertain which factors are relevant to include and which
are not. Yet, the goal of this study is not to test the validity of existing predictors, but to use other factors
to further interpret how perceived novelty and adaptive performance relate. Therefore, this study
considers the predominant ones in literature. The acknowledged Taxonomy by Pulakos et al. (2002) used
three individual characteristics as predictors, namely past experience adapting, interest to adapt, and self-
efficacy to adapt. These predictors serve their purpose in this research for various reasons. The primary
reason for using specifically these predictors, is that Pulakos et al. (2002) used them for predicting exactly
the dimensions of adaptive performance used in this study, and they did so with high content validity.
Besides that, the study by Pulakos et al. (2002) shows to be fundamental and exemplary to numerous later
studies on predicting individual adaptive performance. However, these subsequent studies never attained
more useful alternatives over the ones by Pulakos et al. (2002) (Baard et al., 2013; Griffin & Hesketh, 2003).

For these reasons, this study includes the three predictors of adaptive performance by Pulakos et al. (2002).

This section (2.2) concludes that due to the high number of tested individual characteristics as predictors,
it is uncertain which factors exactly are the most relevant in understanding the role of perceived novelty
in adaptive performance. In addition, this section outlined why the included three predictors by Pulakos
et al. (2002) may be relevant in this study. To be able to further discover the relationship of perceived
novelty and adaptive performance, the next section (2.3) explains the meaning of the concept perceived

novelty.
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2.3 Perceived novelty
To empirically study the relationship of perceived novelty and adaptive performance, this chapter reviews

literature regarding perceived novelty, the second core concept of this study. The aim of this review
section (2.3) is to clarify what ‘perceived novelty’ implies in this study, which enables to empirically study

its relationship with adaptive performance.

Novelty at large has previously been ambiguously defined in literature, and the tendency was to consider
it as a binary (novel/not-novel) or objective measure (Rosenkopf & McGrath, 2011). One of the studies
that shed light on the complex concept was the elaborate review by Frigotto (2017). Novelty, according to
Frigotto (2017), implies the opposite of knowledge as it is not known yet, therefore it emerges as some
‘new knowledge requirement, provision, or demonstration’. Novelty manifests itself in many if not all
occurrences like; technologies, theories, resources, products, but also emergencies or diseases. Frigotto
(2017) differentiated between positive novelty like innovation, and negative novelty like the pandemic
causing professors to teach online. This distinction is relevant, as adapting to positive novelty may require
different skills compared to the negative novelty that appears in this study (Frigotto, 2017). Frigotto
further defines novelty along three dimensions (Frigotto, 2017). This section elaborates below upon all
three dimensions, to clarify whether these dimensions also describe specifically perceived novelty in this

study.

Novelty firstly always occurs in some degree with respect to what is known (Frigotto, 2017). Degree implies
the ‘size of change’ and the ease of adapting to it. This line of reasoning contradicts any binary definition
of novelty as novel/not novel as the degree of novelty implies how novel. This study considers the degree
of novelty as the most crucial dimension of perceived novelty in the context of adaptive performance.
Adaptive performance means how well one coped with the respective change. The larger/ more novel the
change, the harder it may be to adapt to it. Hence, considering the degree of novelty is vital in the context

of adaptive performance.

The second dimension implies that (the degree of) novelty is by nature relative. Novelty is relative in two
ways, namely in absolute and relative terms. Absolute novelty implies novelty relative to the current state
of knowledge in the world independent of individual perception, while relative novelty implies relative to
individual perception in this study (Frigotto, 2017). Even though absolute novelty exists, it is insignificant

to individual adaptive performance as the degree of novelty is always dictated by individual perception

11



(Blythe, 1999; Tidd & Bessant, 2020). This study disregards the influence of absolute novelty by focusing
on the change to online teaching, which is equally novel to all professors in absolute terms. Perceived
novelty will then still vary as individuals may still perceive the impact of change differently (Tidd & Bessant,

2020).

In her study Frigotto (2017) also refers to a third dimension called awareness of novelty, instead of
perceived novelty. Essentially, the dimension implies that individuals must be aware of what really is new
to them and what is not, to act deliberately. Awareness resonates strongly with perceived novelty because
a difference in awareness also implies a difference in perception. For example, a person who owns an older
iPhone is aware that the new iPhone resembles his/her older iPhone, and therefore also perceives the
iPhone as less novel compared to someone who has never seen an iPhone in his or her life. But perceived
novelty encompasses a wider scope than awareness of novelty, as perceptions also occur while a person
is unaware (Schacter, Gilbert, Wegner, & Hood, 2011). Moreover, subjectivity comes into play when
novelty is perceived, which determines the succeeding behavior (Hopp & Gangadharbatla, 2016; Wells et
al., 2010). To avoid ambiguity, this study does not focus on both awareness and perceptions of novelty
and disregards awareness of novelty. This concludes section (2.3), as it clarified what perceived novelty
implies in this study with a literature review regarding novelty at large. Novelty in this study means the
degree of newness and impact of the negative change to online teaching. This degree is relative to how
individuals perceive it. This description of perceived novelty is used to discover its relationship with

adaptive performance.

2.4 Perceived novelty and adaptive performance
The aim of section (2.4) of the literature review is to explore how the two constructs adaptive performance

and perceived novelty could potentially relate. With this information, this study can empirically uncover

the relationship because this section clarified the required approach to do so.

The main approach to explore how perceived novelty and adaptive performance could relate is by
reviewing literature regarding the adaptive process. In existing literature, the adaptive process is described
as a twofold of perceiving situations and executing adaptive behavior (Ward et al., 2018). The former part
is cognitive, where the perception of novelty takes place, and the latter is where performance is expressed
with certain acts of behavior. As outlined in section (2.1), adaptive performance encompasses not only the

acts of behavior, but also the cognitive such as learning. Following this literature, perceived novelty could
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be important to adaptive performance being part of the cognitive adaptive process (Bohle-Carbonell et al.,
2016; Frigotto, 2016; Ward et al., 2018). However, literature on the adaptive process does not clarify how
the two concepts actually relate, whether perceived novelty is for example a predictor or an antecedent
to adaptive performance. So further empirical study into the complete adaptive process is required to

uncover in what way the two concepts relate.

Moreover, literature on the adaptive process does not clarify how important perceived novelty is to
adaptive performance, for instance relative to other factors. The three predictors of adaptive performance
by Pulakos et al. (2002) from section (2.2) could help clarifying this importance. A literature study regarding
the relationships of perceived novelty and these predictors may thus further indicate how perceived
novelty and adaptive performance relate. This concludes section (2.4) as it suggests how the relationship
of perceived novelty and adaptive performance could be discovered, namely by empirically studying the
adaptive process. Aside from that, the next section (2.5) will review literature on the relationships of
perceived novelty with other potentially relevant factors in adaptive performance, to further discover the

role and importance of perceived novelty in adaptive performance.

2.5 Perceived novelty and the predictors of adaptive performance
As outlined in section (2.2) and (2.4), this study includes three predictors (past experience adapting,

interest to adapt, self-efficacy to adapt) to further interpret the role and importance of perceived novelty
in adaptive performance. To this end, section (2.5) reviews literature on the relationships of perceived

novelty with the three predictors by Pulakos et al. (2002).

First, this section discusses the relationship of perceived novelty with past experience adapting. Past
experience is one of the fundamental aspects of novelty (Frigotto, 2017). Past experience grounds the
extent of what is familiar to an individual, the polarity of novelty (Frigotto, 2017). Without any past
experience, anything is novel (Liao, Yeh, & Shimojo, 2011). For example, a professor who has already had
experience with teaching digitally will likely perceive teaching online as less novel, compared to a professor
with no experience teaching digitally. Being familiar due to past experience implies that it is less novel, so
the two are closely related (Schacter et al., 2011). This suggest that past experience adapting and perceived
novelty may potentially highly resemble in how they are related to adaptive performance, and thus
perceived novelty could also be a predictor of adaptive performance. Pulakos et al. (2002) recognized past

experience adapting as one of the strongest predictors to adaptive performance, so perceived novelty may
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potentially be strongly predictive as well. However, no literature exists on how past experience and
perceived novelty exactly relate in the context of adapting. So, whether perceived novelty is or could be a
strong predictor of adaptive performance remains conjecture. Empirical evidence may contribute to

further understanding this relationship.

The second topic of this section is the relationship of interest to adapt and perceived novelty. Individuals
with a high interest to adapt may be more comfortable with negative novelty than individuals with a low
interest to adapt, by considering it as challenging rather than a problem. Albeit, literature available
regarding this relationship is not about how interest affects novelty, but how novelty affects interest
(Swanson & Ramiller, 1997). But these studies mostly concern ‘positive novelty’, instead of the negative
novelty occurring in this study (Mukherjee & Hoyer, 2001; Smith, Ellsworth, & psychology, 1985; Van der
Sluis et al., 2014). So, novelty and interest may relate in the context of adapting, but whether and how is
unclear in current literature. Again, empirical evidence may contribute to further understand this

relationship.

Lastly, this literature review concerns the relationship of self-efficacy to adapt and perceived novelty. The
study by Reinhard, Scharmach, and Sporer (2012) suggests that when an individual is confronted with a
familiar situation (i.e. low degree of novelty), then self-efficacy is usually higher as the person knows what
to doin this situation. This is one of few examples of how perceived novelty affects self-efficacy. However,
literature does not clarify how the other way around self-efficacy to adapt may affect perceived novelty.
Also, it is unclear how the two concepts relate in the context of adapting, which empirical evidence could
further clarify. This concludes section (2.5), showing that the relationships of perceived novelty with other
potentially relevant factors in this study all lead to the same conclusion; there is much unknown in
literature regarding these relationships in the context of adaptive performance. Therefore, the role of

perceived novelty and its importance in adaptive performance remains unclear for now.

2.6 Conclusions literature review
This literature review described what perceived novelty and adaptive performance mean in the context of

this study which enables to empirically study them and their relationship. This review concludes that
perceived novelty is likely related to adaptive performance, as perceived novelty is part of the adaptive
process. However, literature did not clarify in what way perceived novelty relates to adaptive performance.

Therefore, this study also reviewed other potentially relevant factors in the adaptive process. The
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literature review showed that various factors may potentially be relevant and that it is uncertain which
factors are most relevant in this context. This study picked the three predictors of adaptive performance
by Pulakos et al. (2002) as potentially relevant factors as they fit the context of this study. The chapter
reviewed literature on the relationships of perceived novelty and these three predictors for further
interpreting the role of perceived novelty in adaptive performance. However, literature regarding these
relationships did not was lacking. This means that a literature review on other potentially relevant factors

could not contribute to a further understanding of the role of perceived novelty to adaptive performance.

The review of literature showed that further empirical research into the complete adaptive process,
including the relevant factors and perceived novelty, is required to discover and understand how perceived
novelty is related to adaptive performance. This means that various empirical information is needed to
answer the problem statement. The perceptions from individuals are needed to know how novel they
perceive the change to online teaching. Moreover, in-depth knowledge is required about how and why
their respective perceived novelty has a certain role in their adaptive process. To this end, this study seeks
to uncover what factors besides perceived novelty are relevant in coping with the change to online
teaching. This study includes the three predictors by Pulakos et al. (2002) as a guide to uncover the most
important factors in the adaptive process of this study. The quality of the cognitive and behavioral adaptive
process will be interpreted through the theoretical lens of Pulakos et al. (2002) as it fits the context of this
study. The next chapter explains how the required empirical information outlined in this conclusion was

attained.
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3 Methodology

This methodology chapter outlines how the empirical study regarding the role of perceived novelty in
adaptive performance was set up and conducted. This study took a qualitative approach including
interviews for data collection. This chapter explains these methodological choices for data collection and
analysis. More specifically, it explains the sampling strategy, interview setup and execution (3.1), and the
analysis of the acquired data (3.2). Section (3.1.1) below outlines the sample setup of this study.

3.1 Data collection

3.1.1 Sample
Through the judgment and argumentation of the researcher, the sampling strategy was designed to fit the

context of the study, which means purposive sampling (Symon & Cassell, 2012). To accurately study the
adaptive process, and to reveal its relationship with perceived novelty, the main criterion of the sample
was that the interviewees were coping with the same change to online teaching. The equality of change
means that the change to online teaching in absolute terms was equally large or novel, which made the
comparison of the adaptive performances more accurate and valid (Bohle-Carbonell et al., 2016; Symon &
Cassell, 2012). The equality of change reveals the effects of perceived novelty, as the change is the same

but interviewees' perception of its impact is not, leading to different adaptive behavior (Merton, 1995).

To further increase similarity, the sampling criteria implied also specific situational factors. One criterion
was that professors taught in roughly the same area of specialty, like management, business, or another
gamma study program. Another criterion was that professors taught in a largely similar manner through
PowerPoint and speech. If for example, the change for professors of mathematics and management is
different, then the effects of perception would be obscured by differences in the situation itself (Merton,
1995). Hence these situational criteria increase the validity of the empirical study. Next to these criteria,
differences in age, gender, and study program diversified the sample. The invitation asked the participants
to share their story regarding the change to online teaching, instead of asking how they performed in this
change. This countered self-selection bias, as asking to share their story diversified respondents' motives
for participating, which increases validity of the study (Charmaz, 2014). The next section (3.1.2) explains

how the required information resulting from the literature review was attained.

16



3.1.2 Funnel structure interview
The interviews in this study had a funnel structure, meaning

each interview followed a structure from open to \ /Less structured

increasingly structured (Morgan, 2012). Figure (1) displays \ /

this structure. This study held the interviews in the native

language (Dutch) of the interviewer and interviewees for More structured
increased understanding of nuances, thus increasing the Traditional funnel

validity of this empirical study. This section (3.1.2) explains

Figure 1, an illustration of a traditional funnel structure

why the interviews started more openly structured. interview (Morgan, 2012).

The first and largest section of the interview was designed open to go in-depth into interviewees’
perceptions, opinions, experiences, and behaviors regarding their adaptive process. Broad opening
qguestions served to uncover what factors the interviewees initially considered as important in their
adaptive process. An example of a broad opening question asked: “How did you experience the change to
online teaching?” With such questions, potentially relevant factors come out spontaneously from the
interviewees without interviewer bias, increasing reliability (Kvale & Brinkmann, 2009; Morgan, 2012). In-
depth follow-up questions served to uncover the actual importance of these spontaneous factors, and
how and why they were important. For example, an interviewee answered: ‘I had trouble adapting to the
change because I lacked the confidence to do so’. In this case, the topic of self-efficacy to adapt (one of the
predictors of adaptive performance by Pulakos et al. (2002)) is further discussed, to understand how and
why this factor is relevant in the adaptive process. The personal opening questions also helped to establish
rapport for the remainder of the interview, contributing to reliability (Kvale & Brinkmann, 2009; Morgan,

2012).

The first part of the interview was semi-open and not fully open because this study prepared and discussed
a list of four topics, derived from the literature review (Morgan, 2012). These four topics are novelty and
the three predictors by Pulakos et al. (2002); past experience adapting, interest to adapt, self-efficacy to
adapt. This topic list can be found in appendix A. If interviewees did not bring up these topics themselves
when answering the open questions, the interviewer would bring them up. So, after broad opening
questions, the following questions concerned more specific topics, which corresponds to the funnel
structure of figure (1). In this way, the interview covered all potentially relevant factors in the adaptive

process, increasing validity (Symon & Cassell, 2012). In-depth follow-up questions served to eventually
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understand the role of each factor in the adaptive process, both from the spontaneous factors the four
factors from the topic list. These questions could also uncover how and why these factors were relevant
in the adaptive process, and which respective role perceived novelty had (Symon & Cassell, 2012). This
concludes section (3.2) as it clarifies how information was retrieved regarding the roles of relevant factors
and perceived novelty in the adaptive process. The next section (3.1.3) outlines why the remaining part of

the interview was more structured, and how this was set up and conducted.

3.1.3 Structured section
The remaining part of the interview followed a more structured approach, which corresponds with the

funnel structure in figure (1). The remaining required information concerned the adaptive performances
of the respondents in the change to online teaching. The required information concerned the quality of
individual cognitive and behavioral adaptation processes, being adaptive performance in this study. This
study applied the Taxonomy of five adaptive performance dimensions by Pulakos (2002) to interpret the
performance. The five dimensions operationalized:

(1) Dealing with uncertain or unpredictable work situations. Demonstrated by dealing with the
uncertainty and unpredictability of a sudden unheard of and disruptive pandemic in the form of
new unknown university policies, unclear prospects, continuous unanticipated changes, and other
forms of uncertainty and unpredictability associated to a new work situation.

(2) Learning new tasks, technologies, and procedures. Demonstrated by suddenly having to teach at
the hand of digital online software, which is both learning a new task and technical skills. Also
having to learn new procedures due to COVID-19, like learning new ways of interacting with
students.

(3) Demonstrating physically oriented adaptability. Having to teach from home through a screen,
instead of a classroom in-person and not seeing colleagues.

(4) Handling work stress. Dealing with increased stress, especially due to the change to online
teaching, compared to pre-COVID-19. Various other reasons may have occurred like; lack of
support, difficult student interaction, increased workload, etc. (Klapproth, Federkeil, Heinschke, &
Jungmann, 2020).

(5) Solving problems creatively. Having to be creative due to the novel nature of the work and teaching
environment. Examples could be: creative solutions to increase attention and motivation of
students or creatively overcoming technological problems (Anderson, Bousselot, Katz-

Buoincontro, & Todd, 2020).
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The interpretation of the adaptive performance was conducted in two ways. Firstly, the respondents could
demonstrate their adaptive performance by explaining how they adapted in each of these five dimensions
by Pulakos et al. (2002). To this end, we a priori formulated five structured self-assessment questions,
based on each of these five adaptive performance dimensions. These questions asked for arguments,
examples, and explanations of the interviewees to substantiate their self-reported performances. An
example question is “How creative do you consider yourself in adapting to the change to online teaching,
and why? How did this change over time?” Follow-up questions regarding their argumentations and
explanations served to gain further insights into their adaptive performance in all five dimensions. In this
way, a combination of self-assessment, as well as the interviewer’s interpretation of their explanations
through the lens of Pulakos et al. (2002) determined the adaptive performance. This combination

contributes to the reliability and validity of the measured construct adaptive performance.

Secondly, attention was paid by the interviewer to the adaptive performance of the participants in each
dimension in the open part of the interview, increasing validity (Kvale & Brinkmann, 2009; Morgan, 2012).
For example, some respondents indicated, without being asked, they had trouble dealing with increased
stress (dimension 4) due to the change. Follow-up questions served to gain insight into how and why they
experienced more stress and had trouble dealing with it. Thus, prior to the structured self-assessment
guestions, the interviewer already observed the adaptive performance in the open section. This countered
social desirability bias, since the respondent was unaware of the upcoming self-assessment questions on
their adaptive performance, and therefore was less in the position to over-positively portray their
performance, increasing reliability (Kvale & Brinkmann, 2009; Morgan, 2012). In case relevant topics were
not discussed in the open section, they would be discussed in the structured section anyway. The complete
interview guide can be found in appendix A. This concludes section (3.3) as it clarifies how the remaining
structured section of the interview was conducted and how information was gathered regarding adaptive

performance. The next section (3.2) explains how the acquired data was analyzed.

3.2 Data analysis

3.2.1 Inductive-deductive approach
The gathered empirical data was analyzed both inductively and deductively. This means that both a priori

codes from existing literature as well as codes emerging from the data were used to analyze the data
(Fereday & Muir-Cochrane, 2006; Morgan, 2012). This section (3.2.1) explains how and why the inductive

and deductive approaches were taken.
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Due to the unclear role of perceived novelty in adaptive performance, this study approached the data
mostly inductively. Moreover, the inductive approach served to uncover other relevant factors in the
adaptive process. Theory regarding this set of concepts and their relationships was not tested and imposed
on the data, but instead discovered and developed as it emerged from the data. So the emerging theory
was not forced to fit theoretical preconceptions (Charmaz, 2014). This study for the largest part had no
coding scheme prior to the interviews, so it derived codes mostly inductive. These codes emerged from
both the factors from the topic list and the spontaneous factors that occurred during the open interviews.
Secondly, this study had a deductive approach to the data analysis, which means it derived five codes from
existing literature instead of the dataset. The five dimensions of adaptive performance by Pulakos et al.
(2002) formed five a priori codes. With these five codes, this study could identify and derive adaptive
performance when occurring in the data. These five codes along with all inductively derived codes can be
found in the code book in appendix (B) including their explanations and hierarchy. The next section (3.2.1)

explains how the complete data set was analyzed step by step.

3.2.2 Thematic analysis
This study applied a thematic analysis. This process was mostly inductive, as this study inferred the largest

part of the codes inductively. The process was conducted systematically through three phases (Charmaz,
2014). It started with open coding, which openly reflected the words and expressions of the interviewees.
Initial (sub) categories were developed from similar findings, which were then given properties. Thereafter
axial coding was conducted to cluster all categories through iterative comparison and merging of the codes.
This study ‘saturated’ the categories, meaning it elaborated, trimmed, and refined them until no new
properties emerged. Next, selective coding was applied to integrate the whole coding scheme and to build
a theory that may answer the research question. Then, the main overarching category was identified and
its relationships with all other categories were determined (Symon & Cassell, 2012). Throughout this
process, this study looked for patterns in how and why perceived novelty, among other relevant factors in
the adaptive process, resulted in the five adaptive performance dimensions of Pulakos et al. (2002). As a
result, this study could uncover the role of perceived novelty in adaptive performance. The next chapter
elaborates upon the results of this analysis in detail. Prior to that, the next section (3.3) discusses the

research ethics in this empirical study.

3.3 Research ethics
this study took various considerations and measures in the research process to verify a proper conduct of

ethically responsibly research. Due to the fact that there were no hypotheses established prior to the
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empirical study, the researcher did not have any motive to twist, manipulate or withhold any of the
research data. Also, the researcher had no intent to hearing certain answers in the interviews apart from
the truth, so there was no reason to have leading questions. The participants were carefully invited and
well informed regarding the purpose, duration, and procedures of the research. The interview was
portrayed as an open conversation regarding how the professors experienced and adapted to the change
to online teaching. The main incentive for participants to join was to contribute to the knowledge on how
professors can be further supported in their occupation practically and theoretically, and to help out the
researcher personally. This study informed the participants about the opportunity to withdraw or decline
participation. However, since the participants regarded academic professors, they were well informed
regarding the code of ethics of research themselves, which made the informing easier. This study also
checked the transcripts with the participants for potential errors or adjustments and informed them about
which quotes would be included. Ensuring confidentiality and anonymity is critical, as the professors all
teach in the same department and may be acquaintances of each other. Therefore, not only were their
names anonymized, but also their courses and other information that may give away their identity. The
confidentiality and anonymity also contributed to the truthfulness of their answers. This study deleted the

recordings and transcripts after submission of the thesis.
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4 Results

This chapter presents the results from the coding and analysis of the acquired empirical data. It contains
an answer to the problem statement: How is perceived novelty related to adaptive performance?
Through answering this problem statement, knowledge and insights are gained regarding adaptive
performance as a construct. On the basis of the analysis of the acquired data and applied literature, this
study arrived at a new conceptual model explaining the adaptive process in the change to online teaching.
This adaptive process model is the explanation of the role of perceived novelty in adaptive performance
in this empirical context and is illustrated in figure (2) below. This chapter introduction outlines the main
elements of the model, being also the main findings of the empirical study. The remainder of this chapter

forms the clarification and justification of how these main findings and the model.

The first main finding was that adaptive performance displayed itself in terms of the course of the adaptive
process. This study found that the adaptive process had a time course, and this course at the individual
level was their adaptive performance. The performance was determined by how professors arrived at
adaption. This acts as a bridge for the second main finding, namely that arriving at adaption in this study
meant overcoming novelty. Once the novelty of the change hit, the professors had to flip a switch and
overcome the novelty. The adaptive performance as outcome in this study is overcoming novelty. A higher
adaptive performance meant faster and less difficulty in overcoming novelty. Overcoming novelty also
encompassed the five adaptive performance dimensions by Pulakos et al. (2002) from the literature review,
but in different way. To illustrate, handling work stress (dimension 4) as a topic did occur, but the adaptive
performance in handling work stress demonstrated itself in the course of stress over time while
overcoming novelty. So, to explain how professors handled work stress, this study looked at how and why

the stress decreased during overcoming novelty.

As for the third main finding, this study found that the adaptive process had a time course from novelty to
routine. Perceived novelty was indifferently high to all professors at the start, and the end point was a
matured routine, where adaption is complete. This means that perceived novelty did not directly relate to
adaptive performance in this study. However, the course of novelty was highly important to the adaptive
process. As the degree of novelty decreases, the professor becomes familiar with it and it is overcome,
adaption is in motion, and routine is developing. The time course of the degree of novelty suggested the
adaptive performance since it suggested the difficulty in overcoming novelty, which is the adaptive

performance.
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The fourth main finding entails that various factors enabled or obstructed the professors in their adaptive
process of overcoming novelty. These factors explain how easy or difficult it was for the professors to
arrive at adaption. Hence, these enablers and barriers explain why the course of adaptive process differed
among respondents, and thus they further explain adaptive performance. This study could distinguish
these factors into internal and external enablers and barriers. Internally implied that the factor came from
within the person, like self-efficacy, and externally implied the factor came from outside the person, like
support. This study also found that the predictors of adaptive performance by Pulakos et al. (2002) derived
from the literature review acted as enablers or barriers. This study considers this fourth main finding as
the most important as the enablers and barriers provide thorough insight into the cognitive and behavioral

adaptive process and performance.

The fifth and last main finding entails that this study identified two embodiments of adaptive performance
in overcoming novelty among the individuals. These two types are the active and passive adapter. The
active adapter generally was more proactive in their approach to overcome novelty, had less difficulty in
overcoming it, and developed routine quicker. The passive adapter generally was less proactive,
experienced more impact from the novelty over time, and had more difficulty overcoming it and
developing a proper routine. The active adapter also generated more positive affective outcomes and a
higher quality of education than the passive adapter. This does not mean that the individuals were either
fully active or continuously passive in each topic. These conceptual variants of adaption represent a
continuum on which respondents performed. In this way, this study can understand adaptive performance

and show meaningful results beyond individual cases.

The new conceptual model of this study guides the structure of this chapter. In many cases, the chapter
applies quotes to illustrate the frequent contrast of the active and passive adapter and to substantiate the
findings. The chapter consist of four consecutive sections. The first section (4.1) outlines the changed work
situation, and the second (4.2) presents the relevant perceptions in the adaptive process. The third (4.3)
presents the first phase of the behavioral adaptive process, named overcoming novelty. The fourth section
(4.4) presents how the professors further adapted until routine matured, named routine development. The
last three sections (4.2, 4.3, 4.4) together form the conceptual model of the adaptive process. The
complete adaptive process essentially is iterative, which means that while professors overcome novelty,

they develop routine. It also implies that perceptions iteratively affect this process and are affected by it.
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The reason for the arrangement of three separated sections (4.2, 4.3, 4.4), is to present the results in a

structured manner.

Holistic model of the adaptive process

Internal enablers External enablers
Collegial, Managerial, Mental, Technical Support —

Creativity — Interest to adapt — Self-efficacy —

Independency — Experience Student complaints — Lack of support

—
N/
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Percept|on4s I2n adapting Overcoming novelty 4.3 Routine development 4.4
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professor 4.2.1 novelty 4.3.1 External enablers 4.4.2
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Figure 2: Conceptual model of the adaptive process

4.1 The necessity of a new routine
This first section (4.1) regards the change that necessitated the adaptive process. By knowing what aspects

in the work situation exactly changed, we know the context in which the individuals adaptively performed.
For this study, the change was largely similar for the professors. The change to online teaching due to the
COVID-19 pandemic was unwanted, highly novel, forced, and disruptive to all. Professors had to learn new
skills and procedures, like technical and new didactical skills. The job-related demands increased, for
example due to a general increase in workload. Most significant changes were the physical environment,

work-life separation, and the student interaction without their implicit feedback in the lecture rooms.
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"I think the hardest about online lecturing is that you do not have the implicit feedback, you are really
talking to a wall. For that you really have to flip a switch, which | found really hard in the beginning.” — R7
The infraction on the normal teaching routine implied essentially that the professors had to develop a
completely new way of working, a new routine. From March 2020 onward, it was highly uncertain how
long the changes would last, what the impact would be, what was expected from the professors, and what
they could expect. This means that the professors could not easily optimize choices in adapting. This
unheard change with its high novelty, impact, unpredictability, and job demands laid the foundation of the

adaptive process in this empirical study.

Change 4.1 Adaptive process 4.2 4.3 4.4

Figure 3 change and the adaptive process.

The next sections outline how the professors perceived and adapted to the change described in this section,
forming the conceptual model. However, in reality the adaptive process is never truly finished since it is
continuous(Ward et al., 2018). This study therefore focuses on the period from the occurrence of the
change until the full established of a new teaching routine. Following from the change, the next section

presents the relevant perceptions in the adaptive process upon this change.

4.2 Perceptions in adapting
The adaptive process in this empirical study was found to comprise perceiving situations and executing

adaptive behavior. Perception does not only take place prior to behavior, rather in a continuous flux, but
perceptions do determine the succeeding behavior. The results show several relevant common themes in
perceptions that played an important role in the adaptive process. Therefore, this section (4.2) outlines

these perceptions.

4.2.1 Perceived role as professor
The first relevant perception that emerged during the analysis was the perceived role as professor. This

means their identity and responsibilities toward the students and what they believe they should provide
as education. The role of the professor changed with the change to online education. This study
distinguished the first difference between the passive and active adapter regarding this role. In this case,
the passive adapter had a more conservative perception of their role in the changed online education,
meaning their perceived role remained more or less the same. They perceived that their education should
content-wise be of good quality and that it is not their role to be more digitally skilled or to improve the
otherwise decreased student interaction. The passive adapter also perceived that they cannot change

much about the situation they are in, and thus cannot really prevent the quality of education to suffer
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from the situation. On the contrary, the active adapter perceived that professors should realize their new
role with new skills and aim for same the quality of education. The input should increase to achieve the
same output, as R7 put it:

“I think students just have the right to good education. If we decide to just rattle this off and throw YouTube videos

online. If we do that, and say just look at it, what are we as professors then? Then we won't exist in five years. Why

are we here then?”
Secondly, the role-perception regards to what extent professors should help each other out with adapting.
The results do not clarify whether active or passive adapters had differing role perceptions in this regard.
However, this study found this role-perception to be vital because it pushed professors to help each other
adapting. The next sections (4.3, 4.4), outline how these role-perceptions affected the adaptive

performances of themselves and each other, to maintain structure.

4.2.2 Perceived urgency to adapt
The next common theme found was the perceived urgency to adapt. This is highly related to the previous

topic of role-perception. Due to the perceived role of the active adapter to aim for the same quality of
education, their feeling of urgency was higher from the start. There was an earlier realization that larger
adaption was required to minimalize quality loss in education. This also meant that they considered
smaller adaption like prerecording lectures not even as an option toward the students.
“Nowadays everybody is live streaming so you don’t have to be very good to do it, but you have to just do it. But |
had no other choice, | had to do it.” — R1

This contradicts the passive adapter, who initially did not perceive the necessity for larger adaptions and
underestimated it. Initially, they would not make larger adaptions than perceived needed, and hence
perceived less urgency for large adaption.

“Regarding the technical, | thought a little too lightly about it like: ‘well | don't need to see myself in the picture’, so |
just made an audio file with a PowerPoint. But | didn't realize that it created some technological barriers for
students of not being able to stop the recording. In retrospect | should have realized better that that didn't work
optimally for students either how I had set that up.” — R2

Sections 4.3 and 4.4 outline how this perception affected the adaptive performance of the professors.

4.2.3 Perceived possibilities to adapt
The next common theme found was the perceived possibilities to adapt. Both the passive and the active

adapter found little possibilities within the new situation, for example to keep the original interaction with
students. The passive adapter mostly perceived the impossibilities of the change, what was not possible

anymore, denied options, and so sought and perceived less possibilities.
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“It used to be very social and fun in a classroom with more discussion, but with this (online education) it was very
difficult, and it remained that way.... It is what it is.” — R3
The active adapter had a stronger focus on what could be possible, instead of a focus on what is not. For
example, one professor found a way increase the educational quality by standing during online lecturing,
which gave the same appearance, mimics, and movements as normal lectures. Section 4.3 and 4.4 outline

how the perceived possibilities to adapt influenced the adaptive performance.

4.2.4 Perceived novelty
Another common theme found was perceived novelty. This finding is important since novelty is the main

subject of study of this research. The goal of this study is to find empirical evidence regarding the role of
perceived novelty in the adaptive process, which was unclear. Empirical evidence regarding this role can
further increase knowledge regarding adaptive performance. This section (4.2.4) explains the empirical

findings regarding the role of perceived novelty in the adaptive process.

In the beginning, novelty was perceived very high by all professors and no significant difference occurred
in perceived novelty among them. This meant that the disruptiveness of the change initially was
indifferently high. The novelty was so high to all individuals at the beginning because they all had more or
less the same starting point of actual novelty without any prior experience. As described by R7:

“In the beginning it feels a little like you are the local madman preaching the word of Jesus and talking to nobody in
specific. This is how it feels a little, like you are a madman talking to a webcam and you have no clue whether
anybody and who may be listening.”

Although in the beginning there was no difference in perceived novelty, the speed by which the novelty
decreased differed highly among passive and active adapters. Results show that the active adapter,
retrospectively perceived the novelty as unnecessary high, and it quickly decreased after the beginning

phase. For example, how R1 described it:

“I compare it to refueling the car. That first time, you have to do it first to see how it works. But once you did it, it is

fine.”

This quick decrease in perceived novelty was not the same for the passive adapter, it was not just ‘fine’
after the first time. The passive adapter acquainted and overcame the novelty less quick, therefore it had
more impact overall. For example for R3:

“For certain courses | had initially pre-recorded lectures....... That didn’t really please students, it was last year, there

were complaints regarding the quality.” — R3
Concludingly, the starting points of perceived novelty were not linked to certain adaptive performances,

but the course of perceived novelty over time did strongly link to it. The degree of perceived novelty
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displays the disruptiveness at a particular moment, which decreased over time as it is being overcome.
Perceived novelty could function as a measuring tool to measure to what extent a person has adapted to
the change. If the degree of novelty and disruption is still high after some time, then this may indicate that
this person is having difficulties adapting to the change. High novelty is the starting point, and routine is
the end point of the adaptive process, which is shown in figure (4) below. The next sections explain why
the course of novelty differed among respondents, and how they dealt with it. These sections (4.3 and 4.4)
are split in overcoming novelty (4.3) and routine development (4.4). However, the complete adaptive
process, including the perceptions of this section (4.2), is iterative, which means that while professors

overcome novelty, they develop routine. It is split in two sections to create structure and clarity.

Novelty Routine

Figure 4: From novelty to routine with blur effect on the adaptive process model.
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4.3 Overcoming novelty
This section concerns overcoming novelty, being the adaptive performance in this empirical study and one

of the main findings. A higher adaptive performance meant having less difficulty in overcoming novelty,
so the performance is demonstrated over time. To explain and understand adaptive performance, this
section (4.3) addresses the internal enablers and barriers, which explain how the professors were able to
overcome novelty, also one of the main findings. An internal enabler means a personal resource which
helped the individual to adapt, such as a creativity. An internal barrier is exactly the opposite, for example
insecurity.

4.3.1 Explaining overcoming novelty
The response of the active adapter to the change was to invest in amongst others intensive preparation,

which helped to overcome the novelty:

"I then asked friends like okay I'm going to give a fake lecture now it's up to you to disrupt that lecture. Then | could
test which settings | had to use so they couldn't do that. And so, you had to master the technical stuff.”— R7
The active adapter was not averse to put effort to overcome the novelty, while the passive adapter put

only the minimal effort of what they perceived needed:

“I don't even use 10-20% of Brightspace yet but they really use all the features, yeah like a digital abacus and stuff. |
only do what really needs to be done and I've never been like that either.” - R3

However, these quotes do not illustrate why efforts were higher or lower, which is needed to further

understand how they overcame novelty. To this end, this study considers what enabled or caused the

professors to act, the cognitive adaptive process. The results show that effort was powered by the

perceived role (4.2.1) of the active adapter to maintain the same quality of education.

“There are standards for me in terms of bringing quality and if it takes some more time then you just plod harder.” -

R4
Efforts were also powered by the perceived urgency (4.2.2) of adapting. The active adapter perceived
higher urgency to adapt, and thus invested time directly from the start. So, these perceptions had a
positive effect on the adaptive performance because it drove the individual to invest more time, which
made overcoming novelty easier. The perceived urgency to adapt was lower for the passive adapter, and
so he/she initially chose the easier way out and avoided higher adaption, for example by uploading pre-
recorded lectures. These results show that perceived urgency and role positively influenced the adaptive
performance. But most importantly, these results show that to explain how the respondents overcame
novelty, not only the behavioral process is of interest but also the cognitive process. To further explain
how the respondents were able to overcome novelty, the internal enablers are discussed below in section

4.3.2.

29



4.3.2 Internal enablers
The internal enablers in this section mostly concern the active adapter, who carry these enablers. Firstly,

overcoming novelty was powered by an increased interest to adapt. This motivated the active adapter to
take on the novelty and act:
“l also saw it as a kind of challenge to see if | could do this, if | could deliver good quality education in this way. So
you turn that into a sport.” — R7

Naturally, one can only put effort if one knows what to do. Therefore, perceived possibilities to adapt (4.2.3)
also powered the effort of the active adapter, because there were more options found to overcome
novelty. These perceived possibilities to adapt originate from having creative abilities. Creativity emerged
in this study as one of the most important internal enablers to overcome novelty. This shows that the
enablers did not only affect behavior, but also the perceptions, and thus the entire adaptive process.
Because of the high novelty, nobody had any clue what best to do at first, so creativity was required. It
enabled the active adapter to improvise and apply creativity. So next to preparation (4.3.1), the active
adapter acted through improvisation:

Yes, you have to think differently. Yes definitely. Yeah. Maybe | should have been a little more creative
even.........You then had to be creative like how are you going to do that. The old style and assignments just don't
work. So we had to change all that.” —R7
Effective novelty dealing was also enabled through the independency of the active adapter. Finding
creative solutions for problems meant in this case daring to solve problems independent of others, due to

the high novelty. Taking matters in your own hands turned out to be key in overcoming the novelty:
“I had decided I'm going to do it this way, through Seres, use Proctorio. | thought | can do that safely and do it well,
and | ignore all the other guidelines. I'll just do this and I'll see what goes wrong. So basically just taking matters into

my own hands again, count on myself and benevolence of others and not caring about anything that may come.” -
R7
This quote also illustrates how self-efficacy to adapt was a vital enabler to overcome novelty. Due to prior
experience, the active adapter had greater self-efficacy in overcoming the novelty and dared to take
control. R6 illustrated how previous experience with preparation influenced his self-efficacy to overcome
the novelty:
“I know I'm a good teacher, and | know based on preparation that things always work out. So through experience,
professionally, that teaches you that if you prepare well that it will work out, or that you can solve it if something
strange does go wrong. Because you have thought about it beforehand, | think that is important to me. That gives
me the confidence so you know you don't have to panic if something goes wrong.”
This quote also illustrates that overcoming novelty means surrendering to it. This again shows that

adaption is for a large part a cognitive adaptive process. By having considered all options with preparation,
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only unforeseen problems could occur to which the active adapter surrendered with confidence. So
through surrender, novelty is taken on and overcome:

“So I think at some point you learn to flip that switch. Again, I’ll just do this and see what happens.” — R7
Concludingly, the results show that various factors enabled the active adapter to overcome the novelty.
These internal enablers affected both adaptive perceptions and behavior, and explain how the active
adapter was able to overcome the novelty. The difficulty and speed by which the professors overcame
novelty was their adaptive performance. The passive adapter did not have these enablers, and this

deficiency made it their internal barriers. The next section (4.3.3) outlines these barriers.

4.3.3 Internal barriers
The results showed clearly that the passive adapter highly disliked the change and had no interest in

adapting to it. In this empirical context, it was their strongest barrier. Moreover, the passive adapter did
not have the creative ability to improvise like the active could. There was also lower self-efficacy in
overcoming the novelty. This lack of interest, creativity, and self-efficacy implied full dependency on others,
instead of independency. This led initially to passive and minimal adaption:

“I do only what really needs to be done and I've never been like that either. 20 years ago, | had colleagues who were
doing all kinds of things with Blackboard for exams and stuff. | just have no interest in technology. For me it's about
the content, | don't want to get involved with technology. So the creativity, that was all borrowed, all
copied..........cceeuu. I don't like change. Yes, some of them are nice but others are not. This one | didn't like at all. It
was about things that | am least concerned with and confident in.” — R3
In some cases, the passive adapter did perceive possibilities to adapt more (4.2.3). But the passive adapter
did not act upon these options and resigned to the unideal situation. This shows that perceiving options
was not as important as other enablers. By not acting on options and investing less time, the passive

adapter showed avoiding behavior. How this happened was illustrated by R1:

“l used to avoid unmanned petrol stations because | did not know how they worked. It may not even be so difficult,
but it is novel, so you say to yourself; | leave it for now. And that’s the same with this (online teaching).”
Concludingly, the perceptions of role and urgency, and the internal enablers empower the professors to
overcome novelty. But when these are deficient, they become internal barriers. By avoiding taking on the
novelty, investing less effort, and resigning to the unideal situation, the passive adapter had more difficulty
in overcoming novelty, and it took more time. The next section (4.3.4) outlines what this ‘difficulty’ means,

so what the implications were of the novelty to both passive and active adapters.
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4.3.4 Impact of novelty
Section 4.2.4 outlined the perceived novelty findings in this study. The results showed that perceived

novelty implies the disruption and impact of the change, which decreases over time. This section (4.3.4)

regards what the impact of novelty actually means and how and why it differed among the respondents.

The results show two encompassing forms of negative effects as the impact of novelty, which were
increased stress of some form (e.g. frustration, irritation, tension), and insecurity (e.g. lost sense of control,
afraid of failure). Moreover, the professors mentioned stress and insecurity in the same breath frequently,
suggesting the two are highly interrelated. The negative effects affected both the passive and active
adapter. Yet, at the hand of the internal enablers, the active adapter curbed and overcame the impact in
various ways. For example, preparation gave the active adapter more sense of control which was lost
initially:

“Online is a very new aspect so there are technical things about it that can go wrong and you don't have full control
over it. You can test Zoom a hundred times, but you don't know exactly how it's all going to turn out, until you've
done it and then you think oh that works just fine too. So that's that extra tension, and that causes some extra
stress. And you solve that by putting more time into it beforehand, so you know things go well. This provided me
with the feeling of calmness and it’s how I contain the tension. In the beginning for sure it also makes you a little
uncertain......... You never see very clearly how the student sees it, you can test that out as best you can, but
completely accurately you don't know until it's done ........... But after you've done it a few times, it's also routine and
to be honest, | don't find teaching online as a lecture at all boring.” — R6
This quote illustrates how the initial novelty and its impact is perceived by the professors highly disruptive.
It illustrates the lost sense of control, stress, and uncertainty it causes. It also illustrates that the degree of
impact of novelty perishes very quickly for the active adapter, due to the enablers like self-efficacy to adapt,
leading to easier overcoming novelty. The passive adapter took longer to overcome the novelty and so the

impact and disruption was longer.
"You have no idea if there are people listening and who is then listening (to the lecture). If you start running through

your mind like is anyone there at all, is this interesting, then you become insecure.” - R7

“Yes that makes a great difference (liking the change). Yes | have colleagues who loved it............ They saw a
challenge in this while | just see this as dead weight you know. | teach with pen and paper, and now you were forced
to do everything digitally......... Especially in the beginning | really had to get used to it.” -R3
All'in all, the results from section 4.3 show that the main reason why the passive adapter did not or could
not perform at the level of the active adapter in the beginning, is that they did not have the internal

enablers and had differing perceptions. Deficiency of these enablers made it internal barriers for the
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passive adapter. The passive adapter struggled more to curb and overcome the novelty with its
accompanying stress and insecurity. The balance of enablers and barriers was positive for the active
adapter, and negative for the passive. This positive balance implied motivation to adapt, and a negative
balance implied deficient motivation to adapt. The next section (4.4) outlines how this process changed

over time.

4.4 Routine development
This study focusses on high novelty as starting point and routine as end point of the adaptive process,

where novelty has dissolved and routine has matured. The previous section (4.3) was about the early phase
of the adaptive process, right after the change occurred named overcoming novelty. This section (4.4)
regards how, after overcoming the novelty, the respondents developed and matured their routine. This
process of overcoming novelty and developing routine is iterative but is split to create structure and clarity
in this study. This section outlines how the course of routine development of the passive and active
adapter resemble and differ, which further explains their adaptive performance. To this end, this section
addresses what external enablers and barriers helped and hindered the professors in their adaptive
process, completing the conceptual model in figure (2). Lastly, this section shows how the outcomes of

adaption differed among the professors.

4.4.1 Reinforcing effect
The previous section (4.3) concluded that the passive adapter initially struggled much more with

overcoming novelty, opposed to the active adapter. The active adapter more quickly developed a new
routine due to their adaptive performance from the start. Therefore, after the early phase, they had early
gained more experience and knowledge with online teaching. The passive adapter had not gained
experience because it had not overcome the novelty yet. This led to divergent outcomes between both
types. This section explains how initial active and passive adaptive performance led to respective positive

and negative reinforcements of outcomes.

The active adapter used their internal enablers to overcome novelty and adapt. This led to increasing
experience and knowledge in online teaching. With experience and knowledge, various other positive
affective outcomes arose, and some of these outcomes were also internal enablers. For example, by
gaining more experience, the active adapter gained more self-efficacy in teaching online, which were also
initially needed to overcome and surrender to the novelty. Also, active adaption led to increased joy,

motivation, and relaxation in online teaching. While they also needed joy, motivation, and interest to
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adapt to deal with the novelty. In addition, the active approach led to more positive perceptions of the

changed work situation, which were initially more negative as nobody really liked the change. All the

positive affective outcomes, perceptions, and experiences positively q
affected in turn the performance of the active adapter. This led to a Active Experience,
positive reinforcement of performance, experience/ability, and affective adaption Ability
outcomes in no particular order, showed in figure (5). The further routine
developed with online teaching, the stronger positive outcomes are
generated: Affective

outcomes

“I: So have you gotten better at online teaching as well? What has changed in

your teaching style then? R7: Self-confidence, | think. Self-confidence that |  Figure 5, the positive reinforcement, part of
the adaptive model in Figure 2.
dare to be myself even in front of the camera.” — R7

This positive reinforcement had a certain lifespan. When the routine matured and the adaption is
‘complete’, other factors may come into play a role, such as boredom, no inspiration, demotivation, and
no innovation. This is because there is no challenge in the change anymore to the active adapter, so it
became less interesting. However, this is out of scope for this study because it goes beyond the adaption

to online teaching.

For the passive adapter the opposite of a positive reinforcement occurred in the beginning, a negative
reinforcement. Due to a disinterest to adapt, and other internal barriers, passive adaption was performed.
This led to only marginal increase in experience. In fact, first things went wrong for them, leading to an
increase in negative experiences. These led to further stress, insecurity, dislike, and demotivation. And
because the passive adapter had no enablers like creativity to overcome novelty, they were stuck in
negative reinforcement.

“Yes both of it was brand new (new location and interaction with students), it took me a long time to find the right

form of lecturing......... Pre-recording lectures did not work at all, with also complaints from students, so | really had
to find my way.” — R3 q
The circle of negative reinforcement, and ‘being stuck’ could be Passive Negative
adaption experience

broken through the support of others, which is the first external
enabler. If escaping the negative reinforcement of not

overcoming novelty were not possible and the impact of

novelty would be too disruptive, then one respondent would affective
. o , : . outcomes
have even considered retiring early. This shows how disruptive Figure 6, the negative reinforcement, part of

. . the adapti del in Fi 2.
the impact of novelty could have become without support: € adaptive modetin Figure
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"I have told my wife more often than usual: “after me, the deluge” (Het zal mijn tijd wel duren), I'm going to retire
soon. If there are too many changes on my path, and | have to start doing all kinds of things differently, then | say,
you know what, in the context of unemployment, I'll throw the towel." - R2
Therefore, the next section (4.4.2) outlines the vital role of support in the adaptive process, along with the

other external enablers.

4.4.2 External enablers
Support emerged as the most vital external enabler in this empirical context. Support and external enabler

are two concepts that resemble highly, because the meaning of external enabler is a factor that helped
from outside the person, which is also close to the definition of support. This means that this section (4.4.2)
mostly regards how support enabled active adaptive performance, outlined chronologically from the
impact of change. During the beginning phase in overcoming novelty, the passive adapter had to rely
mostly on external enablers, while the active adapter relied on their internal enablers. This section

therefore mostly concerns the passive adapter.

Support occurred in various forms, like mental, collegial, technical, or managerial support. Especially
collegial support was vital for the passive adapter in the early adaption phase. The passive adapter did not
have the internal enablers to overcome novelty and break the cycle of negative reinforcement. Therefore,
they had to rely on the support of their colleagues to break the cycle.

“In the beginning it was more difficult than now. You had to develop a new routine so in the beginning the
uncertainty was high. And like I said, it is easier to hold on if you see good examples around you and you see people
supporting you a bit. Then you get a little more grip on it.” — R3
The active adapter helped out the passive adapter with their gained experience and abilities, as collegial
support. This means that essentially, the passive adapter relied on the internal enablers of the active
adapter, like creativity but also self-efficacy, which is mental support. With these forms of support, the
passive adapter was able to break the negative cycle and overcome the novelty. These results suggest that

there was little alternative for the passive adapter except through the experience and help of others:

“I: When | hear you like this, is your way of dealing with that (the change) asking for help through colleagues, or are
there other things? R3: Yes, it is what it is. Yeah, relying on colleagues basically.” — R3

This does not mean that support was abundant. In fact, the results also show that especially in the

beginning (March 2020), technical and managerial support was inadequate, and even collegial support

was scarce. However, this scarcity of support was actually an important enabler for the active adapter.

Having to start directly in March 2020 without support, caused for the active adapter to perceive higher

urgency to adapt (4.2.2), and they did so fully independent. It activated their creativity and it required
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them to rely on their self-efficacy. So, the passive adapter had to rely on the scarce collegial support to
overcome novelty, while the active adapter did so independently.

“Especially in block 4 it's difficult because you're the first, because then the lockdown just occurred. Yes, you have,
you can't fall back on anything...... And with course X later on, it was so that we could rely on experiences of other
professors.” —R1
Another relevant early external enabler for the passive adapter were initial student complains, which
implied loss of education quality as well as increased stress and insecurity. The results show that for the
passive adapter, first the quality of education would drop before the perceived urgency to adapt would
increase due to these complains. So, student complains positively affected the perceived urgency to adapt
(4.2.2). Through these complains, the passive adapter would seek for more support and break through the

negative cycle.

“Yes, stress because it had to be finished, and yes uncertainty like god is it going to be all right? And then when
students start complaining you think like oh *** what do we do now?....... That causes stress and then later relief
when it turns out to be going well, if you find a mode and it turns out to work.” -R3
Next to this, several personal contextual factors made the situation easier for some to adapt to the change.
For example, the home situation, the FTE’s, or the starting time of online teaching. However, these factors
are not really external enablers, as they are limited to personal context, but they are neither internal
enablers. Moreover, these factors were not in the same extent applicable or accessible to the professors.
Therefore, this study could not draw any conclusions on the effects of these factors in the adaptive

process, for example to either active or passive adapters.

Concludingly, the external enablers, especially collegial support, helped in particular the passive adapter
to overcome novelty in the early phase. The adaptive performance improved with external enablers for all
professors. However, the adaptive performance of the passive adapter is in this case less attributable to
the person, but rather to those who provided their support. So, this shows a nuance between the adaptive
performance outcome, and the personally attributable adaptive performance. The support providers in
the early phase were also the active adapters, who were the only source of experience. This shows the
vital role of internal enablers, not only to the active adapters personally, but also to others in need of
support. This shows that in different ways both the internal and external enablers are important to the
adaptive performance and provide insights into the adaptive process. However, the difficulty that the
passive adapter experienced with the negative reinforcement, loss of quality, student complains, and the
stress and insecurity, also suggest that better support could have saved damage for the passive adapter

and their education. With more support, these negative outcomes could have been more curbed. So
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before outlining how the external enablers changed over time, the next section (4.4.3) regards first the

external barriers.

4.4.3 External barriers
To understand the external barriers in the adaptive process, they should be differentiated from the change

itself. So the external factors that slowed adapting to the change and increased the difficulty of overcoming
it. Alike with internal barriers, external enablers become barriers when they are deficient. The deficit of
support itself was the main external barrier in this study, being also the main external enabler. Relevant
to address is that again there were personal contextual factors that occurred, but these were not really
external nor internal barriers in the adaptive process. Moreover, they were not in the same extent
applicable to all professors, such as workload. We could not draw conclusions from these factors,
wherefore they are not addressed in this section.
What obstructed adaptive performance of mostly the passive but also the active adapter, was the
inadequate support. This occurred in the form of technical, managerial, but also collegial, even though the
scarce collegial support was vital to the passive adapter to not get stuck in negative reinforcement (4.4.2).
Inadequate collegial support took form in deficient best practice sharing, which most strongly obstructed
the passive adapter. There was no ‘one size fits all’ teaching routine which the passive adapter could apply,
so without best practice sharing, it was trial and error. The passive adapter had to bite through the bullet
with trying what a few other colleagues invented for them:

“I don't have that creativity myself so | asked my colleagues what do you do? So one said this and the other said

that but well that didn't always work either. So it was trial and error.”- R3

Due no best practice sharing or available technical support, the active adapter had to invest much time
and effort independently to overcome novelty, and therefore did or could not prioritize to support others
that struggled. This means that the active adapters who could have further supported others, also had the
highest increase in workload due to their high investment in their own adaption. This shows that
prioritization of one’s own adaption was an external barrier to the adaption of others. To illustrate:

“I decided last June (2020) I'm going to focus on my main job, which is education, and do it well. And all the other
emails that are well-intentioned but are workload increasing, like do you want to be in this committee etc. | said **,
no. And that worked very well.” — R7
So, to some extent the active adapter chose to not prioritize supporting others because it was not their
perceived role (4.2.1) to be facilitating. But even when the active adapter was willing to help, it did not
take off due to the increased efforts in their own adaption accompanied with bad information flows, which

is another form of inadequate support:
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“This summer | indicated what we should do, that again has disappeared a bit in the end, but | thought already back
then that we should have some kind of website or platform for best practices. So people who teach a course that is
going really well, who then tell us how they do it.

I: Exactly yes, but that doesn't get off the ground? R7: Not that | know of, so then it hasn't reached us properly. You
do want to be involved but then so much comes at you again and then it gets pushed into the background. And then
at some point you leave it aside.” — R7
In addition, managerial support obstructed further the help from active adapters. The bad managerial
information flows further increased stress and uncertainty over time. Therefore, the active adapters would

focus even more on their own adaption and education, and thus focus less on supporting colleagues:
“Information flows came very much from above. You could suddenly receive an e-mail from the Executive Board
saying that from now on we will have such and such exams. Students would get the same e-mail and they would
panic, just like me, because | had no idea where it came from. Students would think we knew, but I really had no
idea at the time. And so that also caused a lot of stress. So from higher up there were emails being thrown down to
us with: ‘from now on digital exams you may do so and so’. What then? how then? ............. So the moment the rules
are uncertain and constantly changing you have to choose for yourself.”— R7
The scarce collegial support from active adapters also had another reason. Some passive adapters
remained adapting minimally, even after being offered collegial support in adapting. So, some disregarded
the support that was provided by their colleagues. This negatively affected the intentions of active
adapters to further support others in their adaption.

“Well look this summer we made a kind of plan with examples of how to do that, live lecturing and so on. Then,
when | hear that some of my colleagues are putting old videos online, then my heart also drops (loses motivation).
Then I will just on my own education too.” — R7
Concludingly, the main issue regarding external barriers in the early phase was the lack of best practice
sharing. Even when there was willingness to set up a best practice platform, bad information flows caused
this platform to not take off. Moreover, this willingness dropped when colleagues would disregard the
offered support. This leaves us with every man for himself. To some extent, this also was a choice from
the active adapter to not prioritize helping others, but first themselves. But also due to bad managerial
information flows, the active adapter held the focus more on himself. This shows that independency is a
double-edged sword. It is an internal enabler for the active adapter to overcome novelty by investing time,
but an external barrier for the passive adapter because it hindered further collegial support toward them.
Many active adapters in the beginning were reinventing the same wheel, and thus everybody was worse
off with a lower collectively adaptive performance and higher collective workload. The next section (4.4.4)

outlines how all enablers and barriers changed over time.
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4.4.4 Enablers and barriers over time
The internal and external enablers, and barriers outlined in the previous sections (4.3 & 4.4) regarded

mostly the early phase of adaption. The effects of these factors changed over time when routine
developed and matured. This section (4.4.4) outlines how the routine was fully developed and which

effects these enablers and barriers had over time.

The active adapter developed their routine relatively quickly because of their efforts such as preparations:
“Once you've done it a couple of times it has become routine and to be honest, | don't find teaching online at all
boring. | have another one coming up soon and it's just routine now, and great fun too. So, positive”. — R6
As mentioned in section 4.4.1, the affective outcomes were more sooner more positive. Ability and
learning happened earlier, which lowered stress and insecurity, the impact of novelty. The results also
show that only in the early phase the active adapter used their internal enablers like creativity intensively.
Efforts of preparation and improvisation, and thus learning, were only high in the beginning, which
decreased as novelty quickly decreased. The results also show that over time the boredom increased due
to the active adapter not being challenged, and due to the routine. This suggests that the active adapter
is more challenge-seeking and enjoys repetitive routine less. This challenge-seeking helped them in
adapting but hindered them in repetitive routine. However, this goes beyond the scope of adaption and is

therefore not further regarded in this study.

What changed highly over time was the support. Especially the technical support greatly improved from
causing self-prioritization and uncertainty due to its deficiency, to being an enabler for all professors.
Therewith, the usage of technical support increased over time, especially for the active adapters. The
active adapters over time relied more on external enablers like technical support, instead of their own
internal enablers like creativity. With technical support, their self-developed routine could be perfected.
“So fortunately, that was put in order by facilities management as of September. That didn't go without a hitch
either but it got fixed. In short, last year before the spring it was improvising and putting in a lot of time, but in the
end, it turned out well and this year with course X the same thing went on and became a bit easier.” — R6
For the passive adapter, as became clear from the results, the road to a comfortable routine took longer
and was more difficult. First things had to go wrong including student complaints before they would adapt
more actively. The usage of support did not really increase since they already relied heavily on external
support. But the usage of support changed from collegial more toward technical while it became more

available. However, in general their quality of education could never reach the quality that the active
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adapter reached, although they came closer over time. This was mostly due to the remaining dislike and
lacking creativity and thus motivation. The perceptions of online teaching became more positive, but the
dislike remained too high to further adapt.

“If at the beginning you thought ‘I'm going to change as little as possible’ you are now in trouble.” — R7
All in all, various notable findings emerged from the data analysis, which came together in a new
conceptual model explaining the adaptive process and performance. These findings, along with the review
of literature in chapter two, are used in the next and final chapter to answer the problem statement of

chapter 1.
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5 Discussion

5.1 Conclusions
This research sought to contribute to the understanding of adaptive performance by answering the

problem statement: How is perceived novelty related to individual adaptive performance?

This study developed a conceptual model from the empirical data to answer the problem statement. This
model explains the adaptive process of professors upon the change to online teaching due to the COVID-
19 pandemic, which includes the role of perceived novelty. The conclusions presented in this section (5.1)
are based on the main findings of this empirical study, which also form the main elements of the

conceptual model.

This empirical study concludes that the professors present adaptive performance in a time course from
novelty to routine. This means that novelty is the point of departure for adaptive performance, where
unpredictability is high, routine is lost, and choices cannot be optimized. Novelty comprises the impact of
change in forms of stress and insecurity. This decreases over time along with the perceived degree of
novelty as adaption is progressing. Routine is the arrival point, where novelty has perished and adaption
is complete. The speed and ease by which novelty is overcome and routine developed is the adaptive
performance in this study. This means that the time course of the degree of novelty indicates the adaptive

performance.

The adaptive performance embodies two forms, active and passive adapters. Active implies lower difficulty
and quicker overcoming, while passive implies the opposite. In the first place, the internal enablers
determined this speed and ease which enable the individual to overcome the novelty. These internal
enablers carry both the behavioral and the cognitive adaptive process. For example, the internal enabler
‘creativity’ determined the perceived possibilities to adapt and enabled the professor to improvise. When
deficient, these factors are internal barriers obstructing the individual in overcoming novelty. These factors
have a reinforcing effect. For example, self-efficacy causes active adaption, leading to experience and
affective outcomes like increasing self-efficacy, leading to further ability. In the opposite way, for example

dislike led to passive adaption, which led to student complaints and increasing dislike.

The passive adapter therefore had to take refuge in external enablers like collegial support in the beginning.
We can conclude that external enablers nuance the performance of in particular the passive adapter as

they used the enablers of others to overcome novelty. Hence, adaptive performance was attributable to
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the active adapter carrying the internal enablers. But their best practices did not always reach the passive
adapter due to poor communication. Moreover, many active adapters were separately reinventing the
wheel and therefore would not have time to support others. Even when support reached the passive
adapter, it was in some cases disregarded causing for further self-prioritization. This altogether displays
an inefficient and individualistic system of adapters amidst a global pandemic, despite sufficient
willingness and resources to support and improve collective adaption. This unnecessarily and unequally
further increased workload, stress, and loss of educational quality. Albeit, it should be noted that the

technical support did improve over time, which contributed to collective adaptive performance.

Considering the adaptive process across time, the saying ‘well begun, half done’ strongly applies. Those
adapting passively and minimally faced harsher consequences and were not better off. Many internal
barriers are not insurmountable, for example interest to adapt, which implies that the passive adapters
had options to adapt more actively. Active adaption perhaps was preferable over stress, insecurity, student
complains, and loss of educational quality, even with a dislike to adapt. Those actively adapting despite
minor dislike had more positive perceptions over time or even preferred online teaching over the regular,
which shows that internal barriers can subside. Ultimately powered by their perceived role and urgency
to provide high quality education, they adapted actively despite the barriers, which was made easier by
their internal enablers. The next section (5.2) outlines what these conclusions from the empirical study

imply in light of the current literature.

5.2 Discussion
Considering the conclusions from the empirical study in section (5.1), various interesting insights emerge

in light of current literature, which this section (5.2) discusses. Adaption literature previously considered
novelty as a binary or objective measure, while this study shows that the perceived degree of novelty is
vital to the adaptive process and performance (Bohle-Carbonell et al., 2016; Rosenkopf & McGrath, 2011).
The time course of this perceived degree indicates the adaptive performance. The relationship of
perceived novelty and adaptive performance was previously unclear, and this explains how the two relate,

it thereby also answers the problem statement.

The eight-dimensional Taxonomy by Pulakos et al. (2002), is one of the established theories in literature
regarding adaptive performance and was used in the present study. Individuals can perform in these eight
dimensions and demonstrate their adaptive performance, for example by solving problems creatively, or

handling work stress. This study however found a different perspective with regards to these dimensions.
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Creativity for example, was in our study an internal enabler which enabled the professors to perceive
options, improvise and therewith overcome novelty. This means that dimensions like solving problems
creatively did occur, but this study focused on what enabled the individual to overcome and adapt, instead
of specifically how creatively or how many problems they solved. So, this study did not consider adaptive
performance as the sum of all dimensions separately. Instead, this study had a holistic approach to
adaptive performance by considering how all relevant factors together as a whole explain how the
individuals overcame novelty. This provides a refreshing and innovative view on adaptive performance as

a construct in literature.

This does not mean that these dimensions did not occur as topics. In fact, all dimensions had an important
role in explaining the adaptive process, but not all occurred as actual performance dimensions. For
example, the impact of novelty implied stress and insecurity. This study focused not on how work stress
was handled, but on how quickly and easily stress decreased, being the impact of novelty. Handling work
stress is not easily observed in behavioral nor in cognitive activity, so measuring it can be challenging.
Those that handled stress well experienced fewer stress in the first place, so comparison among individuals
can also be tricky. Our perspective was therefore top-down and holistic: how easily and fast did the
individual overcome novelty? This by itself showed how and why the stress from the change decreased,
being the impact of novelty. In line with this, the three predictors of the adaptive performance Taxonomy
by Pulakos et al. (2002) also had a deviating role. The three predictors: past experience adapting, self-
efficacy to adapt, and interest to adapt were not predictors but rather internal enablers that did not
predict but rather explained the adaptive performance. Especially self-efficacy and interest resulted as
vital internal enablers to overcome novelty, and when deficient they were tough barriers in the adaptive
process. No conclusions can be drawn regarding past experience because none had prior experience with
online teaching. Thus, this empirical study suggests that when considering the adaptive process holistically,

these predictors along with other enablers explain rather than predict adaptive performance.

The holistic view of this study on adaptive performance brings into debate whether it has similarities to
any other literature within organizational studies. The state-of-art JDR-Model (job demands and resources)
comes to mind and has many similarities with the current model, illustrated below in figure (7) (Bakker &
Demerouti, 2007). In this study, the job demands increased due to the change, while the resources
decreased, for example a higher workload but lower social interaction at work. This put the professor to a

challenge to overcome novelty. Most important similarity is that the enablers resemble job resources,
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while the barriers resemble the demands, which are in this study clearly separated in internal and external
factors. The change to online teaching created a more negative balance of JDR’s, and the professors in this
study demonstrated how they overcame it. This empirical study suggests that the negative balance of JDR’s
is not static, but individuals can overcome and restore it over time. In this study, the balance of internal
and external enablers and barriers (JDR’s) comprised as motivation over time. For example, the active
adapters were much more motivated overall than the passive. Moreover, the reinforcing effect of the

enablers and barriers that this study found is similar to processes found with the JDR-Model.

Job
Demands

Organizational
Outcomes

Support

Job
Resources

Figure 7, the JDR-Model (Bakker & Demerouti, 2007)

Usually the JDR-Model is studied in the context of the workplace, instead of a change with a clear start
and end point as in this study. Due to this clear and disruptive change as context, this study was able to
gain insight into the interplay of the enablers, which is currently one of the recent future research
directions of the JDR-Model(Bakker & Demerouti, 2017). To illustrate, passive adapters ignoring collegial
support (job demand/barrier), led to further self-prioritization and independency of the active adapter
(internal enabler/resource), which negatively affected the collegial support toward others (job resource),
and the collective adaptive performance (organizational outcome). So the model developed in this study
may have potential to future research in various ways. The next section (5.3) outlines these future research

recommendations.

5.3 Future research recommendations
Continuing on the previous section (5.2), the model of this empirical study may have potential in future

research regarding the JDR-Model, with its adaption perspective. And the other way around, the model of

this study may have potential in future adaption studies, due to its similarities to the JDR-Model. These

44



similarities suggest that the JDR-Model could be interesting to apply in future adaption studies, as it
appears to fit well with the adaption context of this study. It could be hypothesized to what extent the
adaptive process and JDR-process are similar in future empirical contexts. Possibly, the JDR-Model could
further explain the underlying mechanisms of adaptive performance with job resources, demands and

their interplay, leading to certain adaptive performance.

The holistic approach of the present model on adaptive performance could be an interesting new direction
for future research. Considering adaptive performance as an integrated whole in other empirical contexts
may be useful, as this study and its context was very specific and explorative, limiting the transferability of
the findings. The holistic model from this study could be examined across different contexts and among
greater populations to test its robustness, validity and usefulness in practical decision making. While
overseen in previous adaption literature, this empirical study showed the importance of novelty in the
adaptive process (Bohle-Carbonell et al., 2016). This role should be further explored, for example its
potential as a measuring tool of adaptive progress, so that its impact can be better monitored and

predicted.

In line with this, this study recommends further research into the classification of internal and external
enablers and barriers in the adaptive process. For example, the interplay can be further explored as well
as the actual effect and relevancy per factor to adaptive performance, which is currently unclear. It could
also be interesting to further study the adaptive process in a longitudinal design, as this research only
studied it retrospectively. In this way, the coherence of the mechanisms and elements in the model can
be understood over the course of time in which the process occurs. For example, studying individuals in
an organization that deal with a merger from the moment it starts until its completion. Lastly, it is
interesting to test the usefulness and robustness of the active-passive distinction in and across other
contexts. This distinction appeared to be highly evident and relevant in understanding adaptive
performance in this empirical study. This could help in understanding and predicting cognitive and

behavioral processes in each group.

5.4 Limitations
As any study, this study knows several limitations that should be indicated. This study developed new

theory regarding the adaptive process through a qualitative and partially explorative approach. The

professors described and explained the events of adapting retrospectively through their subjective lens.
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With the complex coherence of concepts in the adaptive process, including cognitive and behavioral
iterative processes, they may not have fully presented it accurately. For example, professors may have
provided biased answers, such as self-rater or social desirability bias, a common problem with a qualitative
study. Considering manager ratings of performance may be a solution to this limitation in future research.
Also, this study may have interpreted the raw data subjectively. For example, because the interviewees
often used different wordings for the same meaning and explanations, and thus is the interpretation
therewith subject to researcher bias. Adding multiple perspectives on the same data could help to reduce

the subjectivity in data gathering and analysis, which was not the case in our study.

This study sought to discover the impact of perceived novelty in the adaptive process and performance by
studying a change that is similar to all individuals involved. Yet, in reality, two personal lives are never fully
identical. Though, in this case none had prior experience adapting to the same disruptive change to online
teaching, which were main conditions of this study. This means that there may have been hidden factors
during either the data collection or analysis, that played a role in the process which were not uncovered.
Due to these main conditions of similarity, it was not very feasible in this thesis to have multiple
perspectives on the same phenomenon for high data triangulation, for example by interviewing also the

board of directors or the deanery.

Another limitation is that the transferability of the results is challenging. This study used 5 of 8 dimensions
of adaptive performance by Pulakos et al. (2002), because the context was very specific. Therefore, the
theory regarding the adaptive process in this study may differ across other contexts, which cannot be
concluded from this study. Moreover, the data sample consisted of 7 interviewees, which were relatively
diverse. Yet, the findings and theories may deviate from studies when studied among greater populations.
These limitations suggest the findings should be interpreted and used with great caution. However, the
main purpose of this exploratory study is not to provide generalizing findings that can be used for decision-
making, but to offer further insights and research directions on a process that was highly ambiguous. Next,

the managerial implications are discussed as the final section of this thesis.

5.5 Managerial implications
As stated in the limitations, the findings and conclusions from this empirical study are to be interpreted

with great caution, due to the explorative nature of the study. For this reason, caution also should be

exercised with the managerial implications outlined in this section (5.4). This study roughly divides the
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managerial implications into two categories, namely the collective and the individual adaptive

performance.

With respect to the management of individuals, this study suggests to managers to consider the internal
enablers and barriers that individuals carry. The individuals who fall short of required enablers in the
respective context should be supported or encouraged to not remain passive in their adaption, but to act
despite the perceived objections, as the context of this study suggest that barriers can be overcome.
Sometimes things seem worse than they are. For example, some initially disliked and did not favor online
teaching, but still adapted actively. As a consequence, their perceptions upon online teaching turned 180
degrees, showing that internal barriers are not insurmountable. Thus, going through one’s initial perceived
novelty by taking it on resulted as the main solution for positive affective and performance outcomes in
the context of an ineffective and unpredictable support system. Becoming fully dependable on the internal
enablers of others is in itself not a sustainable way of adapting, in the case that next time there is no
support available. Managers can help individuals by demonstrating that the internal barriers can turn
around and are in fact surmountable. This may help to save the passive adapter from becoming stuck in

their position, lose educational quality, and to avoid or curb their stress and insecurity levels.

These implications may not only be relevant for professors but also for other occupational groups,
although this cannot be concluded from this empirical study. Lastly, when managers are interested in the
adaptive performance of their employees, they should not confuse the adaptive result with the adaptive
performance. Some passive adapters may still achieve normal adaptive performance due to fully relying
on the support of others. So, the external and internal enablers should not be confused when measuring
the adaptive performance of employees. If some individuals are deficient in certain enablers, like creativity,

they can perhaps be targeted and trained specifically to develop these.

The managers can exert greatest impact with the external enablers, since the external enablers are
considered more manageable by job design (Demerouti, Nachreiner, & Schaufeli, 2001). The conclusions
from this empirical study suggest that a good support system is vital to collective adaptive performance.
Identifying the internal enablers, as stated in the paragraph above, is the first step in this allocation process.
Those that are able to overcome and deal with the novelty that occurs, should get the space to improvise
and use their enablers to not only adapt individually, but consequently help others in their process. The

results illustrate that those able to overcome novelty, will have to raise their efforts to do so, as adaption
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does not happen by itself. This causes for unequal increases in workload, which should be compensated
for to gain the highest collective adaptive performance. Those that are considered pioneers in the adaptive
process should get more space to develop and share their best practices. Technical support showed to
improve the collective adaptive performance, so their role should not be underestimated, for example to
lower the workload and lay off tasks of the professors. The results also showed that especially in the first
phase of overcoming novelty learning is the highest for the pioneers, while later it is lower. So the first
phase requires different skills and has other demands than the ensuing phase. Managers can use this

information to anticipate on the wants and needs of individuals in different situations.
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Appendices

Appendix 1 interview guide

Mijn naam is Wessel Grol, student HRM aan de Radboud Universiteit. Dit interview gaat over een
scriptieonderzoek naar de plotse verandering die docenten hebben doorgemaakt van het fysiek lesgeven
op de universiteit in een collegezaal, naar het digitale lesgeven vanuit huis en de daar bijkomende
uitdagingen.

De studie is geinteresseerd in hoe docenten dit ervaren hebben, naar uw verhaal, en welke factoren een
rol hebben gespeeld bij deze verandering. Het gesprek is verder relatief open, maar natuurlijk zijn er wel
onderwerpen die interessant zijn om te bevragen. Mochten er dingen zijn die u zelf zou willen vertellen
maar wat niet bevraagd wordt geef dit vooral aan. Ik wil ook graag duidelijk te maken is dat er absoluut
geen goed of fout antwoord mogelijk is, want het is uw verhaal. Er wordt dus ook geen beoordeling geveld
o ver hoe goed of slecht u dingen zou hebben gedaan.

Het gesprek zal maximaal een uur duren en de informatie wordt gegarandeerd van anonimiteit en wordt
vertrouwelijk behandeld. Dat betekent dat uw naam niet zal worden vermeld maar ook andere mogelijke
sporen zullen worden weggelaten. U mag altijd vragen onbeantwoord laten en u kunt u ten alle tijden
terugtrekken uit het onderzoek. Als laatste wil ik u toestemming vragen om het gesprek op te nemen zodat
ik het later kan uitwerken en nu kan focussen op het gesprek.

Graag zou ik willen beginnen met een aantal korte vragen om uw situatie in beeld te krijgen.

e Watis uw leeftijd?

o  Welk vak doceert u?

e Wat voor programma’s gebruikt u hiervoor?

e Hoe ziet uit thuiswerksituatie eruit? Uw thuiskantoor? Kinderen? Veel/prettige ruimte?

e Wat is uw stijl van lesgeven? Denk aan PowerPoint, veel verbaal, veel schrijven,
interactie?

(Semi-) open section
Topic list inclusief voorbeeld vragen
Perceived novelty and past experience
e Hoe nieuw was het lesgeven in een andere fysieke omgeving voor u, waaruit blijkt dat?
e Hoe nieuw was het digitaal moeten lesgeven voor u, en waarom?
e Wat vond u het meeste/minder nieuw? Het lesgeven digitaal, of de verandering van
fysieke omgeving? lets anders? Waarom?
e Hoe nieuw is het nu? Wat is er veranderd?
o Heeft u nog andere relevante ervaring die u heeft geholpen met het omgaan met de
verandering in lesgeven?
o Was het daarom ook zo nieuw, of ook andere redenen? (Indien geen ervaring)
e Topic list onderwerpen

Interest
o Hoe hebt u het ervaren om ineens digitaal les te moeten geven? Waarom?
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e Hoe vond u het om ineens les te geven in een andere omgeving, vanuit huis? Waaruit
blijkt dat?

e Zijn er nog andere dingen die u lastig/makkelijk vond betreft de verandering in lesgeven?
Waarom?

e Hoe vindt u het nu? Digitaal lesgeven en vanuit huis? Waarom? Wat is er veranderd?

e (Lag dat ook aan dat het nieuw was?) (het nieuwe ook interessant/leuk?)

o Inhoeverre vindt u het leuk om met (nieuwe) veranderingen om te moeten
gaan, en waaruit blijkt dat? Uitdaging?
e Topic list onderwerpen

Self-efficacy

o Hoeveel vertrouwen had u dat u om kon gaan met de verandering in fysieke
lesomgeving? Waarom (niet)? Hoe is dat nu?

o En wat betreft het digitale aspect? Waarom? Hoe is dit nu? Wat is er veranderd? Minder
nieuw?

o Hoeveel vertrouwen heeft u in dat u kunt omgaan met dit type (ingrijpende) nieuwe
veranderingen? Waarom?

o Topic list onderwerpen

Other topics
onderstaande wordt op ingespeeld, dus niet altijd direct bevraagd
e meer stress en omgang
e meer onzekerheid/ onvoorspelbaarheid en omgang
e creativiteit aanboren
e Herkenning van nieuwheid

Structured section
Als laatste gaan we over op een stuk zelfbeoordeling betreft het omgaan met verandering in zijn geheel,
van begin tot eind.

e Hoe vindt u zelf dat u bent omgegaan met het lesgeven vanuit een andere fysieke omgeving en
waarom? Waaruit blijkt dat? Hoe was dat op het begin vergelijken bij nu?

e Hoe vindt u zelf dat u bent omgegaan met het (leren) lesgeven via digitale software en waarom?
Waaruit blijkt dat? Hoe was dat op het begin vergelijken bij nu?

e Indien toepasselijk:

e Hoe vindt u zelf dat u bent omgegaan met de onzekerheid en onvoorspelbaarheid en waarom?
Hoe was dat op het begin vergelijken bij nu?

e Hoe vindt u zelf dat u bent omgegaan met de werkstress en waarom? Hoe was dat op het begin
vergelijken bij nu?

e Hoe creatief vindt u uzelf in het omgaan met deze verandering en waarom? Waaruit blijkt dat?
Hoe was dat op het begin vergelijken bij nu?

e Zijn nog dingen die u zelf aan dit verhaal wilt toevoegen?
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Appendix 2 Coding books

Code

Definition by Pulakos et al. (2002)

Description

Uncertainty

Dealing with uncertain or

unpredictable work situations.

Being able to deal with the uncertainty and
unpredictability of the changed work situation and

continuous unanticipated changes.

Learning Learning new tasks, technologies, Being able to learn to teach digitally, both technical and
and procedures didactical.
Setting Demonstrating physically oriented Being able to cope with the change in environment from
adaptability classroom orientation to digital orientation. Teaching from
a home office instead of in a classroom. Dealing with
(technical) disturbances.
Stress Handling work stress Being able to cope and remain calm with the stressors that
the work change brought about.
Creativity Solving problems creatively Showing creative solutions which are required due to the

high level of novelty of the change of work situation.
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Descriptions & indicators/ 1
3™ order codes 2" order codes P / Example quote
order codes
e Stress Online is a very new aspect so there are technical things about
e Unpredictability / it that can go wrong and you don't have full control over it.
Necessity of a hew Impact of change/ uncertainty You can test Zoom a hundred times but you don't know exactly
routine ¥ novelty e Quality how it's all going to turn out, until you've done it and then you
e Workload think oh that works just fine too, so that's that extra tension,
e Changed Interaction and that causes some extra stress
I think students just have the right for good education. If we
The role that the professor . . / . ght for g . f.
. decide to just rattle this off and throw YouTube videos online.
. perceived toward students and . .
Perceived role . If we do that, and say just look at it, what are we? Then we
colleagues  regarding  mostly e
offort won't exist in five years. Why are we here then?

Perceptions in
adapting

Perceived urgency to

adapt

The urgency that the professor
perceived to adapt. Higher
urgency implied more effort and
more active adaption.

So fortunately, that was put in order by facilities management
as of September. That didn't go without a hitch either but it
got fixed. In short, last year before the spring it was
improvising and putting in a lot of time, but in the end, it
turned out well and this year with course X the same thing
went on and became a bit easier.

Perceived possibilities

to adapt

The options that were found to
adapt and maintain quality of
education.

| try to resemble the original lectures as much as possible
concerning mimic, movements, and being active. It is
important to the listeners since online lectures are extremely
boring, especially when the professor is sitting.

Perceived novelty

The novelty to the professors in
terms of perceived impact. (not
the meaning of the impact itself,
which is code impact of novelty)

In the beginning it feels a little like you are the local madman

preaching the word of Jesus and talking to nobody in specific.
This is how it feels a little, like you are a madman talking to a
webcam and you have no clue whether anybody and who may
be listening.

Adaptive process:
From novelty to
Routine

Internal enablers
overcoming novelty
What helped the

e Interest to adapt
e Creativity

o Self-efficacy

e Independency

I also saw it as a kind of challenge to see if | could do this, if |
could deliver good quality education in this way. So you turn
that into a sport.
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professors internally
overcoming novelty and
develop routine

Flexibility
Motivation

internal barriers
overcoming novelty
What internally
obstructed the
professors in

overcoming novelty and
develop routine

Dislike to adapt
Non-creativity
Self-doubt
Dependency
Demotivation

Yes that makes a great difference (difficulty due to dislike).
yes | have colleagues who loved it............... They saw a
challenge in this while | just see this as dead weight you
know. | teach with pen and paper, and now you were forced
to do everything digitally..... In het begin zeker was dat
gewoon ontzettend wennen allemaal.

I do only what really needs to be done and I've never been
like that either. 20 years ago, | had colleagues who were
doing all kinds of things with Blackboard for exams and stuff.
| just have no interest in technology. For me it's about the
content, | don't want to get involved with technology. So the
creativity, that was all borrowed, all copied.................... /
don't like change. Yes, some of them are nice but others are
not. This one I didn't like at all. It was about things that | am
least concerned with and confident in

External enablers
overcoming novelty

What externally helped
the professors
overcoming novelty and
develop routine

Collegial support
Social support
Technical support
Managerial support
Student complains
Lack of support

In the beginning it was more difficult than now. You had to
develop a new routine so in the beginning the uncertainty was
high. And like | said, it is easier to hold on if you see good
examples around you and you see people supporting you a bit.
Then you get a little more grip on it.

External barriers

overcoming novelty
What externally
obstructed the
professors in

Lack of support

Bad Information flow
Selfishness/independency
Lacking best practice
sharing

This summer | indicated what we should do, that again has
disappeared a bit in the end, but | thought already back then
that we should have some kind of website or platform for best
practices. So people who teach a course that is going really
well, who then tell us how they do it.

I: Exactly yes, but that doesn't get off the ground? R7: Not
that | know of, so then it hasn't reached us properly. You do
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overcoming novelty and
develop routine

want to be involved but then so much comes at you again
and then it gets pushed into the background. And then at
some point you leave it aside.

Adaptive
performance

Active adaption: high
adaptive performance
in this context

Going for it, taking on
Increase effort
Preparation
Improvisation

Flipping the switch
Positive reinforcement
Fast decrease in novelty
Fast increase in routine
Early learning peak

High devotion to students
and role as professor
High urgency to adapt

| had decided I'm going to do it this way, through Seres, use
Proctorio. | thought | can do that safely and do it well, and |
ignore all the other guidelines. I'll just do this and I'll see what
goes wrong. So basically just taking matters into my own
hands again, count on myself and benevolence of others and
not caring about anything that may come

| then asked friends like okay I'm going to give a fake lecture
now jt's up to you to disrupt that lecture. Then | could test
which settings | had to use so they couldn't do that. And so you
had to master the technical stuff.

I know I'm a good teacher, and | know based on preparation
that things always work out. So through experience,
professionally, that teaches you that if you prepare well that
it will work out, or that you can solve it if something strange
does go wrong. Because you have thought about it
beforehand, | think that is important to me. That gives me
the confidence so you know you don't have to panic if
something goes wrong.

Passive adaption: lower
adaptive performance
in this context

Resign to unideal
situation

Blame situation
Avoiding behavior
Only the minimum
Not acting on options
Negative reinforcement
Slower decrease in
novelty

Slower increase in
routine

have told my wife more often than usual: “after me, the
deluge” (Het zal mijn tijd wel duren), I'm going to retire soon.
If there are too many changes on my path, and | have to start
doing all kinds of things differently, then | say, you know what,
in the context of unemployment, I'll throw the towel

I don't even use 10-20% of Brightspace yet but they really use
all the features, yeah like a digital abacus and stuff. | only do
what really needs to be done and I've never been like that
either.
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Conservative role as
professor
Lower urgency to adapt

58







