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CAREER DIVERSITY AND PROJECT PERFORMANCE IN THE ITALIAN 

TELEVISION INDUSTRY 

Abstract 

     This paper contributes to boundaryless career research by focusing on how past diversity in the 

career patterns acquired across prior project-based industries and within the same project-based 

industry may influence current project performance. This study examines the “knowing how” 

elements accumulated in the past by team members across and within project-based industries as 

career-related measures of diversity. To address this issue, this paper analyzes the creative context 

of Italian TV drama series production teams by investigating the career patterns of 1,736 actors who 

worked in this industry from 1996 to 2010. To quantify the differences between career patterns, 

optimal matching analysis, is used.  

     This study finds an inverted U-shaped relationship between past career diversity accumulated 

across project-based industries and current project-performance; the study finds further that past 

career diversity achieved within the same project-based industry negatively moderates the inverted 

U-shaped relationship between past career diversity accumulated across project-based industries 

and current project-performance. These findings are consistent with the idea that the two patterns of 

career achievement – across project-based industries and within the same project-based industry – 

are not complementary but rather serve as imperfect substitutes.  

 

Keywords: Boundaryless careers, career patterns, creative industries, diversity. 
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1. Introduction 

     The “creative economy” based on intellectual inputs or human creativity put under focus the 

changing meaning of careers (Florida, 2006). Scholars highlight a shift from “the long-term-based 

career relationships into transactional, short-term-based ones that evolve between individuals and 

their employing organizations” (Baruch, 2004:59). As a result, careers are conceived as open 

systems in which talent is not considered as a stock but as a flow, which can be continually 

nourished and developed with new experiences.  

     Arthur and Rousseau (1996) synthesize and define this new concept of career as boundaryless to 

describe careers that do not unfold in a single employment setting, but comprise sequences of jobs 

that may cross industry, occupational, organizational, role, and geographical boundaries. This 

stream of literature emphasizes the role of individuals as proactive creators of their own careers. 

This phenomenon is salient in creative industries where contract workers move frequently within 

and across organizations (firms or projects) and industries (movie, TV, theatre, etc.). Likewise, 

much of the research focused on the analysis of boundaries around organizations (Becker and 

Haunschild, 2003; Inkson, Gunz, Ganesh, and Roper, 2012). 

     However, a notable gap in the boundaryless career literature is constituted by the almost 

complete absence of objective examination of the movements across industries and within 

industries that can be objectively analyzed. Moving from these considerations, the present study 

attempts to analyze the effect of diversity in career patterns acquired across prior project-based 

industries, as well as within the same project-based industry, on current project performance. 

Consistent with the definition proposed by Bird (1994:326), career patterns are described as “the 

accumulation of information and knowledge embodied in skills, expertise, and relationship 

networks acquired through an evolving sequence of work experiences over time”. Accordingly, this 

paper investigates the following research question.  What are the effects of the variety of 

experiences, skills, contacts, and knowledge accumulated by individuals within and across project-

based industries on performance? The main idea is that careers in project-based industries 
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frequently do not take place within firms; instead, individuals move from temporary team to 

temporary team. Within project-based industries, individuals (henceforth, team members) receive 

validation from the market and build their career capabilities on their previous experiences. As a 

matter of fact, experiences allow team members to translate greater information richness within a 

project into better choices and roles (Finkelstein and Hambrick, 1996). The majority of previous 

studies, however, consider individuals’ career backgrounds to be a current trait brought with them 

from previous experiences, without sufficiently examining how career-related measures of diversity 

are formed. This paper overcomes this issue, by focusing on the historical value of a career as a 

repository of knowledge and experience and thus it provides a dynamic representation of the effect 

of diversity not based solely on a portion of individuals’ careers. 

     This research contributes to the literature on creative organizations and careers in a variety of 

ways. First, the study offers a clear evidence of the role of career movements in the creative settings 

by disentangling the effects of career movements across and within sectors of activity. Second, by 

exploring the relationship between the diversity in the career patterns acquired across prior project-

based industries and current project performance, this research extends scholars’ comprehension of 

boundaryless careers by examining not just one industry but also the movements that occur across 

industries, as suggested by Inkson et al. (2012). Third, by analyzing the relationship between the 

movements within the same project-based industry and the current project performance, this paper 

responds to calls for more research into the variety of career movements (e.g., Rodrigues and Guest, 

2010). Finally, this research advances studies on how career-related measures of diversity are 

formed, focusing on the historical value of a career as a repository of knowledge and experience. As 

a result, this paper provides a dynamic representation of the effect of diversity not based solely on a 

portion of individuals’ careers. 

     The creative context selected to develop the research is the Italian Television drama series 

industry since creative workers’ careers are mainly constructed around projects (Faulkner and 

Anderson, 1987). The final output (a TV episode) is performed by multidisciplinary teams 
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composed of specialists from a number of professions grouped in temporary project teams, which 

provide high levels of diversity in terms of career patterns. More specifically, this research analyzes 

the careers of 1,736 actors who worked in the Italian television drama series industry from 1996 to 

2010 in order to provide a longitudinal dimension of career patterns, going beyond a particular 

snapshot of an individual’s work experience. 

 

2. Theory and Hypotheses  

2.1 Boundaryless careers and experiences in project-based industries  

     Arthur, Hall, and Lawrence (1989:8) originally defined a career as “the evolving sequence of a 

person’s work experiences over time”. Bird (1994) extends this definition by arguing that the term 

“career” conveys more than a chronology of positions held by individuals. The author states that the 

traditional definition of “career” omits the value of the information and knowledge acquired by a 

person from an evolving sequence of work experiences. In the light of this view, work experiences 

represent the “primary mechanism by which careers occur, though they are not in themselves a 

career” (Bird, 1994:326). Experiences can be considered as a proxy for knowledge and skills that 

contribute to performance, as stated by prior literature (Almeida, Dokko, and Rosenkopf, 2003; 

Huckman and Pisano, 2006). Accordingly, individuals’ abilities to contribute to organizational 

outcomes reflect their heterogeneous experiences gained during their career histories.  

     This approach to a career as a “repository of knowledge” plays a pivotal role in the 

contemporary project-based employment, characterized by a shift from secure and stable careers 

with clear boundaries to more fluid careers marked by greater mobility across professional 

industries and products. The management of such careers calls for individual qualities that differ 

significantly from those that were sufficient in the past. Within project-based careers, team 

members take responsibility for gaining experiences and seeking opportunities while working on 

temporary, short-lived projects (e.g., Jones, 1996; Bechky, 2006). Consequently, project-based 

careers are characterized by “flexibility, networking, marketable skills, and continuous learning” 
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(Rodrigues and Guest, 2010:2).  

     Arthur and Rousseau (1996) synthesize three elements needed for effective boundaryless career 

management on the individual side: “know why” (values, attitudes, internal needs, identity, and life 

style); “know how” (skills, experience, knowledge); and “know whom” (networking, relationships, 

how to and the right people). Jones and DeFillippi (1996) added other three elements: “know what” 

(opportunities, threats, and requirements), “know where” (entering, training and advancing), and 

“know when” (timing of choices and activities). This paper examines “know how” elements by 

focusing on experiences, skills, and knowledge as career related measures of diversity. 

 

3. Career related measures of diversity: Skills, experiences, and knowledge 

     Diversity refers to the distributional differences among team members on a common attribute 

(Harrison and Klein, 2007:1201). More specifically, they propose three distinctive types of 

diversity: separation, variety, and disparity. The former considers differences in positions and 

opinions among members within an organizational unit. In contrast, diversity as variety entails 

differences in information, experience, and knowledge among members, reflecting access to 

particular or unique sources of knowledge. Finally, diversity as disparity shows “differences in 

concentration of valued social assets or resources such as pay and status among unit’s members” 

(Harrison and Klein, 2007:1200). With regard to these types of diversity, this paper focuses first on 

understanding how differences in experiences gathered by team members during their career 

patterns achieved across prior project-based industries may influence current project performance. 

Second, this paper analyzes the impact that differences in experiences gathered by team members 

during their career patterns accumulated within the same project-based industry may influence 

current project performance. Finally, the interaction between differences in experiences gathered by 

team members during their career patterns achieved across prior project-based industries and those 

achieved within the same project-based industry will be tested. 

 



 7 

 

4. Past career diversity across prior project-based industries and current project performance 

     The two main characteristics of project-based organizations are their temporary nature and their 

blurred boundaries (e.g., O’Mahony and Bechky, 2006). As a result, individuals are selected and 

assembled on a project-based logic, and their experiences become valuable when they produce 

positive implications for project performance. Consistent with prior literature, projects can be 

considered as forms of organizing (Bechky, 2006) that provide career opportunities (Baker and 

Faulkner 1991). However, boundaryless careers encompass structures that influence the work 

experiences of temporary workers (Bechky 2006:4). Accordingly, past experiences accumulated in 

projects accomplished in different industries may affect the variety of ideas and knowledge 

available when a new project team is assembled.  

     Flood and colleagues (1997) demonstrate that greater industry-specific experience in top 

management teams inhibits their pioneering attitude, defined as the capacity of an organization to 

develop new products ahead of rivals. The same effect may arise from creative workers that are 

strongly type-casted into the same industry and job. Thus, the diversity of career can positively 

affect project performance due to a greater innovative attitude of team members. 

However, the positive effects of the diversity of career structures across (but related) industries may 

decline after a certain level, because an excess of diversity may hamper the likelihood that prior 

experiences in diverse industries provide task-relevant knowledge and skills that can be transferred 

to the new job. At the same time, institutional and cognitive inertia due to a homogenous career 

structure is less likely to emerge. Bunderson and Sutcliffe (2002) instead, found that team members 

who have spent time in different functional areas during their career are more motivated to share 

and exchange information among each others, and this aspect, in turn, may positively affects team 

performance. On the same vein, Tylor and Grave (2006) suggest that having multiple knowledge 

domains within a team may contribute to enhance innovation.  

     Within project-based contexts, however, the high task specificity may suggest that an excess of 
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industry experimentation may cause a lack of specialization without providing any relevant 

knowledge and skills for the new task, which may negatively affect current project performance. 

Furthermore, this negative effect may be enhanced by expectations about how work should be 

replicated within a new project-based industry (Adkins, 1995; Dokko et al. 2009). Accordingly, 

even when experiences have positive effects on current project performance, some norms and 

values are industry-specific, and those professionals with an excess of career diversity at the 

industry level are therefore less likely to embody these norms and values during their tasks. These 

multiple issues, in turn, may have negative implications for performance. Indeed, on one side the 

diversity in career structure may enhance project performance; however, an excess of industry 

career diversity may reduce the likelihood that the past experiences in diverse industries reveal task-

relevant knowledge for the new job and thus positive implications. Hence the following is 

hypothesized: 

     Hypothesis 1 (H1): Within a project team, an inverted U-shaped relationship exists between 

team members’ past industry career diversity across prior project-based industries and current 

project performance, with performance first rising and then falling with increasing past industry 

career diversity across prior project-based industries. 

 

5. Moderating role of past industry career diversity within the same project-based industry 

     Prior work experience within the same industry may lead team members to gain task-relevant 

knowledge, but not all work experiences may provide equally useful knowledge and skills (Dokko 

et al. 2009:2). Dokko et al. (2009) demonstrate that prior related experience negatively affects job 

performance when specific knowledge and skills that appear to be related to the new organizational 

arrangement are not provided. In other words, prior experiences in the same industry can be of 

value only when they offer the possibility of using related knowledge and skills. Indeed, prior 

experience in the same industry may bring about negative effects on job performance due to the 

presence of institutional (norms) or cognitive (schemas, mindsets) mechanisms that create rigidities 



 9 

in behavior and decision making, and may conflict with the expectations of the role within the new 

organizational context. On the same vein, Gunz, Evans, and Jalland (2000) argue that the labor 

market itself provides constraints on workers because both contractors and employers create 

cognitive boundary mechanisms.  

    By analyzing actors’ careers in Hollywood, however, Zuckerman, Kim, Ukanwa, and von 

Rittmann (2003) found that actors who are typecast and stick to the same genre of work are more 

successful in obtaining future employment. Typecasting therefore acts as a positive constraint on 

the careers of individuals because specialization is provided. Specialization occurs at the senior 

level because individuals are expected to lack specialization at the junior level. In this vein, 

specialization may be a voluntary choice on the part of individuals to advance more rapidly in their 

careers as well as to be more recognizable in the labor market. This issue is particularly relevant in 

creative industries (i.e., music, theater, television, film, publishing) where a strong linkage exists 

between consumers and individuals’ reputations (i.e., actors for theater, TV and movies, and 

musicians and writers). Consequently, being typecast within the same project-based industry may 

support individuals in gaining a good reputation and thus bring about favorable outcomes. 

Furthermore, typecasting may also contribute to the acquisition and development of marketable 

skills that Rodrigues and Guest (2010) highlighted as being relevant for boundaryless careers. 

Acquiring different experiences within the same industry provides team members with a deeper 

understanding of the task-relevant knowledge and skills that can be transferred to new jobs within 

the same industry. 

     The central goal of this study is to understand the effect of diversity in career patterns acquired 

across prior project-based industries, as well as within the same prior project-based industry, on 

current project performance. Thus, understanding the interaction between past industry career 

diversity accumulated within the same project-based industry and team members’ past industry 

career diversity accumulated across project-based industries and how that affects current project 

performance is also important. First, as argued in hypothesis 1, an excess of industry 
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experimentation -moving continually across project-based industries- may cause a lack of 

specialization without providing any relevant knowledge and skills for the new tasks, yielding 

negative effects on current project performance. Being typecast within the same project-based 

industry, however, may positively constrain the careers of individuals within the same industry. In 

other words, task-relevant knowledge and skills are increasingly tailored to project-based 

industries’ needs as typecasting increases (e.g., Greeno, Smith, and Moore, 1993; Barth, 1997), so, 

on one side, the positive effect of prior experiences acquired across project-based industries 

diminishes in importance when career patterns within the same project-based industry emerge; 

while, on the other side, when the level of career diversity across industries becomes too high, the 

presence of task-relevant knowledge from the diversity of career experiences in the same industry is 

useful. As a matter of fact, the knowledge acquired across different project-based industries is 

affected by less experimentation due to increased typecasting, which reduces innovative attitudes, 

and at the same time typecasting may offer a positive basis of task-relevant knowledge when the 

past career diversity across industries is too high. Therefore, past industry career diversity 

accumulated within the same project-based industry and past industry career diversity accumulated 

across project-based industries act as imperfect substitutes rather than being complementary. Hence, 

the following is hypothesized:  

     Hypothesis 2 (H2): Within a project team, team members’ past career diversity accumulated 

within the same project-based industry negatively moderates the inverted U-shaped relationship 

between team members’ past industry career diversity across project-based industries and current 

project performance.  

 

6. Method 

6.1 Data collection and sample 

     Creative industries are mainly organized around projects, which help to reach punctuated but 

temporary advantages in product markets (Lampel, Lant and Shamsie, 2000). Accordingly, TV 
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drama series productions are normally produced on a project basis with a duration of several days to 

several months and with highly customized and project-specific results. Each TV drama series 

production, particularly those made in Italy, “generally belongs to a small, independent, and legally 

constituted organization that is financially responsible for the failure or success of the project” 

(Soda and Bizzi, 2012:100). Additionally, they are based on a modular structure of occupational 

roles, which allows temporary teams to be easily assembled (Bechky, 2006). Consequently, each 

project team can here be considered as a particular type of temporary organization formed by 

flexible workers. Flexibility is a salient characteristic of individuals who work in the TV drama 

series industry because they experiment with different patterns in terms of situations as well as 

opportunities. Furthermore, flexibility is a desirable characteristic that individuals need in order to 

advance in their career within the same industry as well as across industries (Ali and Camp, 1996). 

Accordingly, this characteristic allows individuals to move from passively carrying out narrowly 

defined tasks to proactively and flexibly engaging in broad and emergent work roles (e.g.,Vicentini, 

2013). 

     Roles are often structured hierarchically within projects, with project management roles 

distinguished from technical ones. Producers, directors, and actors dominate the project. Producers 

are the dealmakers who control projects. They are responsible for buying and developing ideas; 

arranging the financial aspects; and hiring directors, writers, actors, and other relevant personnel for 

projects. Directors are usually the employees of producers (De Vany, 2002). Actors are valuable for 

their ability to attract financing. Producers, directors, writers, and main actors are considered 

“above the line” critical roles, whereas supervisors, crafts, secondary actors, and technicians are 

considered “below the line.” Due to this structure, the production of TV drama series involves the 

same groups of firms or individuals who provide significant insights in terms of career history 

because 1) they may have started their careers in this industry by chance, 2) they may have come 

from similar creative industries (i.e., film or theater), and 3) they may have enrolled through a well-

established network (Sydow and Staber, 2002). The final output of each TV drama series 
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production team is the episode. Episodes are collected and assembled in a TV season by the 

production company, which sells them to the TV broadcasters.  

     The present study analyzes the careers of actors who worked in Italian TV drama series 

productions produced from 1996 to 2010 by leading Italian TV drama series production companies. 

For each TV drama series produced, the following information was collected: 1) the complete 

composition of the temporary team in terms of the seven main actors (who are considered the core 

team members) involved in the episode production, 2) the complete prior career history of each 

team member in terms of the industries they experienced before entering the current project, and 3) 

project performance in terms of audience share generated by each episode. The sample includes 

1,736 team members and 249 TV episodes. 

     Data used in this study were retrieved from different sources, including: 1) the Internet Movie 

Database (henceforth IMDb), which is the most powerful and authoritative database on the world's 

film and television productions (e.g., Ferriani, Cattani, Buden-Fuller 2009), and 2) Auditel, which is 

an independent institution that sells its services to broadcasters. This institution monitors the Italian 

broadcasting market using a panel of 5,101 families and more than 14,000 individuals from various 

geographically dispersed residential populations (Soda et al., 2004).  

 

7. Variables 

7.1 Dependent variable 

     One of the most common approaches to evaluating the success of project performance is 

considering whether the project met its time and budget goals (Shenhar, Dvir, Levy, and Maltz, 

2001). Although this conceptualization seems useful, in some cases this approach is inadequate, 

such as in creative projects. Within creative industries, project success -i.e., movies, episodes, and 

songs- can be evaluated in terms of artistic -i.e., awards- as well as commercial performance -i.e., 

box office, audience share, sales- (Caves, 2000, Delmestri, Montanari, and Usai, 2005). Although 

TV drama series are conceived with the business perspective in mind, their utility remains uncertain 
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until series are actually purchased and experienced. This is the “nobody knows” property of creative 

goods, which can be applied to consumers as well as producers (Caves, 2000:189). Taking into 

account consumers’ perspective, whereby consumers are effective product selectors (Vicentini and 

Boccardelli, 2014), current project performance is here measured in terms of audience share, which 

is defined as “the size of the audience that watched a show or its number of viewers” (Soda et al., 

2004:897). More specifically, current project performance is measured using the audience share for 

each episode. Because audience numbers are highly skewed, the natural logarithm of the number of 

people watching each TV episode was used to measure current project performance.  

 

7.2 Independent variable 

     The independent variable is the diversity of career patterns and evaluates the variety of patterns 

followed by team members along two dimensions: prior experiences across project-based industries 

and variety of experiences within the same project-based industry. To compute this variable, the 

optimal matching analysis (OMA) technique was used. OMA is an algorithmic analysis introduced 

into social science by Abbott (1990) as a descriptive tool for representing sequences of social 

events.  

     OMA is based on the premise that “it is possible to measure how similar two sequences of data 

are to one another by assessing how difficult it is to turn one sequence into the other” (Stovel et al., 

1996:376). Optimal matching algorithms seek the most efficient way of transforming one sequence 

into another by addressing three basic transformation functions: deletions, insertions, and 

substitutions among pairs of sequences. When two sequences are compared, the output of the OMA 

is a number ranging from zero (the sequences are identical) to infinite (the sequences are diverse). 

When more than two sequences are compared, OMA computes a “dissimilarity matrix” that 

represents all of the distance measures between each pair of sequences in the sample. This 

dissimilarity matrix can then be clustered with further analysis to group similar categories of 

sequences (Lesnard, 2006).  
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     According to Abbott and Hrycak (1990), each career-event included in a sequence is the 

combination of job tasks performed by team members and the diversity dimensions investigated 

(i.e., across project-based industries and within the same project-based industry). To track career 

pattern diversity, industry sequences were constructed based on the year of release of the TV drama 

series’ episodes. The career paths of team members included in the TV drama series production is 

evaluated, and a career path sequence, referred to as “job and across prior project-based industries” 

(e.g., TV series actor/actress; theater actor/actress; movie actor/actress) is created for each 

individual. Specifically, for each history, eight career patterns were built: no experience, experience 

only in theater, experience only in movies, experience only in TV, combined experience in theater 

and movies, combined experience in theater and TV, combined experience in movies and TV, and 

experience in all three industries (movie, TV, and theater).  

     The second career path includes “roles within the same project-based industry” and is created for 

each individual. In detail, for each history, three career patterns were built: main actor/main actress; 

supporting actor/actress; utility player in the TV drama series industry. For each history, the year of 

origin was set to t=0, when the career of the actor/actress began. Following Skilton and Bravo’s 

procedure (2008:388), where gaps in the career history exist, the assumption is that the individual 

continued working in his or her previous industry and that industry was thus assigned to the gap 

years. To construct the square symmetrical dissimilarity matrix of diversity careers, the Stata 

SEQCOMP procedure was used. 

 

7.3 Levels of Analysis 

     The boundaryless career concept and Bird’s (1994) definition of a career state that individuals 

are the main agents in their career progression and direction. Accordingly, data in this study were 

conceptualized at two levels of analysis: the individual level –diversity career sequences - and the 

project level – audience share of the TV episode. To account for the above mentioned levels of 
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analysis, diversity career sequences were collapsed across observations to make a single record for 

any episode using the Stata program. 

  

7.4 Control variables 

     In addition to the diversity of career histories for which effects are hypothesized, a number of 

other factors may affect project performance. Accordingly, control variables were used to account 

for these factors. First, not all Italian TV production companies specialize in the production of TV 

series because they also produce movies, TV movies, and other TV formats (e.g., sitcoms). 

Consequently, this lack of specialization may affect the audience share. This variable is called 

experience of the producer in the TV series production and is measured using the average number 

of TV series produced by the production company before the current project. The second control 

variable is total hours of TV series broadcast by the channel in any given year. Not all TV channels 

have the same potential to reach high audience levels. The Italian broadcasting market has two 

leaders: RAI (the state-owned television corporation) and Mediaset (the major private competitor). 

Both broadcasters have three main channels providing TV programs. Consequently, significant 

variation exists in the number of hours broadcast by each channel and the number of hours of TV 

series transmitted yearly that may affect current project performance. The variable is measured by 

counting the number of TV series hours broadcast by RAI and Mediaset. Similarly, the total hours 

of TV movies broadcast by the channel in any given year is measured by counting the number of 

TV movie hours broadcast. These data were gathered from GECA Italy, an independent Italian 

company that tracks all data relating to the television industry. The fourth control variable is TV 

channel audience share. TV channels gain their own audience share from the TV programming 

strategy implemented by the broadcasters. Consequently, the audience share of TV channels may 

affect the audience share of a TV product. This variable is measured using the average audience 

share for each TV channel, also provided by GECA Italy. Because audience share is highly skewed, 

the natural logarithm was adopted.  
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8. Results 

     The descriptive statistics and correlations of the variables used in this study are reported in Table 

1. The number of episodes observed is N=249.  

-------------Table 1 here --------- 

     The results of the ordinary least squares (OLS) regression methods are reported in Table 2.  

-------------Table 2 here --------- 

     Model 1 of Table 2 reports the control variables, which together explain 44 percent of the 

variance (adjusted R2) in the dependent variable (audience share). The TV channel audience share 

is positively and significantly (p<0.001) associated with the audience share. Specifically, the results 

confirm that the audience share gained by a TV series is highly influenced by the average audience 

share recorded by the TV channel. These results reflect the programming strategies implemented by 

the broadcasters to differentiate their channels. The total hours of TV series broadcast by the 

channel in the year is positively and significantly (p<0.001) associated with the audience share; 

however, the total hours of TV movies broadcast by the channel in the year negatively and 

significantly (p<0.001) affect the audience share. The experience of the producer in the TV series 

production does not affect current project performance. This result means that the audience share is 

not affected by the production strategy implemented by the producer.  

     To test hypothesis 1, the inverted U-shaped relationship between past industry career diversity 

accumulated across prior project-based industries and current project performance was first 

evaluated in model 2. More specifically, model 2 shows a significantly positive main term and a 

significantly negative squared term for past industry career diversity. The significance of the 

inverted U-shape was tested (t-value= 1.54 p<0.1) and the inflection point of the curve was found at 

the value of 0.57 of the variable past industry career diversity across project-based industries, which 

is beyond the mean level of the variable in the sample. This finding is consistent with the idea that 

current project performance is positively affected by the past project-based industry career diversity 

collected by team members during their careers across prior project-based industries. However, an 
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excess of past industry career diversity across prior project-based industries may lead current 

project performance to decrease because of the lack of specialization in career patterns. 

     Model 3 analyzes how career diversity accumulated within the same industry interacts with team 

members’ past industry career diversity accumulated across prior project-based industries to affect 

current project performance. The results show a negative and significant effect (p < 0.01), which 

supports H2. Furthermore, in order to provide consistency to the results, the interaction effect is 

plotted in Figure 1. As in Aiken and West (1991), the main relationship is plotted for three main 

specific values of career diversity accumulated within the same industry: mean, above mean 

(mean+1 standard deviation) and below mean (mean -1 standard deviation) values. In this way, the 

results show how the quadratic relationship between past industry career diversity across prior 

project-based industries and audience share varies in form as a function of the value of past industry 

career diversity accumulated within the same industry. As Figure 1 shows, the overall shape of the 

curve changes with the level of career diversity accumulated within the same industry, given the 

significance of the interaction term with the quadratic effect. Furthermore, Figure 1 reveals that for 

all levels of past industry career diversity accumulated across project-based industries on audience 

share, career diversity accumulated within the same project-based industry is negatively moderated. 

9. Conclusions and Implications  

     Providing a new “status quo” concerning modern careers, the boundaryless career concept is 

increasingly prominent in career and management studies. Prior studies have investigated different 

aspects of boundaryless careers (e.g., Arthur and Rousseau, 1996; Becker and Haunschild, 2003), 

but they have scarcely addressed movement across industries. Moving from these considerations, 

this study contributes to tracking individuals’ objective movements across project-based industries 

in creative contexts, filling a notable gap in boundaryless career studies. More specifically, the 

paper analyzed how past diversity in career patterns acquired across and within the same prior 

project-based industries may influence current project performance. To address this issue, this study 

investigates as career-related measures of diversity the “know-how” elements accumulated by team 
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members in different but related project-based industries (e.g. TV series, Movie, and theatre), as 

well as in playing different roles (e.g. actor and supporting actor) within the same project-based 

industry. The findings suggest that team members who show a variety of skills, knowledge, and 

experiences in past project-based industries are more likely to positively affect current project 

performance. However, a threshold exists in the past career diversity patterns beyond which current 

project performance decreases. The presence of a threshold in the relationship with project 

performance reveals that creative workers can profit until a certain level from the diversity of 

experiences across different industries. More specifically, their positive attitude towards innovation 

is counterbalanced by the emergence of negative implications due to the presence of an excessive 

distance from the task-relevant knowledge required by industry specialization. In other words, 

openness to novelty from different industries provides benefits to creative workers until a certain 

level, beyond which the distance and diversity from the industry-specific task relevant knowledge is 

too high, and thus, it undermines project performance. 

     The findings about the significant and negative moderating effect yielded by career diversity 

accumulated within the same industry on past industry career diversity across industries and current 

project performance, reveals that career patterns are not complementary but rather imperfect 

substitutes. This issue, in turn, may lead creative workers to voluntary choose to be typecast in 

order to obtain future employment within the same project-based industry, or alternatively to 

experiment with different career patterns across industries without being specialized in any industry 

and role for their entire career. 

     This study has a number of theoretical implications. First, this research addresses the literature 

on boundaryless careers. As these findings show, boundaryless careers may also occur across 

industries, despite the fact that prior literature has overwhelmingly emphasized only movements 

across organizational boundaries without any reference to across industry career movements 

(Arthur and Rousseau, 1996). Gaining knowledge, skills, and experiences across different but 

related industries may produce positive performance implications for new projects. This finding is 
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mainly driven by the possibility of transferring the set of knowledge and skills from previous job 

experiences to new jobs, and thus positively affecting innovation. For the same reason, this study 

shows that beyond a certain point, diversity accumulated across industries yields negative 

performance implications due to a lower level of specialization.  

     Combining career diversity across industry with different experiences in the same industry offers 

more insights on the possibility of turning career diversity into positive performance implications. 

The benefits accumulated outside the existing industry may be counterbalanced by a greater 

industry-specific knowledge that limits the search for innovative solutions, but at the same time the 

presence of a specific knowledge related to the existing industry is highly useful, when an excess of 

experimentation occurs. 

     Previous research has emphasized the importance of being specialized in order to increase the 

likelihood of being appointed in future jobs (Zuckerman et al, 2003): this study provides an 

innovative eye to this phenomenon by including the effect of diverse career structure on project 

performance. 

 

10. Limitations and Future Research 

     The nature of data used is the first important limitation stems from. More specifically, the study 

focuses only on the analysis of creative workers’ careers, without investigating the role of managers 

or entrepreneurs. For instance, managers play a pivotal role in designing creative teams. In doing 

this activity, project managers such as directors are strictly influenced by the experiences, skills and 

knowledge collected by workers in their previous work experiences. Therefore, future research 

should analyze this issue since it may provide a better comprehension of how creative workers 

make key decisions for their careers. Furthermore, the study tends to emphasize the role of 

experiences, skills, and knowledge, but there is no insight in terms of creativity per se. In order to 

overcome this issue, future research should include some variables that may directly measure the 

creativity that feature creative workers’ background such as the age of actors. 
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     A further limitation relates to the use of secondary data to analyze the career patterns, which do 

not provide insight in terms of team dynamics, which are important to determine the performance in 

creative industries and more generally in teams. To overcome this issue, future research should 

include qualitative research, which provides a better understanding of how project teams are 

formed.   
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1 2 3 4 5 6

1. Audience share (log) 0 0.28 0 0.41

2. Past industry career diversity across project-based industries 0.4 0.23 0.06 0.73 0.60***

3. Past industry career diversity within the same project-based industry 5.24 0.86 3.29 7.71 -0.07 0.04

4. TV channel audience share (log) 2.52 1.65 -1.49 3.70 0.31*** 0.52*** -0.20**

5. Total hours of TV series broadcasted by the channel in the year 797.02 635.66 0.00 2579.00 -0.50*** -0.68*** 0.01 -0.22***

6. Total hours of TV movies broadcasted by the channel in the year 48498.88 113293.20 0.00 465754 -0.43*** -0.46*** 0.04 0.25*** 0.86***

7. Experience of the producer in the TV series production 37.96 17.03 1.43 64.05 0.11* 0.38*** 0.13* 0.59*** -0.01 0.31***

N=249; *Coefficients are significant at p < 0.05

Table 1 Correlations and descriptive statistics

Variables Mean
Standard 

Deviation
Min Max
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Variables

Coeff. Std Err Coeff. Std Err Coeff. Std Err

Past industry career diversity across project-based industries 0.53*** -0.15 1.64*** -0.48

Past industry career diversity across project-based industries_squared -0.46** (0.16) -2.29*** (0.67)

Past industry career diversity within the same project-based industry 0.01 (0.01)

Past industry career diversity across project-based industries X Past industry 

career diversity within the same project-based industry
-0.19** -0.09

Past industry career diversity across project-based industries_squared X Past 

industry career diversity within the same project-based industry
0.33** (0.13)

Controls 

TV channel audience share (log) 0.03*** (0.00) 0.02* (0.00) 0.01† (0.00)

Total hours of TV series broadcasted by the channel in the year 0.00*** (0.00) 0.00*** (0.00) 0.00*** (0.00)

Total hours of TVmovie broadcasted by the channel in the year -0.00*** (0.00) -0.00*** (0.00) -0.00*** (0.00)

Experience of the producer in the TV series production 0.00 (0.00) -0.00 (0.04) -0.00 (0.00)

Observations 249 249 249

R-Squared 0.44 0.48 0.51

F-statistic 68.5 52.23 39.09

Prob (F. statistic) *** *** ***

†Coefficients are significant at p <0.10

*Coefficients are significant at p < 0.05

**Coefficients are significant at p < 0.01

***Coefficients are significant at p < 0.001

Table 2  Results of Regression Analysis: audience share (standars error in parenthesis)

Model 3Model 2Model 1

 

Fig. 1. Moderating effect of past career diversity accumulated in the same industry 
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