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Preface

Teams are integral elements in today’s corporate and industrial worlds,
considered by some to be the fundamental units of organizations, and technol-
ogy has become essential to teamwork. In fact, technology enabled the cre-
ation of a new type of work team: virtual teams. These are proliferating expo-
nentially. Organizations assemble and support them for avariety of activities,
such as new product development, knowledge sharing, and education. The ad-
vantages of such teams are obvious. people no longer must work in the same
physical location to work “together” ; participants can contribute from any part
of theworld, at any time of the day (or night). By breaking down the barriers of
space and time, avirtual team fully utilizes the expertise of the members of an
organization—or of several organizations—without pulling them from other
projects or incurring rel ocation expenses. Hence, at |east notionally, such teams
have immense potential for improving organizational effectiveness.

Thisbook began as a cross-disciplinary conversation about whether, why,
and how virtual teams either do or do not fulfill that potential. As organizations
implement more virtual teams, it becomesincreasingly important to know how
best to structure and manage such teams. There are, of course, research-based
strategies for managing traditional work groups, and over two decades of re-
search on the benefits and perils of computer- or technol ogy-mediated commu-
nication on individuals. We suspected that the compounding of these two ele-
ments—working in agroup and using primarily or exclusively technology to do
that work—would engender new challengesfor participants aswell asfor those
who manage virtual teams.

That suspicion led us to ask academics in a number of disciplinesto ex-
plore the functioning of virtual teams. The result is this book, in which re-
searchers in Business, Communications, Psychology, Sociology, and Informa-
tion Technology highlight some of the challenges for virtual teams and offer
research-based recommendations to maximize their effectiveness. We believe
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that managers who want to use virtual teams more effectively will find the
book useful, and the research articles will also interest academics, asthey con-
tinue investigating these teams.

DEFINING VIRTUAL TEAMS

We use the term team in this book in the commonly accepted sense. That
is, theterm refersto acollection of four to 12 individual s collaboratively work-
ing on acommon and interdependent task or goal. The goal is often one requir-
ing a decision or a solution to some problem. The elements of common tasks/
goals and interdependence are integral to our definition of ateam, at least in
respect to an imposed heed to arrive at a collective position on a matter under
consideration. In addition, the teams we discuss here are distinguished by one
additional factor: the dimension of virtuality.

A group of organizationally or geographically dispersed workers brought
together to work on acommon project through communication and information
technologies is a virtual team (Townsend, DeMarie, & Hendrickson, 1998).
Such ateam conducts all or most of itsinteractions via el ectronic means (Grosse,
2002). It holds few, if any, face-to-face (F2F) meetings, because its members
are not proximate in physical space. In fact, the team members may be widely
geographically dispersed—in different countries or on different continents. They
may be members of different organizations, brought together due to their ex-
pertise or interests, to find a common solution to a problem.

Virtual teams, then, are teams that meet either partially or exclusively in
techno-space. Initially, their team meetings would have been conducted exclu-
sively viacommunication both to and through a mainframe computer, primarily
through e-mail, the Internet, and groupware. Increasingly, however, computer
technology is supplemented by telecommunication: cell phones and videophones.

Technology and virtuality arguably change work groupsin three important
ways: they introduce new dimensions of communication among members by
breaking down traditional barriers of space and time; they modify traditional
group processes; and they enormously enhance the group’s capacity to access,
share, manipulate, retrieve, and store information. While there is a substantial
amount of research findings on each of these three effects of technology, the
preponderance of it focused on individuals rather than on groups. Over two
decades of research has found, for example, that technologically mediated or
computer-mediated communication between individual s promotes equality and
flexibility of roles but isless “rich” than traditional F2F communication and
often leadsto feelings of isolation and de-individuation (see, for example, Kraut
etal., 1998). Thisand other research on individuals can certainly contribute to
our understanding of teams. Yet, as the chaptersin this book show, more delib-
erate and focused research into virtual teams uncovers information of use to
academics and to managers.
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ORGANIZATION OF THE BOOK

This book is organized into four sections and has 15 chapters. A brief
description of each section and chapter follows.

Section |: Make-Up of Virtual Teams

In these chapters, various ways that a virtual team can exist, and issues
around how teams should be composed are discussed.

Chapter 1: Within virtual teams, according to “Virtual Teams as
Sociotechnical Systems,” by Cuevas, Fiore, Salas, and Bowers, there is much
ambiguity and artificiality, aconcept that they call “team opacity.” Because the
team members are in an environment of an increased level of abstraction due
to their technol ogy-mediated communication, and because of the influence of
the external environment on their work, they run therisk of having lower cohe-
sion and trust than in teams who communicate F2F. Building on the organiza-
tional psychology literature, the authors advance relevant ideas for managersto
consider when creating a virtual team. While other researchers focused on in-
process interventions to keep a virtual team functioning at a high level, this
article adds to the literature by suggesting pre- and postprocess interventions
that an organization could utilize to get the most out of the virtual team process.

Chapter 2: Unliketraditional teams, virtual teams often do not have stabil-
ity, regular interaction, and team member proximity. Rather, they exist prima-
rily in the minds of the members and the organizations that support them. In
“Effective Virtual Teamwork: A Sociocognitive and Motivational Model,”
Kyriakidou and Millward offer insights gleaned from interviews with 40 team-
building experts and two focus groups on the creation of intelligent virtual teams.
These intelligent teams share common goals, manage their own processes, and
self-regulate. By actively engineering and managing team focus and team com-
petence, the team leader will create a more effective group. According to their
research, it is important for teams to keep a shared mental model of their po-
tency, and of the fact that they are really a team.

Chapter 3: Who should an organization put on virtual teams? Isit better to
have complementary expertise or to have people who will interact well? Potter
and Balthazard explain, intheir chapter “ Understanding Composition and Con-
flict in Virtual Teams,” that it is much better to have good interaction styles if
the organization wants ahigh-level performing team. Based on multiple studies,
they contend that a constructive communication style is critical to team suc-
cess. In particular, a team should have some extroverts to spur conversation,
but having too many will lead other team members to be passive. In addition,
the authors offer a discussion of the diagnostic tools that practitioners can use
to identify the communication styles of potential team members, and interven-
tions that can be undertaken if the team does not appear to be living up to its
potential.



Section Il: Leading Virtual Teams

The chapters in this section cover |eadership issues for teams.

Chapter 4: Based on their interviews with 21 | eaders of global teamsfrom
avariety of industries, Connaughton and Daly advanced propositions on how
successful team leaders approach the challenges of virtual teams in their ar-
ticle“Leading from Afar: Strategiesfor Effectively Leading Virtual Teams.” In
thisinformative chapter, they discuss the importance of the leader’s communi-
cation skills, cultural nuances, media choice, and the |eader’s awareness of the
challenges. As more organizations adopt virtual teams, it is critical that they
understand and adopt the strategies that will work and avoid the ones that will
not. With its effective interweaving of “tales from the trenches’ with theory
building, the information in this chapter will help the reader identify anumber of
successful and ineffective strategies. The cautionary tales of strategiesthat did
not work will be useful to virtual team leaders.

Chapter 5: Interviewing 39 participants from six teamsin three industries
allowed Staples and Cameron to test the factors and processes affecting attitu-
dinal outcome variablesin their chapter, “ Creating Positive Attitudesin Virtual
Team Members.” One of their interesting findings was that “team spirit” can
exist invirtual teams, asit doesin F2F teams. By setting aside specific blocks
within a team’s interaction times for social chitchat, managers may find that
team members are more satisfied with the team and with their jobs, and have
more motivation and organizational commitment. When viewed in light of prior
studies on team effectiveness, the support of thistype of attitudinal outcomeis
productive for the team and for the organization. The results of this study add
to our understanding of how to make teams more effective.

Chapter 6: In their chapter, “Trust in Virtual Teams,” Bradley and Vozikis
contend that virtual team members rely heavily on their prior experiencesin
setting their expectations for trust within their team context. Asthey point out,
the socialization process that occurs in F2F teams is not usually available to
virtual teams. Most members of avirtual group, however, start with the belief
that they will be able to trust the other members. Because trust is an important
foundation for the success of teams and because the swift trust necessary for
virtual interactionsis fragile, they contend that it is imperative that each team
have a designated leader from the start. Without such afacilitator, a self-orga-
nized group may soon deteriorate, as the expectations of the group members
are not met. By setting the norms of behavior within a virtual team, a good
facilitator can keep the level of trust high. As managers establish these teams,
they should be aware of the importance of a good facilitator.

Section IIl1; Communication in Virtual Teams

In this section, the chapter topics range from the socialization of new
team members to the types of technologies that can be used by virtual teams.



Chapter 7: When aperson joins anew organization, he or she goesthrough
asocialization process, learning about the norms, tasks, and rolesin the group.
As Picherit-Duthler, Long, and Kohut point out in their chapter “Newcomer
Assimilationin Virtual Team Socialization,” computer-mediated communication
changes the manner in which a new person becomes a real member of the
group. After reviewing the literature from communications and management
perspectives, this cross-disciplinary team of researchers offers interesting in-
sightsfor supervisors of virtual teams. One of those insightsisthat supervisors
should not try to manage teams, but rather should act as facilitators of the
team. Encouraging “small talk” among members achieves better assimilation
and, thus, better outcomes for the group.

Chapter 8: Emphasizing the importance of “small talk” in the creation of
teamsisthe basis of the chapter “Negotiating Meaning in Virtual Teams: Con-
text, Roles, and Computer-Mediated Communication in College Classrooms,”
by Crider and Ganesh. The authors analyzed the conversation streams across
student teams with members from three universities (two in the United States
and one in the Philippines), working on a common project. Based on this re-
search, they were ableto identify the conversational themesthat led to ashared
group identity and performance on task. Using typical conversation topicslike
movies, music, etc., the students were able to devel op a shared context in which
to work. While this chapter is based on students, the lessons learned are also
important to team leaders in other organizational settings: for people to work
together, they must exchange information through informal communication so
that they can develop a shared work context.

Chapter 9: The focus of much research on virtual teams looked at how to
manage members of a team, where the members are physically located away
from the organization. In this interesting chapter by Leonardi, Jackson, and
Marsh, the reverse is explored: how the virtual team member can manage the
distance. In “The Strategic Use of ‘Distance’ Among Virtual Team Members:
A Multidimensional Communication Model,” the authors suggest that team
members will sometimes manipulate the fact that they are located at a distance
to meet their individual needs. Lengthy interviews were conducted with 46
virtual team participantsin avariety of industries, and the results are presented
here. The authors found that distance is not perceived in the same way by all
participants. By looking at the impact of distance on worker’'s emotions, iden-
tity, and communication strategies, this research team adds a new dimension to
the study of virtual teams.

Chapter 10: Face-to-face (F2F) meetings may also occur between team
members on teams that operate in a virtual environment. Some managers be-
lieve that they are critical to the success of projects and are willing to invest
significant amounts of travel money to facilitate them. Johnson’s chapter, “How
Hard Can It Be to Communicate? Communication Mode and Performance in
Collaborative R&D Projects,” may give those managers cause to rethink that
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belief. Based on an analysis of 25 projects sponsored by a consortium funding
technology research, the author found that hard modes of communication work
equally well, if not better, when theinnovation isincremental, and the goals are
clear. Only when theinnovation is radical and the goals are not agreed upon are
soft modes of communication, like F2F meetings, necessary. Thisfinding should
be useful to managers, as they evaluate the best allocations of project funds.

Chapter 11: A wide variety of software and technology aids is discussed
in the bibliographic essay, “ Technology and Virtual Teams,” by Ferrisand Minielli.
Group support systems such as asynchronous and synchronous messaging sys-
tems, data management technologies, and proprietary groupware packages are
covered. A brief discussion of technologies used as course management sys-
temsin education is also found here. To provide assistance to managers inter-
ested in exploring the use of this technology, the URLs for the software prod-
ucts highlighted in the chapter are included.

Section |V: Effective Uses of Virtual Teams

In this final section of the book, ways in which teams may be used and
ways to measure their effectiveness are given.

Chapter 12: How can teams use creative techniques to improve their per-
formance? Gasco-Hernandez and Torres-Coronas outline some hel pful ideasin
their chapter “Virtual Teams and their Search for Creativity.” These authors
identify techniquesthat are particularly suitablefor avirtual environment. Their
recommendations for divergent techniques—ones that generate a number of
ideas—are electronic brainwriting, synectics, and attribute listing. They then
consider the pros and cons of each in a virtual setting. According to them,
convergent techniques—ones that select the best idea for further study—need
more work to improve their utility for avirtual environment due to their time-
consuming nature. Provided in this chapter are good ideasfor fostering creativ-
ity, and highlighted are some areas in which more work should be done by
researchers interested in virtual group creativity.

Chapter 13: In their chapter, “Virtual Teams in an Executive Education
Training Program,” Reeves and Furst tell of their work with teams from two
industries, as those teams worked on projects and learned how to function as
teams. While the teams had different characteristics, they had a common gen-
esis: their organizations identified the respective team members as having po-
tential for promotion. But, the ways in which the teams were set up, the tasks
that the teams were given, and the support they received from top management
led to different outcomes. In addition to offering substantial insights into how
top management can help a team perform better, this interesting chapter high-
lights some things that management should not do in setting up teams, unless
they want to set up the team for failure.

Chapter 14: Unlike other chaptersin thisbook, which presume that people
are placed on virtual teams to accomplish some organizationally defined goal,
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this one considers voluntary group membership. It answers the question: why
do peoplejoin virtual groups and then become a“community”? Thisquestionis
particularly significant for marketers, because, as Dholakia and Bagozzi point
out in “Motivational Antecedents, Constituents, and Consequents of Virtual
Community Identity,” group members often ook to one another for information
in buying situations. By identifying the salient characteristics of avirtual group
and motives for membership in agroup that cause participantsto identify more
strongly with the group, these authors offer advice of particular interest and
use to marketers seeking to organize a virtual group of customers who would
then influence other purchasers.

Chapter 15: In “A Model for the Analysis of Virtual Teams,” Andriessen
and Verburg adapted Andriessen’s Dynamic Group Interaction (DGIn) model
to the new team environment. Their important contribution is the reminder that
teamswill vary by degree of “virtuality.” All virtual teams are not created equal:
they may differ greatly on dimensions of geographic distribution, time framefor
the work, and organizational or cultural constraints. They contend that team-
building exercises, training in cultural diversity, structuring of communication,
and use of groupware tools must be adjusted for these varying levels of virtual-
ness. The information in this chapter serves as a reminder to managers and to
researchers that they must be cognizant of such differences as they assemble
and research such teams.

THE FUTURE

We believe that the use of virtual teams will continue to grow. People
currently entering the workforce after college have been immersed in the use
of virtual teams in their classes. They are used to working on projects that
involvethe coordination and even holding of meetings viatechnology. They will
bring those experiences into the workplace, and it is anticipated that they will
continue to use this type of teamwork.

So, too, will organizations expect that virtual teamwork will grow. As or-
ganizations worry about their bottom lines and reduce travel, they will more
strongly support the existence of virtual teams. They will focus, too, onincreas-
ing the productivity of those teams.

This book, then, is but a start. It lays out some of the issues of virtual
teamwork and offers suggestionsfor practitionersto utilize. It also offers some
direction to future researchers as they explore this type of collaborative work.
We hope that practitioners and academic researcherswill find it useful, as they
attempt to realize all the promise that these teams hold.
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Chapter |

Virtual Teamsas
Sociotechnical Systems

Haydee M. Cuevas, University of Central Florida, USA
Stephen M. Fiore, University of Central Florida, USA
Eduardo Salas, University of Central Florida, USA

Clint A. Bowers,University of Central Florida, USA

ABSTRACT

In this chapter, we adopt a sociotechnical systems approach to understand
the challenges faced by members of an organizational unit that is not
constrained by geographical, temporal, organizational, or national
boundaries. Specifically, we examine virtual team performance within the
context of an open sociotechnical system, highlighting the effects that the
technological subsystem (e.g., collaborative information technology) and
external environmental factors (e.g., lack of colocation) have on the
personnel subsystem (i.e., virtual team members) within the organization.
The organizational psychology literature on group productivity, motivation,
and shared mental models is reviewed to, first, better understand team
performance within the context of distributed environments, and second,
offer guidelines and interventions for organizational practice.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.
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VIRTUAL TEAMSAS
SOCIOTECHNICAL SYSTEMS

Despitetheir rising popul arity, anumber of issues exist surrounding how it
isthat virtual teams can productively coordinate their resources, activities, and
information, often in dynamic and uncertain task environments (Fiore, Salas,
Cuevas, & Bowers, 2003; Townsend, DeMarie, & Hendrickson, 1998). Withthe
structure of teams in organizations increasing in complexity to include both
colocated and virtual team members, explicit linkages between theory and
practice are critically needed to mitigate the negative effects that technol ogy-
mediated interaction may have on virtual team productivity. In this chapter, we
attempt tointegratetheoriesand principlesfrom organizational psychology (e.g.,
Steiner, 1972) with the sociotechnical systems approach (e.g., Hendrick, 1997)
to explore the unique challenges faced by this small, but growing, subset of
teams.

A Sociotechnical Systems Approach to Virtual Team

Performance

The radical change in organizational structure brought about through
advances in technology represents a critical challenge for the appropriate
application of organizational psychology principlesin system design. Research-
ers and practitioners need to focus on system design issues not only at the
individual or task level, but also at the team, and quite possibly, at the organi za-
tional levels. Thisinvolvesconducting asystem-level analysisof thesociotechnical
factors that interact to shape organizational outcomes and may hinder the
attainment of organizational goals (Hendrick, 1997). These sociotechnical
factors include the following: (@) the personnel subsystem, comprised of the
organizational unit’s members; (b) the technological subsystem, which repre-
sents the technology available to the organizational unit; and (c) the relevant
external environmental variablesthat act upon the organi zational unit (Hendrick,
1997). Thetechnological component, in particul ar, playsakey mediating roleby
setting limitsupon the system’ sactionsaswell as by creating new demandsthat
must reflect intheinternal structure and goals of the organizational unit (Emery
& Trist, 1960). Taken as a whole, these subsystems collectively represent the
organizational unit as a sociotechnical system. In addition, because this
organizational unit acts on and is acted upon by external forces, it should more
appropriately be referred to as an open sociotechnical system (Emery & Trist,
1960; Katz & Kahn, 1966). The organizational unit, therefore, can be viewed as
acomplex set of dynamically intertwined and interconnected elements, including
inputs, processes (throughputs), outputs, feedback |oops, and the environmentin
which it operates and interacts (Emery & Trist, 1960; Katz & Kahn, 1966).

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.
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In distributed environments, the technological subsystem may potentially
have a greater effect on team member interactions than would be expected in
traditional colocated task environments. For the most part, virtual teams rely
primarily on el ectronic communication processesto work together both synchro-
nously (e.g., videoconferencing, I nternet chat rooms) and asynchronously (e.g.,
e-mail, bulletin boards) to accomplish their tasks (Avolio, Kahai, Dumdum, &
Sivasubramanium, 2001). Such technology-mediated interactions may poten-
tially alter team processesand performance. For example, research in computer-
supported collaborative work emphasizes the importance of team members’
abilitiesto monitor and track individual member’s actions and team members’
interactions, referred to as workspace awar eness (Gutwin & Greenberg, 1998;
inpress). Similarly, research on performanceinvirtual environmentshighlights
the need for telepresence (the degree to which contextual factors typically
present in col ocated groups, such asvoice, gesture, and body language, arefound
with distributed groups) and tel edata (the team and task artifacts, such asshared
workspaces, that require effective collaboration) (e.g., Anderson, Smallwood,
MacDonald, Mullin, Fleming, & O’ Malley, 2000; Draper, Kaber, & Usher, 1998;
Greenberg, 1991). Lately, the term social presence (de Greef & ljsselsteijn,
2000) has been used to describe how collaboration technology can adequately
capture a sense of social interaction.

We argue that technology-mediated interactions increase the level of
abstraction forced upon teams — a phenomenon referred to as team opacity
(for a detailed discussion, see Fiore et al., 2003). Essentially, team opacity
describes the experience of increased ambiguity and artificiality (i.e., the
unnatural quality) associated with interaction in distributed environments. This
decreased awareness of team members' actions, resulting from the distributed
organizational structure, creates an environment lacking in the rich visual,
auditory, and social array of cues normally experienced in colocated team
member interaction, potentially altering theteam processesthat | ead toworkspace
awareness, social presence, and other related constructs. Moreover, by limiting
theuse of implicit coordination and communi cation strategies, team opacity may
further negatively alter team member interactions and impede the devel opment
of positive team attitudes (e.g., cohesion, trust) that are integral to successful
team evolution and performance (e.g., Morgan, Salas, & Glickman, 1993).

Fiore et al. (2003) explored these factors within the context of a
sociotechnological framework they labeled a distributed coordination space.
The primary components of this framework are composed of the attitudes,
behaviors, and cognitions of virtual teamsthat may emerge at various phases of
interaction among team members. In particular, Fioreet al. (2003) suggested that
these factors occur not only during in-process interaction but also during pre-
and post-process interactions. Specifically, whereas in-process interaction
occurs during actual task execution, pre-process interaction involves prepara-
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tory pre-task behaviors (e.g., project planning session), where initial shared
expectations are created in anticipation of team interaction (Fiore, Salas, &
Cannon-Bowers, 2001; Wittenbaum, Vaughan, & Stasser, 1998). Similarly, post-
process interactions would include post-task reflection on performance (e.g.,
after-action review, see Smith-Jentsch, Zeisig, Acton, & McPherson, 1998).
Such antecedent or consequent behaviors may be critical to team devel opment
and the successful execution of team processes.

Here, following a sociotechnical systems approach, we expand on two
subcomponents of the distributed coordination space framework, specifically,
team attitudes and behaviors. We examine virtual team performance within the
context of an open sociotechnical system, analyzing the effects that the
technol ogical subsystem (e.g., collaborativeinformationtechnol ogy) and exter-
nal environmental factors (e.g., lack of colocation) have on the personnel
subsystem (i.e., virtual team members) within the organization. The organiza-
tional psychology literature on group productivity, motivation, and shared mental
models is reviewed in order for us to better understand performance within
distributed environments, highlighting how these theories can be applied to
overcome the difficulties that may arise from this increasingly important
organizational structure. We conclude with guidelines and interventions for
organizational practice.

GROUP PRODUCTIVITY IN
VIRTUAL TEAMS

Several models and theories have been proposed over the last few decades
to describe the underlying mechanisms for effective team performance. For
example, the Team Effectiveness Model (TEM), proposed by Tannenbaum,
Beard, and Salas (1992), is an input—throughput—output feedback model that
specifies the variables that may potentially impact team effectiveness in
organizations (e.g., team and task characteristics). Similarly, we contend that
virtual teams function as open sociotechnical systems, comprised of complex
sets of interconnected input, throughput, and output variables, influenced by
external environmental factors(Emery & Trist, 1960). Theseinput and through-
put variables, in particular, can be synthesized using Steiner’s (1972) theory of
group productivity that specifies three critical components to successful task
performance: the resources available to the group, the task demands, and the
combination processes enacted by the group that dictate how these resources
are used to meet the task demands. In the next section, we describe the
components of our conceptual framework, focusing primarily on thethroughput
variables (refer to Figure 1), in an attempt to better understand virtual team
productivity.
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Figure 1. Conceptual framework of group productivity in distributed
environments.
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Resources: Personnel Subsystem

Resources would include the input variables found in the personnel sub-
system, such as individual member attributes (e.g., knowledge, skills, and
attitudes) and team characteristics (e.g., group size, group composition) that are
critical for competent team performance (e.g., Becker & Dwyer, 1998; Forsyth,
1999; Steiner, 1972) and that may be particularly influential in multinational
teamsinteractingindistributed environments(e.g., Van Ryssen & Godar, 2000).
Toillustrate the importance of these factors, consider that member interactions
indistributed environmentsoccur primarily electronically, with limited opportu-
nities for face-to-face (F-T-F) interactions. Consequently, interactions and
subsequent performance may be influenced by the level of media richness
associated with the technological subsystem availableto virtual team members
(Avolio et a., 2001; Kock, 1998). On the one hand, to the extent that media
richnessislow, team opacity may filter out critical paralinguistic cuesand delay
the establishment of perceptions of competence and positive interpersonal
orientation, hindering the devel opment of mutual trust (Avolioetal.,2001; Fiore
etal., 2001). Ontheother hand, thislack of visual cues may lead team members
to focus more on task-relevant member attributes (e.qg., skills, abilities) and to
rely less on the task-irrelevant attributes (e.g., gender, race) that promote
stereotypes (McKenna & Green, 2002). Furthermore, because factors such as
physical appearance and degree of interpersonal dominance are lessinfluential
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6 Cuevas, Fiore, Salas and Bowers

in distributed environments, the emergence of team leaders would be more
dependent on how closely theindividual embodiesthe values, ideals, and goals
of the group, and less on stereotypical factors, such as age, gender, or race
(McKenna & Green, 2002). Illustrated in this example is how the personnel
subsystem may be differentially affected by the limitations associated with the
technol ogical subsystem found in distributed environments. I n the next section,
wediscuss how task factors may interact with team opacity to negatively impact
team processes and performance.

Task Demands. Technological Subsystem and External

Environment Constraints

Task demands would be determined by input variables, such as the nature
of thetask (e.g., task complexity) and work structure factors (e.g., communica-
tion channel s) that form the technol ogical subsystem and external environment,
each of which may impose unique demands on the personnel subsystem, that is,
virtual team members (e.g., Fussell et al., 1998; Straus & McGrath, 1994).
Specifically, Fiore et al. (2003) argued that the team opacity emerging within
distributed environments may limit the use of implicit communication (e.g.,
paralinguistic cues) when conveying information crucial to the coordination and
the compl etion of complex tasks. Consequently, over-reliance on explicit com-
munication strategies may result in poor task performance, most notably when
faced with conditionsof hightask complexity, highworkload, timepressure, and
environmental uncertainty (Entin & Serfaty, 1999). As such, researchers need
to determinehow thetechnol ogical subsystem’ slevel of mediarichnessinteracts
with personnel subsystem characteristics (e.g., group composition) and task
characteristics (e.g., task complexity) to influence the team’s attitudes and
behaviors, and subsequent task performance (e.g., Avolio et al., 2001; Bos,
Olson, Gergle, Olson, & Wright, 2002; Carey & Kacmar, 1997). As will be
discussed next, these technological and environmental characteristics may
dramatically impact the efficacious execution of team processes in distributed
environments.

Combination Processes. Process Loss in Virtual Teams
Combination processes are represented as throughput variables, specifi-
cally, the processesby whichresources(i.e., individual andteam characteristics)
are used to meet the task demands. Throughput variablesin distributed environ-
ments call attention to the various implicit and explicit team processes and
behaviors necessary to accomplish the team’'s goals and task objectives.
Previouswork by Tang (1991) exemplified theimportance of such combination
processes, particularly with regard toimplicit team behaviors. Inhisobservations
of small collaborative work groups engaged in an human—machine interface
design task, Tang (1991) found that team members used hand gestures to
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uniquely communicate important information. He al so found that the process of
creating drawings (i.e., the integrated interaction of the team members as they
performed the design task) provided much information not contained in the
resulting drawings.

Y et, the technol ogical subsystem available to virtual teams, particularly if
characterized by low media richness (e.g., e-mail), may limit or altogether
eliminate the use of such crucial nonverbal, paralinguistic cues, and thus, may
inadequately support the use of implicit communication and coordinationin the
collaborative work process. Team opacity, therefore, potentially alters team-
work to adegree sufficient that some form of pre- or in-processinterventionis
needed to enhance these combination processes. This could includeincorporat-
ingtrainingtargeted at maximizing pre-processinteractionsor utilizing technol -
ogy designed to support in-process interactions. Indeed, recent efforts by
computer scientists in the area of computer-supported collaborative work (see
Gutwin & Greenberg, in press) addressed how systems can be designed to
scaffold “consequential communication” in areas such asdistributed collabora-
tive design (see also Segal, 1994).

Furthermore, aswill be discussed later in this chapter, the degree to which
these combination processes (e.g., coordination, communication, and decision
making) are effectively executed is especially dependent upon the team mem-
bers’ motivation and their development of a shared mental model. These two
factors may also impact the development of positive attitudes among team
members, such asmutual trust, collective efficacy, and team cohesion. But first,
we describe another factor that may diminish group productivity, what Steiner
(1972) conceptualized as process |oss.

One phenomenon of group productivity that may be acutely susceptible to
the negative effects of team opacity in distributed environments involves a
probleminherentinthedynamicsof being part of ateam, namely, the occurrence
of process losses when individuals perform as a group (Steiner, 1972). Basi-
cally, asonemovesfromtheindividual level tothegrouplevel, performance may
suffer due to process losses resulting from poor coordination among team
members (i.e., lack of simultaneity of effort) or decreased social motivation
(Steiner, 1972). As stated earlier, a problematic consequence of the lack of
nonverbal cues and the ambiguous nature of distributed interaction is over-
reliance on explicit strategies that may hinder the team’ s ability to execute the
combination processes needed to attain desired outcomes (Fiore et al., 2003).
Essentially, because team opacity limitsthe use of implicit communication and
coordination strategies, processlossesmay beintensifiedinvirtual teams(Fiore
et al., 2003).

Process losses can also arise from poorly developed team attitudes and
decreased social motivation. For example, the Team Evolution and Maturation
Model (TEAM), proposed by Morgan, Glickman, Woodward, Blaiwes, and Salas
(1986), illustrates the dynamic nature of teams, that is, the notion that teams

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



8 Cuevas, Fiore, Salas and Bowers

develop over time (Mcintyre & Salas, 1995). The TEAM emphasizes the
importanceof realizing that agroup of individual sbrought together asateamwill
develop the skills needed in task performance over the course of training; that
is, skilled performance will evolve over time as team members learn to
resourcefully coordinate their efforts (Morgan et al., 1993). Additionally, the
team members’ attitudeswill mature as activities strengthen the quality of their
interactions (e.g., coordination, communication) and their relationships (e.g.,
trust, cohesiveness) (Mclntyre & Salas, 1995). While normally transparent in
colocated teams, in virtual teams, these activities become opaque (Fiore et al .,
2003); thus, team opacity may impede the evolution of mutual trust, collective
efficacy, and group cohesion among virtual team members. Fitting the notion of
team opacity with the TEAM approach, we argue that these obstacles to team
development must be overcomeviapre-, in-, and post-processtraining interven-
tions. Thesewould beintended to support the evolution and maturation cycle as
well as increase social motivation (discussed next) but would be designed
specifically to do so for virtual teams.

Motivation in Virtual Teams

M otivation theories, such as goal-setting and self-regulation, focus on the
underlying behaviorsnecessary to accomplish set goals(Kanfer, 1992). Accord-
ing to goal-setting theory, the goals set by an individual or team affect task-
oriented behavior viafour mechanisms: (a) goals serve adirective function, by
directing attention and effort toward goal-relevant activities; (b) goals serve an
energizing function, by mobilizingincreased effort onthetask; (c) goalspromote
task persistence, particularly for difficult tasks; and (d) goals indirectly affect
task performance by guiding strategy development (Locke, 1968; Locke &
Latham, 2002). Two principle characteristics of goals are intensity (i.e., the
perceived importance of the goal and commitment to the goal) and content (i.e.,
difficulty, specificity, complexity, and goal conflict) (Locke, 1968; Locke &
Latham, 2002). Maintaining the intensity of the team’ s goal s becomesincreas-
ingly more difficult in distributed environments because of the impoverished
nature of the interactions among team members, a significant consequence of
team opacity. Specifically, virtual teams may lack the motivating influence of
paralinguistic cuesinherentin F-T-Finteractions(e.g., Teasley, Covi, Krishnan,
& Olson, 2000). Communication in distributed environments may also be
impacted by the nature of the information flow utilized (i.e., synchronous or
asynchronous) (e.g., Fussell et al., 1998). Such complex technol ogy-mediated
interactionsimposed by the technological subsystem may impede the develop-
ment of a common and engaging direction for the team, resulting in poor
motivation to meet training and performance objectives. This problem is exac-
erbated when teams of teamsinteract, asisoften found in military command and
control operations (e.g., Klein & Miller, 1999; Kleinman & Serfaty, 1989).
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Related to the goal-setting approach, social cognitive theory also views
behavior as goal directed, focusing on the cognitive processes that facilitate
regulation of thoughts and actionsto achieve set goals (Kanfer, 1992). Bandura
(1986) identified three principal componentsof self-regulation: self-observation
(i.e., monitoring one’'s own behavior), self-evaluation (i.e., comparing one’'s
performance with the goal standard), and self-reaction (i.e., one’'s internal
response to the self-evaluation judgment). This self-regulation process and
feedback on performance has a direct effect on the individual’s level of self-
efficacy (i.e., theindividual’ sperceived ability to attain aspecificgoal) (Bandura,
1986). One’slevel of self-efficacy, inturn, influencesbehaviorsrelated to future
goal setting and to attempts at attaining new goals. At the group level, this self-
regulation process and feedback may have a direct effect on the team’s
collective efficacy (i.e., the members’ belief in their team’s ability or compe-
tence to attain desired outcomes) (e.g., Fiore et al., 2001). Thus, team or
collectiveefficacy (Gibson, 2001) may beamore complex phenomenon and one
exacerbated by distributedinteraction. Inparticular, by decreasing awareness of
teammembers’ actions, distributed environmentsmay hinder the devel opment of
a positive collective efficacy due to limited opportunities for monitoring and
evaluating other members' performances (Fiore et al., 2003).

Furthermore, such decreased awareness of team members' actions arising
from the team opacity found in distributed environments may also lead to
deindividuation, where the reduction in an individual’s self-awareness pro-
duces feelings of anonymity (for a more detailed discussion, see McKenna &
Green, 2002). On the one hand, deindividuation may attenuate team members’
motivation by decreasing their sense of responsibility aswell astheir conformity
to the group normsthat may be viewed asimportant by other team members. On
the other hand, the effect that deindividuation will have on team members may
be dependent upon the social context of members’ interactions (McKenna &
Green, 2002). Specifically, when external, situational (i.e., task-relevant) cues
are most salient, the lack of physical appearance cues (such as gender or
ethnicity) in distributed environments and the anonymity associated with
deindividuation may increase identification with the group and conformity to
group norms by focusing attention on the task and not on members' physical
attributes.

In sum, the artificial nature of distributed environments (i.e., the team
opacity arising from the lack of colocation) makes the application of these
motivation theories vital for the development of positive team attitudes (e.g.,
trust) and efficient team combination processes (e.g., communication and
coordination). Interventions guided by these theories can be incorporated to
support members during critical phases of the virtual team’ sinteractions (e.g.,
pre-, in-, and post-process) and to help overcomethe detrimental effects of team
opacity. In the next section, we discuss how team opacity may also impact the
team’ s shared mental model, another critical component of group productivity.
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Shared Mental Models in Virtual Teams

Of particular relevanceto virtual teamsisresearch on the concept of shared
mental models and its role in enhancing team decision-making performance
(Salas, Cannon-Bowers, & Johnston, 1997). According to Cannon-Bowers,
Salas, and Converse (1993), shared mental models (SMMs) can be defined as
follows:

...knowledge structures held by members of a team that enable

them to form accurate explanations and expectations for the task,

and, in turn, to coordinate their actions and adapt their behavior

to demands of the task and other team members. (p. 228)

A considerable body of research has explored the role of SMMs in team
performance and decision making (e.g., Cannon-Bowers et al., 1993; Marks,
Zaccaro, & Mathieu, 2000; Mathieu, Heffner, Goodwin, Salas, E., & Cannon-
Bowers, 2000; Stout, Cannon-Bowers, & Salas, 1996). These investigations
show that SMM sfavorably impact performance by improving ateam’ sability to
coordinate efforts, adapt to changing demands, and anticipate the needs of the
task and other members.

One underlying mechanism for this beneficial effect may be that teams
draw on their SMM of the task and other team-member functions to shift from
explicittoimplicit coordination, thereby decreasing communication and coordi-
nation overhead (Entin & Serfaty, 1999; MacMillan, Entin, & Serfaty, in press,
Rouse, Cannon-Bowers, & Salas, 1992; Urban, Weaver, Bowers, & Rhodenizer,
1996). Teams with SMMs would, therefore, be expected to be more adept at
adaptively coordinating their behaviorsunder highlevelsof stress, timepressure,
and workload (Rouse et al., 1992). In contrast, teams with inaccurate or
incomplete SMMs would lack this flexibility, and performance would be de-
graded under such conditions (Entin & Serfaty, 1999). In addition, SMMs may
also play a vital role in the development of trust and positive interpersonal
perceptions among team members by providing a basis for the team’ s expecta-
tions of each member and by serving as a scaffold for the team members’
interactions (Avolio et al., 2001; Fioreet al., 2001).

Because of thepotential over-reliance on explicit coordination strategiesin
distributed environments, the lack of a SMM among virtual team members can
lead to uncoordinated efforts, low group productivity, and poorly devel oped team
attitudes, hindering attainment of organizational goals (Espinosa, Lerch, &
Kraut,inpress; Fioreetal., 2003). Assuch, Fioreet al. (2003) argued that further
strengthening the virtual team’s SMM is clearly warranted to overcome these
technological subsystem and environmental constraints. An accurate and well-
established team SMM of thetask and task environment could hel p overcomethe
negative impact of the team opacity inherent in distributed environments and,
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thus, positively affect team combination processes and attitudes and improve
virtual team performance.

IMPLICATIONS FOR TRAINING
AND PERFORMANCE

Asdemonstrated throughout this chapter, in distributed environments, the
technological subsystem sets significant limits upon the personnel subsystem’s
actions and creates new demands for optimal group productivity that must be
addressed through training interventions and system design. It should also be
noted that avirtual teamisadynamic organizational unit, evolving and maturing
over time and space as activities strengthen the quality of team member
interactions and attitudes. These activities, so critical to team development,
occur throughout all phases of team interaction — pre-, in-, and post-process.
Based on the organizational psychology theories discussed in this chapter, we
next offer guidelines for organizational practice at each of these stages.

Pre-Process Interventions

The negative effects of team opacity can be attenuated through pre-process
traininginterventionsthat increase social motivation by fostering commitment to
the team and to achieving task objectives. This can be accomplished by
intensifying personal involvement, clarifying group goal s, setting high standards,
and promoting collective efficacy and cohesiveness (Forsyth, 1999). In particu-
lar, specifying clear, challenging, yet attainable goals for the team during pre-
processinteractions (e.g., pre-task briefing) may lead to increased effort put on
task, better use of strategies, and commitment to the team, thereby enhancing
team performance (Forsyth, 1999; Locke, 1968; Locke & Latham, 2002).
Moreover, specifying task objectives beforehand could establish a SMM, or
shared understanding, of the task demands and the team-level interactions
required to meet these demands (Cannon-Bowers et al., 1993). This, in turn,
would be expected to increase commitment to attaining the desired outcomes.

Commitment can also be promoted through pre-process interactions that
cultivate positive team attitudes such as cohesion and trust. Indeed, recent
studiesfind that manipulationsof interaction prior toteamwork (e.g., aninitial F-
T-F meeting), can facilitate cooperationin virtual teamswho had such meetings
when compared to those who did not (e.g., Rocco, 1998; Zheng, Bos, Olson, &
Olson, 2001). While such pre-task interactions may also benefit traditional
teams, such antecedent behaviorsarecritical for virtual teamsin order to “jump
start” the development of the team’s social identity and trust, which may
otherwise be delayed by the team opacity inherent in distributed environments.
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Even technology-mediated pre-task interactions(e.g., videoconferencing) were
showntofacilitatethedevel opment of positiveteam attitudesamong virtual team
members (e.g., Bos et al., 2002; Zheng et al., 2001).

Team-building approaches focused on goal setting, roles, interpersonal
relations, and problem solving can be aimed at improving the effectiveness of
team processes and operations by prompting members to evaluate their behav-
iorsandrelationships(Tannenbaumet al., 1992). Goal -setting approaches assi st
team members in setting individual and group goals and in determining the
strategies to meet those objectives. Role approaches focus on identifying each
individual’ srolesand responsibilitiesin order to minimizeany difficultiesarising
fromroleconflict or roleambiguity. I nterpersonal relationsapproachesfocuson
improving the relations among team members. And finally, problem-solving
approachesareaimed at guiding team membersin devel oping the skillsthey need
to identify the relevant elements in a problem, such as givens, goals, and
obstacles/constraints, and in employing effective strategiesto solvethe problem.

Each of these approaches can be selectively applied in distributed environ-
ments to attenuate the negative effect that technological subsystem constraints
and external environmental factors such as team opacity may have on team
members' interactions. Goal-setting and problem-sol ving approaches would be
well suited to enhance the processes by which virtual team members use their
resources to meet task demands. Role and interpersonal relations approaches
would be beneficial for fostering positive team attitudes and commitment to the
group. Note that each of these four team-building approaches could also be
incorporated as valuable in-process interventions, atopic we turn to next.

In-Process Interventions

Virtual teamswould benefit from the use of technological tools during in-
process interactions that increase awareness of member actions and provide
feedback on performance to enhance combination processes (e.g., coordination
and communication) as well as foster the development of positive collective
efficacy (e.g., Steinfeld, Jang, & Pfaff, 1999). For instance, Cadiz, Fussell,
Kraut, Lerch, and Scherlis (1998) developed a system, called the Awareness
Monitor, designed to inform distributed work groups of important changes in
within-team and external information, without diverting their attention away
from the central tasks. However, designers of collaborative groupware systems
need to consider the requirements of the individual as well as the group.
Specifically, at thegrouplevel, these systemsneed to provideinformation about
member actions to help maintain awareness. Y et, at the individual level, the
emphasi sshould beon providingindividual swith powerful and flexibletoolswith
which to interact with the shared workspace and its artifacts (see Gutwin &
Greenberg, 1998; inpress; Tang, 1991). In addition, although technol ogy may be
used to overcomethe problem of team opacity, even communication technol ogy
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affording richer cues(e.g., videoconferencing) can alter the natural exchange of
ideasindistributed environments. Assuch, thejudicioususe of thesetechnol ogi-
cal subsystem components should be guided by an accurate understanding of
how the level of media richness may shape the personnel subsystem’s social
identity and impact the positive or negative influence of deindividuation.

Asdiscussed earlier, researchers specializing in team training and perfor-
mance stress the importance of establishing SMMs to allow teams to flexibly
adapt to high-workload conditions by switching toimplicit coordination strategies
as needed (e.g., Entin & Serfaty, 1999). Of the several training interventions
suggested by Cannon-Bowers et al. (1993) to foster SMM development, cross-
training would be particularly beneficial in facilitating in-process interactions
among virtual team members. Cross-training may help members better under-
stand the roles and responsibilities of other virtual team members, thereby
enabling them to more accurately predict and anticipate each other’s behavior
and makegreater use of implicit team processes. | n-processinterventionsshould
also focus on devel oping the team skills (e.g., combination processes such as
communication and coordination) that may substantially impact group productiv-
ity and performance (Cannon-Bowers, Tannenbaum, Salas, & Volpe, 1995;
Espinosa et al., in press). For example, Team Adaptation and Coordination
Training (TACT), developed by Entin and Serfaty (1999), emphasizes “the
importance of a shared mental model of the situation and task environment, as
well asmutual mental models of interacting team members' tasks and abilities’
(p. 323). The TACT was shown to be effective in enhancing teamwork
behaviors and coordination strategies by increasing the quality and quantity of
cues utilized by teams, which in turn, led to improved decision-making perfor-
mance (Entin & Serfaty, 1999). These improvements were evident under low-
and high-stress conditions, indicating that the training’ s design was adaptiveto
varying levels of stress and workload. Such in-process training interventions
would be expected to be more beneficial for virtual teams than for traditional
colocated teams, because technological subsystem constraints may often force
virtual teamsto rely more on explicit strategies.

Post-Process |nterventions

Whilefacilitating pre- and i n-processinteractions may seem to be the most
constructive approach for increasing virtual team productivity, organizations
should not underestimate theimportance of supporting post-processinteractions.
In keeping with our conceptualization of virtual teams as open sociotechnical
systems, post-process interactions would provide the necessary input for the
feedback loops that, in turn, influence the personnel subsystem’s subsequent
actions. Careful, well-structured dissemination of feedback information foll ow-
ing task execution may significantly influence future task efforts (Fiore et al.,
2001). Debriefing sessions and after-action reviewsinvolving guided team sel f-
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correction couldfoster positiveteam efficacy by involving team membersin self-
regulation of their performances (Cannon-Bowerset al., 1993; Smith-Jenstch et
al., 1998). Such post-processinteractions could al so strengthen theteam’ sSMM
by fostering shared knowledge regarding expectations and specific preferences
of team members and effectiveteamwork processes (Smith-Jenstch et al., 1998)
as well as by increasing source knowledge of member expertise, another
essential component of superior team performance (e.g., Libby, Trotman, &
Zimmer, 1987). In particular, research on information sharing and source
monitoring in computer-mediated groups suggeststhat theidentification of role
knowledgein virtual teams may be diminished, impeding the development of a
SMM of team members’ competencies (e.g., Durso, Hackworth, Barile,
Dougherty, & Ohrt, 1998). As such, well-structured post-process interactions
are critical for overcoming the negative effects on virtual team attitudes and
processes that may be brought about by decreased awareness of members
actions associated with team opacity.

CONCLUSION

As the prevalence and importance of virtual teams grow, the research
community must continueto addressissuessurrounding their design, implemen-
tation, and management. In particular, as researchers, we must identify the
sociotechnical factors that help and hinder effective virtual team productivity.
Only inthisway canthepotential of virtual teamsbemaximized, whilemitigating
the occurrence of process losses. Adopting a sociotechnical systems approach
to investigate how team opacity interacts with these unique task demands and
situational constraintsto alter group processes and products will enable organi-
zationsto effectively utilizethetechnol ogical subsystem’ scapabilitiesto support
virtual team productivity. Similarly, abetter understanding of thedistinct forms
of group dynamicsthat may emergein virtual teamswill advance the design of
appropriatetraininginterventions. Unquestionably, thefuture success of virtual
teamsin organizations will depend primarily upon the joint optimization of the
personnel and technol ogical subsystems comprising this unique sociotechnical
system.
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Chapter I 1

Effective Virtual

TeamworKk:
A Socio-Cognitive and
M otivational M odel

Lynne J. Millward, University of Surrey, UK

Olivia Kyriakidou, University of Surrey, UK

ABSTRACT

While much of the work on virtual teams is grounded in the assumptions that
teams are concrete entities, this chapter conceptualizes teams as
psychological entities, existing in the minds of teams’ members and
stakeholders. Drawing from interviews with 40 experts in virtual team
building and two focus groups, we offer four principles for the existence
of a virtual team: the awareness of its members that they are a “team,”
identification with the team, commitment to the team goals, and accountability
for team success. We then build upon that base to discuss how teams can be
made more “intelligent.”

INTRODUCTION

The globalization of business and thetrend toward | eaner, flatter organiza-
tions, combined with ubiquitous access to informational technology, has accel -
erated the need for firmsto coordinate activitiesthat span geographical, aswell
asorganizational, boundaries. In addition, the shift from production- to service-
related businesses spawned a new generation of knowledge worker not bound
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to physical work locations. These factors suggest that firms are faced with
increased challengesto coordinatetasksacrosstime zones, physical boundaries,
and organi zational contexts. Consequently, in order to meet thechallengesof this
new context, the virtual team has begun to emerge as a new form of structure,
because it is assumed to bridge inter- and intraorganizational boundaries, to
procure expert knowledge from internal and external sources, and to transfer
“best practice” information nearly instantaneously (Huber, 1990). However, in
spiteof pressuresfor flatter structures, flexibleemployment strategies(Millward
& Brewerton, 1999), empowerment, and semiautomated work guide consider-
ationsof virtual teamwork asasuperior formof organizing, producing a“ synergy
bonus” (Conway & Forrestor, 1997), there is no clear-cut evidence for the
superiority of virtual teamwork.

M oreover, despitethegrowing enthusiasmfor virtual teams, littleempirical
research existsthat exploresthe dynamicsinherent inavirtual work environment
(Watson-Fritz, Narasimhan, & Rhee, 1998). Models that could be used to
understand better team development and effectiveness have been limited to
those based on the traditional colocated group perspective. Although some
comprehensive case studiesexist documenting the devel opment of virtual teams
(O’'Hara-Deveraux & Johansen, 1994; Lipnack & Stamps, 1997), theory devel-
opment and empirical research are needed to help managers better understand
and respond to the challenges that virtual teams face.

The atheoretical nature of virtual teamwork research may be attributableto
the atheoretical nature of the field, including the conceptualization of virtual
teams based on assumptions that underpin the conventional team literature.
Virtual team models are based on the assumption that the team is a singular
concrete entity characterized by stability, regular interaction, symbiosis, and
team member proximity. However, in the case of virtual teams, these assump-
tions are inappropriate. We will try, therefore, to conceptualize the virtual way
of working, arguing that the existence of a virtual team is more appropriately
located in the mind of its members and stakeholders (i.e., psychological team),
asopposed to aphysical entity with presence and form (i.e., sociological team).
At thisend, we emphasize the importance of team cognition as aprocessin our
understanding of effective virtual teamwork.

VIRTUAL TEAMS —
CHALLENGESAND TRENDS

Whereas virtual teams undoubtedly face similar challenges to those of
traditional teams, it is argued that these dispersed work groups may also face
unique issues. More specifically, colocated collectivities are teams with mem-
bers who are within close proximity of each other and for whom the dominant
mode of communication is face-to-face. Members of colocated teams typically
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Table 1: Challenges of virtual teams.

Type of Challenge Description

Communications Traditional social mechanisms are lost or
distorted; communication dynamics, such
asfacial expressions are distorted; thereis
inhibition in building trust; thereis
communication process dysfunction

Culture Potential for multiple cultures requires
greater communication skills;
communication can be distorted through
cultural misunderstandings/biases

work in the same physical location or cometogether regularly and frequently to
meet in the samelocation. On the other hand, virtual collectivitiesrefer to those
collectivitiesof individual sgeographically or organi zationally dispersed and who
are assembled using a combination of telecommunications and information
technologies to accomplish an organizational task (Townsend, Demarie, &
Hendrickson, 1998). These computer-mediated communication systems(CMCS)
(such as desktop conferencing systems, e-mail, group support systems, the
Internet, and intranets), used to link team members across time, space, and
organizational boundaries, represent fundamentally new types of media with
their own advantages, disadvantages, social dynamics, problems, and opportuni-
ties (Table 1).

Because communication mediamay differ intheir ability to convey “social
presence,” information-rich nonverbal cues, such as facial expressions, voice
inflections, and gestures, may be lost or distorted through CMCS that lack the
social presence inherent to face-to-face environments (Warkentin, Sayeed, &
Hightower, 1997). Theseverity of thisinformationlosswill bedetermined by the
richness of the technology being used. Moreover, important social/contextual
information, such asamember’s social status or level of expertise, may belost
or distorted in virtual team environments characterized by high levels of
anonymity (Dubrovsky, Kiesler, & Sethna, 1991). Also, the ability to develop
relational links among team members may be hindered, which may negatively
affect such outcomesascreativity, moral e, decision-making quality, and process
loss (Walther & Burgoon, 1992). Finally, the lack of asocial context may alter
or hinder the process through which team members develop trust (Jarvenpaa,
Knoll, & Leidner, 1998).

Although new and innovative modes of communication may be possible
through CM CS-enabled work groups, research suggests that virtual teams may
still encounter significant problemsin processing communication traffic among
team members (e.g., Hightower & Sayeed, 1996). I nthisasynchronousenviron-
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ment, characterized by nonlinear topics, team members may experience infor-
mation overload as they attempt to cope with a seemingly disjointed set of
communications(Hiltz& Turoff, 1985). In such anenvironment, thenonsequential
flow of information may eliminate or significantly reduce points of reference,
such that individual s may have difficulty inidentifying how messagesfit within
theoverall context of group communication (Hiltz & Johnson, 1990). Additional
communication challenges for team members may be created due to cultural
misunderstandings and biases (Solomon, 1995).

Finally, giventhecentrality of technology invirtual team discussionsandthe
role it plays in making teams flexible in time and space, it would be easy for
technology and spatial form to obscurethedifferencesamong virtual teams. The
longevity, interchangeability of skills, and tasks and function range may vary
between teams. We can presume that their internal dynamics — the roles
adopted, leadership styles, needs for creativity, etc. — will also differ in each
case. In this sense, we need to disabuse ourselves of the notion that all virtual
teams can betreated asmore or lessthe same, and that akind of “ generic model”
of virtual teams can be created. The challenge we face is thus to create a body
of knowledgethat caninform of research and practicesacrossall typesof virtual
teams.

These arguments suggest that certain dimensions may be particularly
important for virtual team effectiveness. First, giventhe*“ altered” social context,
asocial and cognitiveclimate must bebuilt and maintained. Thisisnecessary for
ensuring adequate levels of virtual team unity and cohesiveness. This is
extremely important, because virtual team cohesion was empirically linked to
virtual team effectiveness (Millward & Purvis, 1998). Second, the role of
managing and coordinating the communi cations process may take on hei ghtened
significance given the challenges noted above; however, thischallengeisout of
the scope of the present analysis. The potential importance of these dimensions
suggests that virtual team effectiveness may be a function of the processes to
develop effective, elaborated, and shared virtual team cognitions. Thefollowing
section draws from a number of expert interviews and focus groups to address
the problem of virtual team effectiveness, and challenges are made to the
prevailing atheoretical wisdom regarding virtual teams and virtual team effec-
tiveness.

METHOD

Dataderived from telephone interviews with a sample of 40 self-classified
“experts” in virtual team effectiveness and virtual team building (all of whom
were Chartered Psychol ogists) and from two focus group discussionsinvolving
six “experts,” each charged with addressing specific virtual team-building
problems. Therationale for conducting telephoneinterviewswith virtual team-
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building expertswas based on the understanding that most virtual team-building
activity ispursued without formal documentation, suchthat much of theexpertise
on this topic remains untapped by the academic community. The analysis
reported here, aimed to redress this balance, is in the spirit of the “scientist-
practitioner.”

Expert telephone interviews. Chartered status or professional affiliation
of either the I nstitute of Personnel Directorsor the Briti sh Psychol ogical Society
wasaprerequisitefor entry into the expert database. A total of 121 expertswere
identified and sent letters. Fifteen of them called back to indicate their interest
in being “interviewed.” A further 25 experts were successfully contacted by
telephone over a 2 month period following receipt of the letter. Forty experts
were interviewed. Telephone interviews following a semistructured interview
format lasted for an average of 15 min. each. Interviewswerelargely conducted
inaconversational veinanchored around aset number of topics. Topicsincluded
conceptsof “‘virtual team” and “team effectiveness,” virtual team devel opment
process, virtual teamtechnology, theoretical inclinations/preferences, and trans-
fer of learning/maintenance considerations. Notes were taken during the inter-
views.

Two focus groups comprising six people each were also run. The focus
groups were introduced to participants with three objectives: to discuss the
concept of virtual team, toidentify the kinds of problemsand challenges specific
to virtual teams that can inhibit effective virtual teamwork, and to form some
proposals about how these kinds of problems might be overcome. The focus
group was run over alunchtime period for one hour. Permission to videorecord
the session was obtained from participants. The discussion was largely self-
managed by the group. Although afacilitator was present, the group created its
own modus operandi and monitored its own progress, something that was
encouraged by thefacilitator, who remainedinthebackground (Millward, 1995).

Interviews were content analyzed by topic/issue [e.g., VT (virtual team)
development process, VT technology, transfer of learning], with the material
organized into main themes and subthemes where appropriate.

Results: Three Challenges for Virtual Team

Effectiveness

From our expert interviews, we uncovered someinsightsabout understand-
ing the “virtual team” concept and meeting the challenges of managing and
developing virtual team effectiveness.

Insight 1: Conceptualization of virtual teams. Teams, in general, vary in
how membersinterrel ate around the team task (symbiotic/associative) — by the
tightness of their boundaries (open/closed) and by the stability of their member-
ships(fluid/stable) (Hardingham & Royal, 1994). Theexistence of avirtual team,
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in particular, is more appropriately located in the minds of its members and
stakeholders (i.e., psychological team), as opposed to a physical entity with
presence and form in the here and now (i.e., sociological team). In practice,
however, sociological and psychological termsarelikely tobeinextricably linked
(i.e., team composition and sociometric cohesiveness is part of a team’s
psychological reality (Bird, 1975). However, asociol ogical team may not operate
psychologically as ateam. Likewise, an effective psychological team need not
necessarily have any particular sociological form (e.g., avirtual team). Thisis
not to deny theimportance of sociological factorsinvirtual teamwork (e.g., team
composition and process), merely to emphasi zetheimportance of team cognition
as well as process in our understanding of effective virtual teamwork (e.g.,
Moreland & Devine, 1991).

Insight 2: The need to investigate the causes of virtual team effective-
ness. Thereis a need to distinguish the “causes” of virtual team success from
theindicatorsof success (e.g., open communication, few mistakes, low level s of
conflict, higher level sof job satisfaction, cooperation, taking responsibility) and
the results of success (e.g., the ability of the team to capitalize on opportunity,
the meeting of deadlines, decreased costs, effective use of time, and innovative
and effective problem solving). Most of our respondents attribute the causes of
team success to factorsthat are within team control in the self-regulatory sense
(Varney, 1989), which moves away from process considerations per se to the
issue of team self-regulatory ability.

In this sense, aself-regulatory virtual team isateam able to reflect on and
manage its own processes, taking astance onitself inthereflective“ helicopter”
sense and establishing its own internal criteria of effectiveness. Moreover, an
effective virtual team is able to operate with a common language, including a
common set of understandings about the nature of their task, team goal s, and the
nature of the teamwork required; is able to learn from its own experience
(captures learning) or is alearning team (i.e., practicing continuous improve-
ment); has fluidity (i.e., able to adapt its processes to requirements), where
members successfully reconciled personal interestswith teaminterests; and has
members who understand and accept personal roles and contributions. The
responsibility of the consultant issaid to be one of facilitating thevirtual teamto
become self-regulatory, within aproblem-solving framework, drawing on what-
ever methods or techniques are appropriate for the situation at hand.

Insight 3: The need to pay more attention to virtual team cognition and
maotivation. Virtual teamwork and team building involve learning. As for any
learning event, the issue is not only to secure change (of a permanent kind) but
alsotoensurethat thelearning isof thekind that can betransferred and sustai ned
beyondthelearning event (e.g., Ford & Kraiger, 1992, p. 31). A test of thisisthe
extent to which a team is able to operate effectively in situations and under
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conditions (e.g., different people, different problems) that are different from
those experienced during the team development event. This presupposes that
team members acquire diagnostic power and can adapt intelligently to circum-
stances beyond those posed in the learning event. The transfer of learning
literature tells us that a strong predictor of intelligent transfer (where the team
can dynamically adapt to the demands of the situation, often without explicit
instruction or communication) is the cognitive representation or mental model
developed by participants (Cannon-Bowers, Salas, & Converse, 1990; Ford &
Kraiger, 1992).

The virtual team is “intelligent” because of the particular expertise of its
members (i.e., technical skill) and the ability of each member to work as an
effective “team member” (i.e., team skill). In short, the effective virtual teamis
onethat can operate asateam even without having had the opportunity to “learn
to do so,” because each member is skilled in teamwork. The effective virtual
team is like an amoeba evolving in both form and substance to suit its
requirement: itisflexible, having the ability to adapt to circumstances, drawing
in resources (e.g., expertise) as and when required.

Another predictor of transfer is termed “metacognition” (i.e., learning
strategies and self-regulatory processes that facilitate the generalization of
knowledge to novel contexts and circumstances) (e.g., Larson & Christensen,
1993). Thisistheprescription of particular behavioral processes(asinthetypical
team-building intervention), which implies that context is a constant and can
mean that theteamisill-equipped to respond appropriately to contextual variation
and challenge. The criterion of virtual team development successwould, inthis
instance, be whether the team is sufficiently equipped (cognitively and motiva-
tionally) to adjust efficiently and effectively to whatever isthrown at it.

A metacognitive orientation reflectsthe degree to which the team members
are cognitively orientated toward effective team working. The clearer team
members are as to how each member contributes to the team and how the team
contributes to the organization, the more effective the team will be. In practical
terms, this suggests that the most effective virtual team development interven-
tions will be those that involve the development and setting of shared goals
(Locke, 1968). Furthermore, if thisprocess|eadsto the optimization of commu-
nication between members and an increased valuing of team working, it will
again be more likely to improve team performance within the workplace.

Tosummarize, aneffectivevirtual teamisonethat canregulate and manage
itself. In order to do this, a shift in focus away from process to virtual team
cognition and metacognitionisrequiredintheway weunderstand and work with
virtual teams.
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REDEFINITION OF A VIRTUAL TEAM

The previous discussion leads to a heed for the reconceptualization of the
virtual team. A virtual teamisacollection of individualswho think, feel, and act
asaninterdependent unit and who arerecognized by othersto constituteavirtual
team. The psychological reality of avirtual teamisdefined independently of the
way thevirtual team works, because the exact nature and form of its expression
will vary depending on structural (e.g., work design, role sets), compositional
(e.g., of whom is the team comprised?), contextual (e.g., team location and
distribution of members), and other organizational factors (e.g., reward struc-
tures). A virtual team exists to the extent that members:

1. Areaware of themselves as comprising a virtual team

2. ldentify withtheteam (i.e., self-concept and self-esteem are bound up with
the team (Dutton, Dukerich, & Harquail, 1994)

3. Commit to and invest heavily in team success (insofar as team success or
failure equalsindividual success or failure; Mael & Tetrick, 1992)

4. Perceivethemselvesto be accountable (for what they do and contribute to
the team and to each other) for team success (Millward & Hopkins, 1997,
1998), counteracting social |oafing tendenciesin collective contextswhere
individual contributionsarenot identifiable (Williams, Karau, & Bourgeous,
1992) and also groupthink (Janis, 1972)

This definition locates our understanding of the virtual team within the
cognitive realm, advocating a conceptual distinction between the “causes” of
virtual teams’ behavior and their generative consequences (i.e., team processes)
and outcomes (i.e., output/results). The factors of which a virtual team is
comprised are, however, anecessary but not sufficient basisfor effectivevirtual
teamwork. Further, elaboration is necessary regarding the development of
effective virtual teamwork.

What is an Effective Virtual Team?

It isconventional to conceptualize virtual teamwork at the level of observ-
able behaviors and processes. It can be argued, however, that this approach is
limited in focus, insofar asit cannot tell uswhat makes avirtual team effective
in any absol ute sense, because what constitutes an effective behavior islikely to
be context and time specific: acompetent team isonethat hastransferable skills
(Miller, Ross, & Freeman, 1999) and can thusrespond flexibly to task demands
and contextual changes. Models of virtual team effectiveness, however, should
move away from abehavioral focustotry to understand teamwork at acognitive
level. Following Varney (1989), it could beargued that crucial underlying causes
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of virtual team behavior are role awareness and consideration of other’s
perspectives and skills, which are independent of context. If these causes are
managed properly, the team can correct its behavior, exhibiting the appropriate
teamwork behavior for agivensituation. Inthissense, good virtual teamsmonitor
their performance and self-correct, anticipate each other’ s actions or needs, and
coordinatetheir actions— that is, agood virtual team can be said to haveaSMM
(Cannon-Bowers et al., 1990).

Cannon-Bowers et al. (1990) defined amental model as that which allows
individuals to form explanations and expectations of events so that they can
decide upon the appropriate action to adopt. With regard to virtual teamwork,
practice and experience facilitate the devel opment of cognitive representations
of theteamtask (including teammates’ knowledge, skills, abilities, preferences,
and tendencies) and of team interaction (including roles and responsibilities,
interaction and communication patterns, roleinterdependencies, and information
sources). When individual member’ s representations (of task, team, and team
interaction) overlap, aSMM can besaidto exist, enabling membersto predict and
anticipate their needs and contributions to the team. That is, the more shared
knowledge a virtual team has, the better their virtual teamwork potential. This
approach doesnot, however, explain how virtual teamsself-regulate or motivate
themselves.

A model of virtual team effectivenessis proposed here, therefore, incorpo-
rating not only the idea of SMM but also addressing the metacognitive and

Figure 1: The traditional process model of virtual team effectiveness and
its implications for virtual team-building focus.

Assumption
Team = passive, stable, nonorganic, reified, behavioral entity

Virtual Team process Virtual Team effectiveness
e.g., communication, e.g., Measured by -
\ social integration, > processindicators,
role clarification, attitudinal indicators,
goal setting perceptual indicators

Virtual Team Building
Aims to reengineer behavioral processes;
focuses on symptoms of team effectiveness;
ignores the causes of virtua team effectiveness
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Figure 2: The cognitive motivational model of virtual team effectiveness.

Assumption
Team = active, dynamic, organic, fluid, cognitive-motivationa entity

Virtual Team causes Virtual Team processes
Shared Mental Models Self-regulated according
Team meta-cognition > to requirement
Team identification Team retains diagnostic
Team potency prerogative
y
N\
N\
, — N\
Virtual Team Building N
Aims to reengineer Virtual Team Effectiveness
cognitive functioning by e.g., Measured by - Results
focusing on the causes of
team effectiveness

motivational aspectsof virtual team functioning. Themodel suggeststhat in order
for ateam to self-regulate, it must have a sound knowledge of itself (itsroles,
objectives, strengths, and weaknesses) and be able to reflect upon and review
its knowledge and practices and subsequently refine or correct these. Thisis
essential for the virtual team to be adaptable and flexible to changing circum-
stances. This process requires not just a SMM of the team and its task but also
cognitions at a metalevel, that is, in the self-regulatory sense (Y zerbyt et al.,
1998), as well as a sense of team motivation.

Moreover, we identify two important aspects of team motivation: identity
and potency. Theidentity of theindividual isaffected by whether theindividual
isproud to be part of the team, such that self-concept and esteem will be related
to the team’ s success (implying, therefore, that team success takes precedence
over individual success) (seeMillward & Purvis, 1998). Potency, by contrast, is
the collective belief that the team can succeed and be effective in global terms
(Guzzo, 1986).

Cognitive approaches to understanding teamwork are gaining status, as it
becomes clear that team interventions based upon identifying and changing
behaviors have limited impact (Tannenbaum, Lories, & Dardenne, 1992: see
Figure 1). This is because behavior is situation, task, team, and individual
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specific. By examining the cognitive factors influencing team behavior at a
deeper level, one can identify the variables that are constant across different
situations and upon which pervasive, long-term interventions can be based (see
Figure 2).

It could be argued, therefore, that the intelligent virtual team engineersits
own processes to suit the requirements. The intelligent virtual team must be as
follows:

1. Goal directed — i.e., oriented to the achievement of common goals and
objectives. Shared goal sand purposes may beinstilled by devel oping team
mission statements and core valuesto help members set objectives, clarify
roles, build personal rel ationships, devel op team norms, and establish team

identity.
2. Ableto reflect on and strategically manage its own processes (interper-
sonal and task processes) — i.e., virtual team metacognition. A major

component of the team’s metacognition is the ability to develop ability-
based or task-based trust. Building trust in virtual teams requires rapid
responses to electronic communications from team members, reliable
performance, and consistent follow-through, which should beincorporated
into the team’ stask processes asteam norms. Trust in virtual teams grows
through team member reliability, consistency, and responsiveness when
dealing with teammates.

3. Ableto diagnosethe “process requirements” of asituation and to respond
accordingly.

4. Ableto harness and to optimize all of itsresources (individually and as a
team) as necessary, including “experience” (i.e., with an attitude of
“appreciativeinquiry”).

5. Cognizant of its strengths and weaknesses and can maximizeits strengths
and take steps to overcome or minimize its weaknesses.

6. Recognizes and rewards the specific contributions and roles of all of its
members.

7. Abletolearnfromitsexperience (i.e., “capturing learning”), maximizing
learning opportunity. “Learning” isstoredinthe“system” (i.e., within the
team as awhole), as opposed to within individual team members (Argote,
1993).

8. Abletoreconciletheindividual withtheteam goalsand provide opportunity
for personal development (Locke & Latham, 1990). Performance data
provide a solid foundation for recognizing and rewarding team and indi-
vidual performances, developing new training programs to assist virtual
teams, and identifying individual team members who can benefit from
of fline mentoring and coaching (Kirkman et al., 2002).
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9. Cognizant of the need for diversity within the team and openness of the
teamtooutsideinfluenceasaprerequisitetoteamflexibility and innovative
capacity (Conway & Forrestor, 1997).

10. Confident in its self-regulatory ability and success, and is energized
accordingly (i.e., team potency or collective belief inagroup that it can be
effective (Guzzo, Y ost, Campbell, & Shea, 1993). Several experts (45%)
suggest that training inteam skillsispart of the process of hel ping theteam
become self-regulated (i.e., skillsin processanalysis, processrequirement
analysis, process management).

In summary, it is argued that the concept of virtual team pertains to an
awareness by members of their existence as a team, a sense of identification
with and commitment to the team, and a sense of personal responsibility to and
accountability for team success. The concept of virtual teamisdistinct from the
concept of virtual team effectiveness. The effective virtual team is modeled as
the self-regulating team, one with a highly articulated knowledge of itself as a
team (knowledge of its own processes, and its own strengths and weaknesses,
its goals, and so on), a metacognitive ability to reflect upon and adapt its
processes according to requirement, and a sense of its own potency (i.e., shared
belief inits own ability to be effective).

CONCLUSION

Thekey operational principleisthat virtual team development interventions
are addressed to the causes of team effectiveness rather than team processes.
InFigure 2, thefocusison virtual team development on the promotion of ateam
focus and orientation as a prerequisite to team effectiveness and on the
promotion of team competenceat cognitive (team mental model s), metacognitive
(higher-order self-regulatory strategies), and motivational levels(teamidentifi-
cation and team potency).

In the case of virtual teams, where membership is distributed cross-
functionally and is also geographically widely dispersed, team focus and orien-
tation may be absent (because of low proximity and contact) and will be actively
engineered and managed by theteam leader. A critical issueisfor team members
not to lose sight of their interdependence and thus the basis of their “teamness.”
The development of techniqueslike groupware are of valueinsofar asthey keep
the interdependencies (whether goal or task interdependencies) alive on aday-
to-day basisfor team members, enabling the creation of avirtual working space
across the Internet.
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Chapter |11

Under standing
Composition and Conflict
In Virtual Teams

Richard Potter, University of lllinois at Chicago, USA

Pierre Balthazard, Arizona State University West, USA

ABSTRACT

Drawing from several years of empirical research, in this chapter, we look
at the impact of the personalities of individual team members on the
performance and process outcomes of virtual teams. Our studies showed
that both too few and too many extroverts in a virtual team may result in low
performance. While conventional wisdom says that teams should be set up
on the basis of expertise, we argue that the resulting interaction styles of
the members must be considered when establishing a virtual team. We offer
suggestions for managers on assessing the potential for constructive
interaction styles.

INTRODUCTION

The virtual team is an increasingly common strategic work unit of many
organizations. Though research is still developing, at this stage, it is not clear
whether virtual teams deliver the level of performance that their face-to-face
(F2F) counterparts typically do. Do factors that drive conventional team
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performanceal so existin thevirtual environment? Rooted inthe personalities of
individual team members, ateam’ sinteraction style was shown to have agreat
effect on aconventional teams’ ability to achieve solution quality and solution
acceptance when faced with problem-solving and decision tasks (Hirokawa,
1985; Hirokawa & Gouran, 1989; Watson & Michaelsen, 1988; Cooke &
Szumal, 1993). Group interaction styles affect communication and thus team
performance by facilitating or hindering the exchange of information among
group members. The interaction style of conventional teams can be reliably
assessed, and from that assessment, performance problems can beidentified. In
addition, when forming new teams, managers can identify constellations of
personality typesthat arelikely toyield aconstructivegroup interaction styleand
perform well together.

M ethodol ogies and instruments originally developed at the University of
Michigan’sInstitute for Social Research are commercially available to organi-
zation development professionals, consultants, and researchers, who wish to
assess a humber of vital dynamics of groups and teams. These include group
interaction style, influence and leadership, and organizational culture. The
authorsrecreated avariety of theseinstrumentsfor use with virtual teams, with
rigorous validation on hundreds of real-life teams (e.g., Balthazard, 1999).
Results show that the dynamics of F2F group interaction styles are al so evident
in virtual teams. In addition, the effects of the interaction styles are similar to
thosein conventional F2F teams. However, thereareanumber of interesting and
powerful effects that are a result of the communication mode.

Our research isnow at the level of the personalities of the individual team
members. Many studies documented the existence of five basic personality
types. Our morerecent studiesfocused on one of these, extroversion. Extrover-
sionisconsidered the most robust and stable of the five typesand al so received
previous attention from information systems and communications researchers.
Our novel approach documents the effects not only of the relative amount of
extroverted team members but also of the effects stemming from the ratio of
extroverts to nonextroverts in the team’s composition. These two measures of
the personality trait have profound and different effectsthat drivethe formation
of the team'’ s ultimate characterization of its interaction style, with the styles’
resulting effects on performance and process outcomes.

This chapter drawsfrom several years of empirical research by the authors
and their colleagues, much of it presented at academic and consultant confer-
encesand published in anumber of information systems, team management, and
international management academic journals. Our aimistointroducereadersto
this fascinating research and to illustrate how virtual team composition by
personality and interaction style drives performance and process outcomes.
Common managerial wisdom, along with expense and convenience consider-
ation, dictatesthat virtual teamsbe composed strictly onthe basisof complimen-
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tary expertise. Our research showed that expertise is not likely to drive team
performanceto its potential when the team is afflicted by anegative interaction
style. Negative interaction styles are more common when the team is virtual
rather than F2F, and negative interaction styles can easily result in teams with
acomposition of personalitiesthat isnot harmonious.

This research continues to gain wide acceptance by academics and
practitioners, becauseit gives scientific grounding to something that most of us
already know: personality clashes in teams or groups drag performance and
satisfaction down. In addition — and perhaps most val uable — we show how
personality and interaction styles can be assessed in virtual teams, how that
assessment can alert members and managers to potential process and perfor-
mance problems, and how to correct those problems (present or potential). We
begin with a discussion of research on interaction styles, performance, and
personality in conventional groups and teams and then take acloselook at these
factors at play in the virtual world.

BACKGROUND

Team Interaction and Performance

Teams involved in intellectual work frequently must create, assess, and
exchange information to accomplish their tasks, and like other forms of human
work groups, they often have to face conflicting “task” and “social” pressures.
The way in which ateam deals with these pressures is reflected in the team’s
interaction style. Watson and Michaelson (1988) defined group interaction as
theway group members pool their abilitiesin acollaborative context in order to
reach the best decision. Watson and Michael sen (1988) identified positive and
negative behaviors as components of group interaction style. Three groups of
behaviors (expectations of performance and integration, leadership, and cohe-
siveness) contributed to team performance on an intellective task, while one
group of negative behaviors(e.g., noninvolvement, withhol ding of information)
detracted. These communication behaviors are rooted in the stable personality
characteristics of group members, and the aggregation of these individual
behaviors characterizes a group or team’s interaction style.

Building on the Watson and Michael sen typology and others (Maier, 1967;
Hoffman, 1979), Cooke and Szumal (1994) found that group interaction takes
one of three general styles: constructive, passive, and aggressive. The construc-
tive style is characterized by a balanced concern for personal and group
outcomes, cooperation, creativity, free exchange of information, and respect for
others' perspectives. The constructive style enables group members to fulfill
needs for personal achievement as well as needs for affiliation. The passive
styleplacesgreater emphasisonfulfillment of affiliation goalsonly, maintaining
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harmony inthegroup, and limiting information sharing, questioning, andimpar-
tiality. The aggressive style places greater emphasis on personal achievement
needs, with personal ambitions placed above concern for group outcome.
Aggressivegroupsare characterized by competition, criticism, interruptions, and
overt impatience.

Constructive, passive, and aggressive teams each achieve different levels
and patterns of effectiveness. Specifically, predominantly constructive groups
produce sol utionsthat are superior inquality to those produced by passivegroups
and superior in acceptance to those produced by either passive or aggressive
groups. Groups with predominantly passive styles produce solutions that are
inferior in quality to those of constructive (and possibly aggressive) groups and
inferior in acceptance to those of constructive groups. Similarly, groups with
predominantly aggressivestylesproduce sol utionsthat are not as consi stently of
high quality asthose generated by constructive groups but not as consistently of
low quality as those produced by passive groups. The solutions produced by
aggressive groups generate less overall acceptance than those developed by
constructive groups and about the same |level of acceptance as those generated
by passive groups (Cooke & Szumal, 1994).

Ultimately, group interaction styles affect performance, because they can
impede or enhance team members’ ability to bring their unique knowledge and
skills to bear on the task and the extent to which they develop and consider
alternative strategies for approaching thetask (Hackman & Morris, 1975). This
is particularly critical for groups with heterogeneous levels and areas of
expertise, as communication by most expert group members is positively
correlated with group performance.

Assessing Interaction Styles and Performance

The Group Styles Inventory (GSI) was developed to measure group
interaction styles that are theoretically linked to the quality and acceptance of
group solutions (Cooke & Lafferty, 1988). The GSI isaself-report survey made
up of 72 statements regarding the demeanor of members, the atmosphere of the
problem-solving session, and theimpact of thegroup onthebehavior of individual
members. The items (short phrases) assess 12 styles that aggregate into three
distinct, yetinterrelated, group styleclusters— constructive, passive/defensive,
and aggressive/defensive. Each style is measured by six items that describe
specific collective behaviors that might characterize a group to a very great
extent (Response 4) or, at the other extreme, not at all (Response 0). The scores
onfour related stylesare then aggregated to derive thethree style cluster scores.

The 12 styles measured by the GSI are (1) humanistic-encouraging, (2)
affiliative, (3) approval, (4) conventional, (5) dependent, (6) avoidance, (7)
oppositional, (8) power, (9) competitive, (10) perfectionistic, (11) achievement,
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and (12) self-actualization. The selection of these styles and their placement on
the circumplex reflect the distinctions between “ security” versus* satisfaction”
needsand “ people” versus*“task” orientations. Maslow’ s(1954) work on lower-
and higher-order needsled to the distinction between styles oriented toward the
fulfillment of security needs (the conventional, dependent, avoidance, opposi-
tional, and power styles in GSI) and styles oriented toward higher-order or
satisfaction needs (the humanistic-encouraging, affiliative, perfectionistic,
achievement, and self-actualizing stylesin GSI). When divided another way, the
circumplex reflectsthedistinction between people and task orientationsimplicit
in most theories of leadership. A concern for people is reflected in the
humanistic-encouraging, affiliative, approval, conventional, and dependent styl es;
a concern for tasks is reflected in the oppositional, power, competitive,
perfectionistic, and achievement styles (Cooke & Lafferty, 1982).

Y et another interpretation of GSI splitsthecircumplex intothethreegeneral
clusters defined above, each of which contains four styles. The four styles that
constitute the Constructive cluster facilitate high-quality problem solving and
decision making (humanistic-encouraging, affiliative, achievement, self-actual -
izing). The other eight styles are grouped into either the Passive/Defensive or
Aggressive/Defensive clusters, and they detract from effective performance.

The GSl istypically used after ateam decision-making or problem-solving
task, such as a survival or business situation simulation. The preliminary task
engages participantsto sol veadecision problem ontheir own and then asksthem
to solve the problem as a group. From the exercise, individual performance as
well as performance as ateam can be eval uated against a standard, typically the
ideal solution promulgated by one or more domain experts. Objective perfor-
mance measures include average individual performance, team performance
gainor loss, theaverageindividual scores, and theteam’ sgain over the solution
of itsbest member. Following thistask, the GS| isused to captureindividual team
member’s perceptions of team process. It assesses process outcomes, such as
group sol ution acceptance, and identifiesthe team’ s dominant interaction style.
It then becomes the format for giving the group members insight into factors
explaining thegroup’ sperformance, including their individual interaction styles
with regardto decision making, problem solving, and rel ating to oneanother. By
using the instrument to develop shared perceptions of the group’s (and its
individual members') functioning during the problem-solving process, thegroup
can determine what it needs to do to make the group process more effective.
Used in combination with a decision-making or problem-solving task, thetools
give teams a means for measuring and monitoring team performance, for
developing acreative and open team culture, for improving analytical skillsand
consensus problem-sol ving and decision-making skillsand, ultimately, improving
team synergy and performance.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



40 Potter and Balthazard

Digging Deeper: Personality and Interaction Style

Five personality factors were identified that constitute the fundamental
dimensions of personality (Fiske, 1949; Hogan, 1991; McCrae & John, 1992).
These dimensions or factors are extroversion, agreeableness, conscientious-
ness, openness, and neuroticism. They provide a broad, yet inclusive and
empirically tested way, of looking at personality inthework environment (Hogan,
1991; Barry & Stewart, 1997). Extroversion refers to the degree to which
individualsaregregarious, friendly, compliant, cooperative, nurturing, caring, and
sympathetic, versusintroversion, which ischaracterized by the degreeto which
individuals are shy, unassertive, and withdrawn. Conscientious describes those
who are achievement oriented, well organized, neat, dependable, and hard
working, versusthosewho aredisorganized, impulsive, careless, unreliable, and
lazy. Opennessreferstothedegreetowhichindividualsareintelligent, imagina-
tive, curious, original, and creative, versus the degree to which they are more
conservative in their opinions, dull, literal-minded, and set in their ways.
Neuroticism can be characterized by individuals who are tense, self-doubting,
depressed, irrational thinkers, moody, low in self-esteem, and ineffective in
coping, versusthosewho are emotionally stableand exhibit self-confidence, high
self-esteem, and calmness. Agreeabl eness describes individuals who are coop-
erative, warm, tactful, and considerate, versusthose who areindependent, cold,
rude, harsh, and unsympathetic.

Of these five factors, extroversion received the greatest attention from
researchers and has shown to be the most stable of the constructs. Barrick and
Mount (1991) found that extroversion and conscientiousness were the two, out
of the five, traits that consistently related to successin the workplace (Barrick
& Mount, 1991). They concluded that extroversion correlates positively with
individual performancein jobsinvolving social interaction. Barry and Stewart
(1997) found that at theindividual level, extroversion wasthe“key” personality
correlated with individual impact on group performance. There was a positive
relationship between extroversion and impact on group performance at the
individual level. Extrovertsare usually active participantsin group interactions
and often have high intragroup popularity (Barry & Stewart, 1997).

But, extroversion is a two-edged sword. While extroverts have strong
tendencies to be articulate and expressive, and may be able to persuade and
influence others (Goldberg, 1990; Watson & Clark, 1997), an important behav-
ioral characteristic of extroversion is dominance (Trapnell & Wiggins, 1990).
House and Howell (1992) described dominance asatendency to “takeinitiative
in social settings, to introduce peopleto each other, and to be socially engaging
by being humorous, introducing topics of discussion, and stimulating social
interaction” (p. 85). The proportion of group memberswho are highin extrover-
sionmay berelatedtothegroups' interactionstyle, whichinturn, relatesto group
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performance. Barry and Stewart (1997) found that the proportion of high-
extroversion group members was related curvilinearly to task focus and group
performance. Too few extroverts may result in low performance, whereas too
many extrovertsmay lead to adecreasein group performance duetothegroup’s
lessened ability to remain focused on task completion (McCrae & Costa, 1992).
Two possible reasons are as follows: extroverts may be more concerned with
pleasurable social interactions than task completion (Barry & Stewart, 1997),
and too many extroverts may result in intrateam conflict. Recalling that one of
the characteristics of extrovertsisdominance, conflict can occur when thereare
too many dominant individuals(Mazur, 1973).

Interaction, Performance, and Personality in the Virtual
World

In recent studies, it was demonstrated that when operating in teams via
computer-mediated communication channel s, individual team members' behav-
ioral and psychological communication characteristics are essentially the same
as their conventional F2F counterparts. As with F2F teams, virtual team
members can express themselves and discern each other’s communications
sufficiently well to characterizethe style of that communication, inturn, resulting
in ateam interaction style. In addition, group interaction styles have the same
effects on performance outcomes, such as decision quality, as well as process
outcomes, such as sol ution acceptance, in both modalities (Potter, Balthazard, &
Cooke, 2000; Potter & Balthazard, 2002a). These studies also provided detail
onthedevelopment, validation, and technol ogy of thevirtual team version of the
GSI and two preliminary decision-making/problem-solving tasks (Balthazard,
1999a, b). Thefirst of these studies used 139 members of 31 virtual teams, and
the second used 186 members of 42 virtual teams.

However, a more recent study comparing 69 virtual and 78 F2F teams
directly showed that there are some significant differences that arise when
teams work virtually (Balthazard, Potter, & Cooke, 2002). First, virtual teams
typically do not perform aswell as F2F teamsand have much less propensity for
achieving abetter solution than either the average individual or the team’ s best
member. Perhapsmoreimportant, virtual teamsdisplayed significantly lessteam
synergy, solution acceptance, cohesion, and group commitment. Members of
virtual teams perceived their interactions to be less effective than members of
F2F teams. A lack of solution acceptance, poor cohesion, and weak group
commitment are compelling predictors of longer-term performance difficulties
of virtual teams.

In addition, the development of a group interaction style appears to be
dependent, at | east in part, onthe communication mode[i.e., computer-mediated
communication (CMC) versusF2F]. Virtual teams, in comparison to F2F teams,
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have fewer tendencies to develop constructive or aggressive styles and more
tendenciesto develop passive interaction styles. Moreover, while communica-
tionmodeisrelated to group interaction stylesand performance, the moderator—
mediator regression analysisused in that study suggested that, in fact, mode may
contribute to outcomes only through its effect on interaction style. In other
words, the effect of mode on outcomes tends to dissolve when interaction type
is taken into account: Constructive teams tend to do well regardless of the
communication mode, and passive teams tend to do poorly regardless of the
communication mode. Aggressiveteamstend to do poorly, and moresoinvirtual
settings.

Finally, the findings of that study echoed those of earlier studies, again
showingthat groupinteraction stylespredict performancein both modes. Teams
with apredominantly constructiveinteraction style produce more team synergy
and promote increased solution acceptance, healthy cohesion, and group com-
mitment. Members of such teamsperceivetheir interactionsaseffective. Teams
with apassiveinteraction style produce moreteam errorsand | essteam synergy.
The passive style discourages sol ution acceptance and group commitment and
promotes poor cohesion. Members of such teams do not perceive their interac-
tions as effective. Although teams with a predominantly aggressive interaction
style can produce good or bad team performance in the short term, in thelonger
term, aggressive teams al so discourage sol ution acceptance and group commit-
ment and promote poor cohesion. Members of such teams also do not perceive
their interactions as effective.

Thefinal study we discuss here examined therole of extroversioninvirtual
teams (Balthazard, Potter, & Warren, 2002; Balthazard et al., 2002). In that
study with 248 members of 63 groups, we saw that extroversion led to
constructive or aggressive styles, and that differences in the proportion of
extroverted individualson ateam |led to passive styles. Perhaps most important,
we found that it is mostly group styles (and not individual personality or the
expertise of oneindividual) that have predictive power on outcomesin virtual
teams. This study used a preliminary task that asked participants to make a
business decision regarding ethics (Balthazard, 2000).

Consistent with McCrae and Costa (1992), who found that too much
extroversion can lead to decreases in performance, increased extroversion in
these virtual teams also decreased a team’s objective performance on the
decision task. Variances in extroversion within virtual teams (which connotes
the presence of extroverts and nonextroverts) appeared to trigger largely
negative interaction characteristics. For example, large variances in extrover-
sion were associated with passiveinteraction stylesand nonconstructive behav-
iors. These intrateam variances in extroversion also decreased process out-
comes, such as commitment.
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The Bigger Picture for Virtual Teams

Three overarching implications can be drawn from the theory and research
we presented above, each important for those involved with virtual teamwork.
First, individual personality and its effects on othersin one’s group do not go
away just becausethe group or teamisdoing itscollaborativework onlinerather
than F2F. Though some researchers showed that dominance behaviors often
displayed by extrovertsin conventional team settings (e.g., talking adispropor-
tionate amount or otherwise limiting the input of others) can be ameliorated to
some degree online by virtue of the technology’s capacity for parallel input
processing, extroverts can still dominate by other means, such as by using
stronger language or voi cing morevehement objectionsto others' input. And, the
effects in virtual teams mirror those found in conventional teams: a little
extroversion can be a plus, but alittle goes along way. A high proportion of
extroverts on ateam invites conflict and pushes nonextroverts into passivity.

Second, interaction styles have the greatest effect on virtual team perfor-
mance and process outcomes, far stronger than the mode, and al so stronger than
the level of extroversion (and most likely the other individual personality
characteristics taken separately). Computer-based communication mode, that
is, working viae-mail or threaded discussion Web pages, was held by many to
betheleading suspect invirtual team performance problems. Our resultssoundly
refute thisfor two reasons. First, prior research in this area did not consider the
role of interaction styles and member personalities. Second, CMC modes are
now sufficiently “rich” to allow unambiguousand largely unaffected communi-
cation to support many group processes. Our methodology obviously did not
account for all types of team behaviors supportableby modern CM C technol ogy,
but it does assess information sharing, group synergy, decision quality, and
process outcomes, all surely core elements of the behavior of any team engaged
in knowledge work.

Our third pointisacaveat to thissecond point. I nteraction stylesprofoundly
influence team performance and process outcomes. Communication mode, by
comparison, has little direct effect. But it does have an important, if indirect,
effect. By reducing the salience or social presence of the team and its members,
the CM C mode facilitates passivity. Members can ignore communication, and
theteam may function passively for sometimebeforeanorm about communica-
tion amount and frequency develops. The norm may act to reduce passivity (if
itisnot too late), or it may simply reflect it.

Reducing passivity and encouraging communication and participation are
behaviors strongly associated with the constructive interaction style, the style
associated with high-performing teams. Unfortunately, teams working via the
CMC mode are significantly less likely to display this style. Why? These
behaviors have physical components such as eye contact, vocal inflection,
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posture, and gesturing that are used to induce participation, diminish negative
domination, and otherwise regulate and encourage healthy group participation
and processes. These cannot be used to fight passivity or aggression in a mode
that does not permit them to be seen.

Putting the Tools to Work

While the conventional team versions of the tools and methodologies
discussed here have been used for over two decades by organi zational devel op-
ment professionalsaround theworld, thevirtual versionsarejust now becoming
available for practitioners and researchers. In their traditional guise, they are
chiefly used to diagnose performance problems in teams and groups, often as
part of a larger organization development initiative. In addition, when used
proactively, they permit managersto assess how apotential team’ smembersare
likely to interact and, thus, perform. The virtual instruments can be used in the
same manner. As noted, conventional wisdom on virtual teams seemsto be that
the teams are to be assembled solely on the basis of complimentary expertise
needed for a project. Although the formation of a virtual team of dispersed
experts may have apparent cost and convenience advantages over a conven-
tional F2F team, thereisno guaranteethat either type of teamisgoing to exhibit
aconstructiveinteraction styleand performtoitspotential. Inactuality, avirtual
teamismorelikely to suffer the handicap of anonconstructiveinteraction style.
Cost and convenience advantages suddenly disappear when the nonconstructive
virtual team’s performance lags.

Fortunately, forewarned is forearmed. Virtual team managers, like their
conventional counterparts, can now assess a team’s interaction and perfor-
mance potential before cutting it loose. If project expertise requirementsdictate
alineup that exhibitsanonconstructiveinteraction style, team-building exercises
or other organization devel opment interventions can be used to reduce behaviors
that contributeto those stylesand to groom aconstructiveinteraction style. If an
established virtual team is not performing up to desired standards, the tools can
be used at any later stage to diagnose the interaction style and the role it is
playing. Inaddition, personality inventories, such asthe Myers-Briggstest, can
be used, along with our methodol ogies, to dig deeper into the root sources of the
interaction style.

FUTURE DIRECTIONS

Wedescribed our work at individual and team levelsand will continuewith
more studies (a more compl ete description of our methodology and results can
be found in Potter and Balthazard, 2002b), and we are continuing our research
and development on virtual versionsof toolsfor the assessment of influenceand
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leadership and organizational ethicsin teams. But increasingly, organizations
deploy larger units in virtual forms, and some entire organizations operate
completely virtual. At some point, often beginning at the departmental level,
organizational units form their own cultures. Many years of organizational
culture research findings point to the positive and negative ramifications of
culture at these various levels. In addition, mergers, acquisitions, partnerships,
and global or multinational organizations all connote a meshing of previously
independent organizational cultures. Our current research agenda focuses on
these larger forms and the assessment and effects of culture. Aswedid with the
team-size instruments, we are devel oping and validating instruments to assess
culture and its effects on the virtual organizational unit.

CONCLUSION

Inthischapter, weintroduced thereader to our work aimed at understanding
virtual team performance. We showed that a major key to team performance —
particularly with knowledge-based teams— istheteam’ sinteraction style. This
style stems from stable personality characteristics, such as extroversion, and
prompts a number of behaviors that team members exhibit. A passive or
aggressive stylediminishesinformation sharing, participation, and critical think-
ing in any team, and virtual teams are more likely than their conventional
counterpartsto suffer performance problems from these nonconstructive styles.
The good newsisthat virtual team managers and members can now assesstheir
potential for achieving a constructive interaction style and the performance
plusesthat comewithit. And, ailing virtual teamscan now beproperly diagnosed,
most likely to find good ol d-fashioned human conflict, rather than technol ogy, to
be the ghost in the machine.
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Chapter 1v

L eading from Afar:
Strategies for Effectively

L eading Virtual Teams

Stacey L. Connaughton, Rutgers University, USA

John A. Daly, The University of Texas at Austin, USA

ABSTRACT

Leadership is central to effective virtual teams. Yet leading people from
afar constitutes a challenge to practitioners and an underinvestigated
research area to scholars. Based on a series of in-depth interviews with
project leaders, senior managers, and executives of global organizations,
this chapter advances 13 propositions about effective virtual team
leadership. These propositions aid leaders of dispersed teams in overcoming
leadership challenges they face.

INTRODUCTION

Virtual teamsafford organizationsmany opportunities. They can maximize
productivity and lower costs (Davenport & Pearlson, 1998). And, they can
enable organizationsto serveinternational customersand capitalize on globally
dispersed talent (Zaccaro & Bader, 2003). Despite these benefits, virtual teams
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also exacerbate challenges that traditional teams face and create new ones. One
challenge relates to leadership. In arecent study of 500 virtual managers, 90%
of them perceived managing from afar to be more challenging than managing
people on-site. Furthermore, 40% of these virtual managers perceived team
membersto produce less when physically separated from each other than when
colocated (Hymowitz, 1999).

L eadership of virtual teamsis more complex than that of colocated teams
for several reasons. a leader’'s “social presence’” may be more difficult to
achieve in distanced settings (Kiesler & Sproull, 1992; Warkentin, Sayeed, &
Hightower, 1997); trust among leaders and team members may be swift and
fleeting (Jarvenpaa, Knoll, & Leidner, 1998); members’ identification with the
team, organization, and |eader may be challenged over distance (Connaughton
& Daly, in press); and communication among | eaders and team members may be
complicated by diverse ethnic, communication, and organi zational backgrounds
(Cascio, 1999; Cascio & Shurygailo, 2003).

The purpose of this chapter is to advance 13 propositions about how
successful leadersof dispersed teamsmeet these challenges. These propositions
are based on a series of semistructured interviews with leaders who manage
teams globally. These individual s operate from an organization’ s headquarters
and have worldwide or regional responsibilitiesfor leading peoplein distanced
locations. They also have limited physical accessto their team members. Most
of the individualsinterviewed for this project led anumber of distanced teams,
in various industries, over the last decade.

Following Cascio and Shurygailo (2003), we define “dispersed teams” as
teams that are separated by some degree of time and distance, and we
conceptualize “distanced |eadership” as leadership in those contexts. In our
work, wefoundit critical to conceive of distanced |eadership asbeingafunction
of both physical distance and perceived access to the leader. Leaders who
successfully shape the perception that they are accessible can overcome many
of the challenges of distanced |eadership. We also recognize that there are
varying degrees of virtuality (Zigurs, 2003) and various types of virtual teams
(Cascio & Shurygailo, 2003). Inthischapter, we examineglobal virtual teamsin
whichadesignated team |eader islocated inthe United Statesand team members
are scattered across the globe. Thus, although we believe there are similarities
among leadership in various types of virtual teams, we acknowledge that our
chapter looks specifically at leadership in remote teams. To do so, we first
present background on our topic and examine some of theleadership challenges
in dispersed contexts; next, we explain the methods used to conduct the study;
then, we offer 13 propositions based on our research; and, we conclude by
discussing future trends in this area.
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BACKGROUND: CHALLENGESTO
LEADING FROM AFAR

Distanced leadership is a topic of interest to practitioners, yet it is
underexplored in scholarly investigations. Management and communication
scholarshavelong studied leadership, typically in colocated settings (e.g., Bass
& Avolio, 1994; Burns, 1978; Fairhurst, 2001; Fiedler, 1967; Mintzberg, 1994,
1973; Y ukl, 1989, 1981). But discussi onsof distanced |eadership have primarily
appeared in popular management books [e.g., The Distance Manager (Fisher
& Fisher, 2001); Mastering Virtual Teams (Duarte & Snyder, 1999); Virtual
Teams (Lipnack & Stamps, 1997)], training and development journals (e.g.,
Geber, 1995; Nelson, 1998), and business periodicals such as Fortune and
Business Week. While scholars examined issues of trust in virtual teams
(Jarvenpaa, Knoll, & Leidner, 1998) and the use of communication technol ogies
invirtual teams(Scott et al., 1999), theleadership dimension of virtual teamwork
isoften absent from those investigations. Hiltz and colleagues argued that team
leadership in distributed settingsiscritical to team effectiveness (Fjermestad &
Hiltz, 1998-1999; Hiltz & Turoff, 1985; Hiltz, Dufner, Holmes, & Poole, 1991).
Kayworth and L eidner (2002) contributed to our discussions of these matters by
noting the managerial behaviors of leadersin global virtual teams. And other
organizational scholars coined the term “e-leadership” to refer to leaders who
conduct many leadership processes primarily through electronic channels (see
Avolio & Kahai, 2003; Cascio & Shurygailo, 2003; Zaccaro & Bader, 2003). But
scholars still know little about what |eaders believe to be effective leadership
tacticsinthesevirtual organizational forms. Thecurrent project beginstofill that
void.

The challengesinherent in distanced | eadership become apparent when we
acknowl edge the advantages of physically proximate offices. Traditional office
settingsprovide more opportunitiesfor organizational membersto communicate
frequently and spontaneously with each other; the potential to interact immedi-
ately for troubleshooting; aforuminwhichtodirectly accessinformation; and the
chanceto devel op and maintain rel ationships(Davenport & Pearlson, 1998). The
immediacy of others can foster a sense of connectedness among people and
between members and their organization.

But, whenindividual sare scattered acrossthe globe, fewer opportunitiesto
incorporateinformal communication exist. Instead of feeling connected to their
organization and leader, distanced employees often feel isolated from their
leaders and from events that take place at the central organization (Fisher &
Fisher, 2001; Lipnack & Stamps, 1997; Van Aken, Hop, & Post, 1998; Wiesenfeld,
Raghuram, & Garud, 1998). Asaresult, distanced | eaders often must cope with
their geographically dispersed employees’ feelings of isolation from other
organizational members, from their leadership, and from “their organization”
(Lipnack & Stamps, 1997).
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Although face-to-face (F2F) teams can experience these same challenges,
these issues are more pronounced in dispersed teams (Solomon, 1995; Zaccaro
& Bader, 2003) for two reasons. First, geographic dispersion greatly enhances
the complexity of establishing effective interactions for meeting leadership
challenges. Inapreviousproject (Connaughton & Daly, in press), weuncovered
that, conceptually, the major challenges of distanced | eadership revolve around
issues of isolation and trust that, in turn, challenge members senses of
identificationwith the organization and withtheleader. Onaglobal level, weal so
foundthat theseissuesarefurther complicated by cross-cultural communication
differences. The second reason these challenges are more pronounced in
dispersed teams is that virtual teams today are more likely to be formed for a
limited time and then disbanded when tasks are completed. Thisisaleadership
challenge, because the dynamicsthat hel p teams become effective require time
to develop (Cramton, 2002).

Inanempirical study of virtual teamsin aninternational educational setting,
Kayworth and L eidner (1998) found that the leadersrated as“ effective” by their
members demonstrated a“mentoring” quality characterized by understanding,
empathy, and concern for team members. In other words, effective distanced
leaders are adept at building and maintaining relationshipswith those they |ead
from afar. Kayworth and Leidner (1998) concluded that a primary difference
between leading virtual teams and colocated ones is limited opportunities for
virtual team leaders to project these qualitiesto their members. In this chapter,
we offer some suggestions to virtual team leaders who seek to exhibit these
gualities over time and space.

THE STUDY

The data for this project came from semistructured, extended interviews
conducted with organizational |eaders who frequently lead from afar. Marshall
and Rossman (1995) classified this type of interviewing as elite interviewing,
whichisan appropriate choicefor the current research project, becauseit allows
the participant’ s perspective on distance |eadership to emerge.

Twenty-oneleaderswith global responsibilitiesinorganizationswereinter-
viewed for this study. All participants were executives or divisional directors
who were currently leading globally remote employees. The organizations
included a large hardware manufacturer, an integrated computer company, an
energy company, two semiconductor manufacturers, and a military unit. Nine-
teen respondents were male and two respondents were female. All had
significant experience managing projects and people from afar. All had experi-
ence supervising many people, bothin F2F settingsand in distanced settings. All
would be considered senior managerswith significant responsibilities.?

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Leading from Afar: Strategies for Effectively Leading Virtual Teams 53

A seriesof open-ended interview guestions probing the dynamicsof leading
from afar was crafted into an interview protocol. Most of the interviews took
place either in aprivate meeting room or intheinterviewee' soffice. A few were
conducted viavideoconferencing, e-mail, or telephone.? After securing permis-
sion, each interview was audiotaped and later transcribed.

A thematic content analysis (McCracken, 1988) was used to identify
strategies for leading from afar. Emergent themes consisted of recurrent topics
of discussion, action, or both on the part of the actors being studied (Glaser &
Strauss, 1967). To ensure accurate coding, the constant comparison method
(Strauss & Corbin, 1990) was used. Theinterviewstook place over anumber of
weeks. This allowed us to regularly check the outcomes of any one interview
with other interviewees. Respondents were also visited after the thematic
analysis was completed in order to verify the interpretations presented in this
chapter.

PROPOSITIONS ABOUT
DISTANCED LEADERSHIP

From thisinvestigation, 13 propositions for effective distanced |eadership
emerged. They relate to the nature of leader’ s communication (Propositions 1,
2, 3); expectations and ground rulesfor distanced leadership (Propositions 4, 5,
6); awarenessof potential eadership challenges(Propositions7, 8, 9); other tools
for distanced leadership (Propositions 10, 11, 12); and, what we propose are the
stages of distanced |eadership (Proposition 13).

Proposition 1. F2F Communication is Critical

Although virtual teams are, by definition, geographically separated, re-
search suggeststhat F2F communicationisstill important to achieving organiza-
tional outcomes (Cohen & Prusak, 2001; Weisband, Schneider, & Connally,
1995; Zack, 1993), specifically for performing particular organizational tasks
such asinitiating group proj ects, negotiating issues, and solving problems (Sproull
& Kiesler, 1991). F2F communication enables people to build shared meaning
(Zack, 1993), and it affords people more opportunitiesto discloseindividuating
informationto each other (Weisband, Schneider & Connolly, 1995). Inaddition,
F2F communication allows people to observe others' responses to situations
(Giddens, 1984) and to grasp personal nuances revealed through others' facial
expressions, gestures, vocal intonations, as well as status markers, such as
clothing and office size (Daft & Lengel, 1986).

Given the importance of F2F communication, the challenge for distanced
|eadersbecomeshow toincorporate F2F communicationintotheir routines, even
though the use of communication technologies makes it appear to be unneces-
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sary. Our research indicates that one critical moment for long-distance leaders
toutilize F2F communicationiswhenthey arebuilding therel ationshipwiththose
they will beleading from afar. Rel ationshipshave many dimensions, all of which
are difficult to establish and sustain even in local situations. Distance work
relationships are further complicated by less frequent contact and greater
reliance on mediated communication. Theleaderswe spokewith foundthat trust,
perhapsthekey to building relationshipswith people over distance, isbuilt with
a person they met, not with avoice on a phone or with an author of an e-mail.
Oneinterviewee related a story of a new manager who, soon after having
acquired global responsibility, assumed that the work relationships that his
predecessor built with distanced employeeswould still be intact for him. Thus,
when hevisited theremotesitesfor thefirst time, he greeted theemployeesthere
by saying, “Hello, I'mfrom XY Z corporation. We' ve had agreat relationshipin
the past. I’d like to continueit.” Almost every individual responded by saying,
“We have no relationship. We had arelationship with [his predecessor].” The
new global manager learned quickly that trust was something built between two
people in F2F contact and must be nurtured over time. Another interviewee
explained some reasons why:
| need to see what contexts they work in. | think that in order to
be accepted, | need to show my willingness to come on their turf.
And, | need to get to know them on a personal level. A lot is
happening in technology where you can do videoconferencing.
| do a lot of teleconferencing with [city]. But there's nothing that
replaces face-to-face. When | took over the leadership role, |
went to the different locations in Europe. | think when you see
each other face-to-face you don’t start to wonder what the
agenda is. You see each other face-to-face and you can talk
through it. | think | was able to demonstrate that | was going to
listen to what was going on.

Proposition 2: Personalization and Small Talk Matter

Inan agewheretimeismoney and efficiency iskey, organizational leaders
may be tempted to communicate only about task-related topics when they
interact with their distanced employees. Whereas locally, a leader can have a
casual conversation with an employee in the cafeteria or in the hallway at any
time during the day, distanced |eaders have fewer opportunitiesto interact, and
thus, must make the most of the time they have. Yet, interviewees cautioned
distanced leaders against thinking that “making the most of their time” means
avoiding informal, personalized interactions with distanced employees. Infact,
they refer to these informal interactions asintegral to building and maintaining
relationships.
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Successful distanced managers find ways to create personal relationships
with employees even though they are far away. One technique that we
discovered among some of the best |eaders was the use of brief narratives and
personal disclosures. For instance, Vincent isan executive with alarge technol-
ogy firm. He manages teams|ocated in anumber of |ocations around the world.
Every Friday, Vincent sends an e-mail message to all team members updating
them about the business — what is happening and where the businessis going.
At the end of each weekly message, Vincent appends a brief story about
something that happened to him during the week. It might be about a delayed
flight, hisdaughter’ sargument about what color of braces shewill be getting, or
a fender-bender in which he was involved. Why does Vincent spend time
creating and delivering these narratives? He says that the stories connect him
with histeam membersin ways that no other method of communicating would.
His measure of success, he says, isthat when heisvisiting an office 2000 miles
from hisown, one of hisemployeeswill pop up and ask him about that flight, the
color of braces his daughter selected, or the accident. His goal, he told us, was
to ensure that when hetraveled to visit his employees, they could engagein the
simple, but very important, personal “chit-chat” that is a hallmark of an office
where people work F2F. These little life stories bond team members, creating
intimacies that lubricate the work relationship. Distance often precludes this.

Our findings suggest that relationships can, and should, be built through
technological means (see Walther, 1995, 1992; Walther & Burgoon, 1992).
Organizations are held together, culturally, by a number of “stories’ that
personify the organizations and provide the members with rules for behavior.
Stories such as these are critical, because they reveal to the audience how the
leader makes sense of his or her world (Browning, 1992). The person engaged
inthat story will not only feel more connected to corporate headquarters, but wil
also know, to some extent, what makes the executive or manager at headquar-
ters tick.

Small talk also hel psto build and maintain these rel ationships. Research on
small talk’ sfunctionstellsusthat talk is the essence of relational maintenance,
and that everyday conversations bind people together (Knapp & Vangelisti,
2000). The importance of small talk in building relationships should not be
forgotten in distanced settings. As one interviewee noted:

The frequent interactions with people you have here [at the

geographically proximate location] are often attributed to trust.

And over distance you have a complete void there. So, you are

missing one of your fundamental tools. Somehow you’ve got to

overcome that. And that’s where the one-on-one calls come in
because you really have to have meaningful interaction with
these people somehow. So, during the calls | spend time trying to
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get to know the person well, not just the work stuff. For example,
I know that our engineering manager over in Europe likes to go
sailing on his vacations and | know the way he manages his day,
and | know when | can catch him and when | can’t, and | know
what worries him. When I’'m over there, we'll go out to dinner,
usually one-on-one and have some very good conversations over
dinner that are work kinds of things, but they are more of the
deeper thinking that’s going on inside him over what’s going on
at work. When | go to Asia, | sit down with the engineering
director there for dinner usually every time I'm there. It's a
mixture of personal and work but you've got to make time for the
personal talk when you can do it.

In organizations, it is often tempting to distinguish between small talk —
chattering, gossiping, conversing about “unimportant” everyday things — and
themoreserious* businesstalk.” Our researchreveal ed the primacy of small talk
for maintaining distanced rel ationships.

Wetypically think of using small talk in F2F interactions, but our research
suggests that it is also necessary to incorporate small talk into computer-
mediated communications. For instance, oneinterviewee reported successfully
using what he calls “free-flow chatter” at the beginning of his monthly
videoconference meetingwith individual sat distant | ocations. Heasksquestions
such as"“How haveyou beensincethelast timewetalked?” or“ Didyougoskiing
likeyou had beentalking about last time?’ Here, small talk functionsto build and
mai ntain therel ati onshipsbetween theleader in onelocation and thoseindividu-
als around the world who are important to his company’s future. This talk is
crucial for teamwork. It ishow leaders and empl oyees get to know one another,
and how they maintain their relationships.

Proposition 3: Overcommunicate
It is easy to undercommunicate outside of your immediate sphere
of contact everyday. And that means that people feel lost and
disconnected. When they hear about something that everyone
back here [headquarters] knew for weeks was coming and
nobody told them they feel they have wasted time, effort, and
personal investment. That's a real problem.

As this interviewee noted, it is “easy” for distanced leaders to neglect
remotesites. |ndeed, interviewees expressed that combating feelings of remote-
ness is one of their biggest challenges, for perceived isolation can adversely
affect performance, satisfaction, and turnover.
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In our work, it quickly became obvious that the most effective leaders
overcommunicated withtheir distanced team members. They did thisinanumber
of ways. Commonly, they tended to use at least two different media for any
message of importance: telephone calls were followed by e-mails summarizing
the conversation; phone callscame quickly after e-mailsto ensure clear understanding.

L eaders also made an effort not to inform local people before informing
distant people of issues affecting the organization. Thisis especially important
in times of change, as one interviewee noted:

In a recent downsizing | made it a point not to communicate

anything to the local group before it was communicated to the

distant group. | did the communication via a teleconference

[speaker phone]. This seemed to be key to making the groups

seem equivalent.

Additionally, leadersestablish amechani smthat encouragesinformationto
be exchanged across functions, projects, and organizations. Oneleader usesthe
Internet to post acompany “ newsletter,” updating individual sin remote sitesnot
only about developmentsin their functional division but alsoin other divisions.

Once an exchange mechanism is established, it isimportant to consider the
nature of the information exchanged. Some |eaders maintain Web sites where
project managerspost their “lessonslearned” and share best practiceswith other
organizational leaders. L eaders use thisforum to advertise what “works” in the
regions and to propagate those ideas to headquarters and other remote sites. In
conjunction with a Web site, companies successfully developed internal elec-
tronic bulletin boards where leaders can ask and answer questions as well as
receive suggestions from each other. Leaders must communicate not only the
factssurrounding an organi zational devel opment but al so theimplicationsof the
developmentsfor thosein geographically separated | ocations (see Davenport &
Pearlson, 1998, for details).

Leaders must encourage participation by remote sites’ members in the
information exchange process. Soliciting remote employees’ opinionsgetsthem
involved. Research shows that once individuals become involved in a project,
their commitment to it intensifies. For this reason, leaders of remote-site
employees must make a concerted effort to regularly give feedback to long-
distance employees and to frequently solicit feedback from them. Soliciting
feedback from remote-site individuals who have extended experience working
inaspecific regionmay bringtotheforecultural and environmental barriersthat
may be impeding a project’ s development. L ong-distance leaders are not privy
to that information, because they are not at the remote site to observe events
taking place.
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Proposition 4. Discipline is Key to Distanced L eadership

One of themoreinteresting observations of somerespondentsisthecritical
place of discipline in distanced business relationships. What we mean by
discipline may be explained by some examples:

*  Sincemeetings need to be schedul ed and people haveto attend (physically
or through electronic means), people need to come prepared; the meeting
has to start on time and end on time.

. Peopleneedtofollow through on their commitmentswithlesssupervision.
Giventhedistance, itisimpossiblefor distanced |eadersto closely monitor
employees.

. Deadlinesarereal in business, and they are magnified in distanced settings
where, because of time zones, everything takes more time. A businessin
Chicago has sales representatives in Almady (12 time zones away). The
sales representative files an order with the Chicago office that then
communicatesit to the shipping center in Warsaw. By the time all of this
gets communicated, the Almady customer iswaiting two to three daysfor
a response. A delay at any point in this communication chain creates
problems.

*  Colleaguesneed, inadisciplinedway, to continually communicate updates
and decisionsto others. Nothingismoreisolatingto employeesthantofind
that a decision was made at headquarters to cancel some activity and that
message was not promptly communicated to them. They wasted good time
doing something that was unnecessary.

These are examples of disciplined management, especially relevant in a
distanced leadership environment. A consistent refrain of people who led
distanced teams is that leaders need to have much more discipline about
everything from returning calls and e-mails to managing meetings and tasks.
Otherwise, things quickly fall apart. Clearly, the leader needs to be disciplined.
Promises must be kept, and deadlines must be adhered to. But, just as impor-
tantly, team members must be disciplined, for dispersed teams face a constant
pull toward entropy.

Proposition 5: Expectations and Ground Rules about

Communication Need to be Established at the Start

Effectivecommunicationisdifficultinany setting. Itismuchmoredifficult
in distanced settings. Part of the challenge revolves around the communicative
behaviors and misbehaviors of team members. Informants who led successful
distanced teams related that they learned, from prior experience, to quickly
establish someground rulesfor how theteam would communicate. For example,
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oneleader established thefoll owing asground rulesfor meetingsbased upon her
experiences leading distanced teams:

e Wewill identify meetingsas" must” attend and “ may” attend meetings. We
will all attend “must” meetings.

*  When we miss a meeting, we each agree to go along with the decisions
made at the meeting.

. Each meeting will have an agenda distributed before the meeting.

. People will log-on, connect, or show up at the scheduled start of the
meeting.

. Meetingswill end on time.

e Therewill beno side conversations (by whatever media) during meetings.

. F2F team meetings will, when possible, be rotated across regions.

The reason why rules should be established when a team is created is
interesting. Respondents said that if aleader waits to establish rules until some
problem has arisen, then any rule the leader makes will reflect someone’s
misbehavior. If six weeksinto leading ateam the leader establishes a new rule
that says people must answer their e-mailswithin 24 hours, everyoneontheteam
knows that the reason the leader is creating the ruleis because of one person on
theteam who already gained areputation of not promptly responding to e-mails.

When employees are geographically separated from their manager or
executive, they do not have the day-to-day frequent contact to figure out what
makes their leader “tick.” To overcome this lack of F2F contact, one |eader
highlighted the importance of articulating his expectations — both for perfor-
mance and interaction — with distanced individuals up front. A leader’s
expectations for interaction with others, both local and distanced, are rarely
articulated explicitly. Leadersshould consider creating, for example, an*“ e-mail
protocol” that they follow and encourage others to follow. The protocol may
statethat |eadersshould try to respond to e-mailswithin onebusinessday. When
athorough response isimpossible in one day, leaders may then wish to send a
brief reply acknowledging receipt of the message. Another e-mail protocol may
be to limit the length to less than one page. If e-mails will exceed a page, the
sender should be encouraged to send an attachment.

Proposition 6: Meeting Management is Critical to

Distanced Teams

There are two aspects to successful meeting management over distance:
articulating normsfor preparing for and engaging in meetings; and ensuring that
meetingsareregularly and publicly scheduled. Research showsthat individuals
tend to respond more favorably when they know what to expect from an
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interaction. Thisisespecially important for meetings, whether videoconference
or teleconference. Meetings will be more productive and more efficient if
attendees are given access to the meeting agenda and pertinent data prior to the
meeting. One interviewee shared his successful tactics for facilitating telecon-
ference meetings with participantsin the Middle East:
What we would do to make communication more effectiveiswe . . .would
come up with half a dozen issues each before hand. Each of us
would do some pre-work beforehand to make the telephone call
more productive rather than just leaving it up for grabs.

By e-mailing or faxing agenda items to be discussed, spreadsheets to be
reviewed, as well as copies of presentation slides that will be used during the
meeting, leaders can increase the efficiency and productivity of long-distance
meetings.

The second piece of virtual meeting management is ensuring that meetings
are regularly and publicly scheduled. When leaders and subordinates are
colocated, leaders do not consciously think about establishing and adheringto a
formal pattern of communication. There are inadvertent conversations by the
coffee machine, small talk inthe elevator, and plenty of scheduled F2F meetings
inwhichtoexchangeinformation. If animmediatesituation arises, theleader can
walk to the local individuals workstation to initiate discussion. It is also
guestionable whether regularly scheduled meetings (e.g., the Monday morning
meeting held each week) are useful for teams that work F2F constantly. Much
of what is accomplished at those regular get-togethers can be accomplished
more efficiently in less formal ways.

When someor all membersof ateam work at adistance, however, regularly
scheduled meetingsarecritical. Asmorethan one of our informants pointed out,
if you do not have regular meetings, people get forgotten. And, even when they
are not forgotten, they may assume that others“know” things they do not. This
seems especially true with what might be called semidispersed teams, in which
some members are colocated and othersare at adistance. The colocated people,
because of their proximity, are often perceived to be “in the know.” Thus,
distanced leaders must establish regular communication patternswith distanced
employees. These interactions must be ones that leaders and followers can
anticipate. Interviewees report successfully using one-on-one weekly or bi-
weekly phone calls with distanced employees.

One concern with establishing these weekly, structured conversations is
that therewill benothingtotalk about, and both partieswill losevaluablebusiness
time. But, the interviewed | eaders said that even if they did not have a pressing
issueontheagenda, they still engagedin conversationwith employees. They may
have talked about the weather for a while, but inevitably, halfway through the
conversation, one of them would raise a business-related issue. If nothing else,
these one-on-ones provide frequent opportunitiesto build relationships.
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Proposition 7: Cultural Nuances Matter

In the fast-paced business world, misunderstandings can spell disaster.
Evenwhen unintentional, misinterpretations can result in project delays, missed
opportunities, and strained businessrel ationships. To do global businesssuccess-
fully, distanced | eaders must appreciate culture differencesininteraction norms
and they must also adapt their behaviors accordingly.

While there has been a good deal of research surrounding broad cultural
differences(e.g., Hofstede' snotionsof collectivism versusindividualism; high
versus low context; 1980, 1991), the results of our studies suggest that smaller,
more nuanced cultural differences may be asimportant. Just asVan Ryssen and
Godar (2000) found that language and socializing differences affect students’
teamwork across cultures, we found that similar types of misunderstandings
jeopardizeeffectiveteamwork in global teams. Different cultureshave different
holidays; memberswork at different times; and they have different beliefsabout
what is, and what is not, ethical. We found that it is critical for leaders to stay
attuned to these cultural matters.®

Theinterviewees pointed to two strategiesfor meeting cultural challenges:
attending to communi cation styleand choosing appropriatetiming for communi-
cation. Oneinterviewee, for instance, reported how the Irish’ sdirect communi-
cation style caused Irish employeesto misinterpret adirective. In this case, the
distanced | eader at the U.S. headquartersstated to the Irish: “Here' san ideathat
you might think of implementing in your area.” Irish individuals at that site
understood headquarters’ statement as advocating an optional activity, not a
mandatory one. But, what the American leader really meant in that statement
was“Here ssomething I’ d liketo get your ‘buy in’ on because you really ought
todoit.” The American leader chose to subtly state the objective, because the
Irish complained previously about how headquarters was constantly sending
them directives without getting their input. In the leader’s attempt to avoid
coming across as insensitive, the leader chose an indirect approach to getting a
“mandatory” objective across. The indirect approach backfired, however,
because it did not accommodate the Irish’s direct communication style. The
miscommunication resulted in costly project delays.

Inadditionto different communication styles, itisimportant to be sensitive
to foreign nationals' sense of time. One manager at a large software firm who
workedinlsrael claimed that hisU.S.-based company said they were global but
always assumed his weekends were on Saturday and Sunday, as in the United
States. When scheduling meetings and phone and videoconferences, the U.S.
team preferred Friday meetings, and although they were sensitive to time
(alwaysscheduling them early inthe morning, U.S. time) they did not “ get” that
he had to come into work from home on his weekend (Friday and Saturday).
Another respondent described the differences in how people celebrate and his
fear of insulting team members.
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Varying sense of time also comesinto play when considering communica-
tion norms across cultures. Some of our U.S. leaders, for instance, reported
frustration with some Asian groups slow response times to e-mails. This
complaint demonstrates how Americans' “need for speed” reacts adversely to
Japaneseinteraction norms. Inresponding to e-mail, the Japanese peopl e are not
only using a second language. They also may be following cultural interaction
normsof thoughtfully drafting aresponseaswell asdevel oping group consensus
before responding (Grove & Hallowell, 1998).

All of these examples demonstrate that adaptation is critical to global
success. As one interviewee perceptively warned, “Don’t try and make the
recipe that you use locally apply internationally. It’s not a cookie cutter. You
haveto stand by the basic foundation, but be ableto alter for unique cultural and
regional needs.”

Proposition 8: Media Choices and Equal Access Matter

Communication is the essence of distanced teamwork. Although F2F
communication is important, distanced leaders often must, by definition, use
technological media(e.g., e-mail, videoconferencing, computer-assisted meet-
ings) to communicate with distanced employees. Which mediaare used, aswell
as access to equal media, are critical to effective distanced teamwork.

One part of the challengeisto usethe appropriate mediafor each message.
When leaders opt for inappropriate media choices, they challenge teamwork.
Given the increasing assortment of media, which are appropriate under what
conditions for leading from afar?

Work on mediarichness (Daft & Lengel, 1984, 1986) and social presence
(Fulk & DeSanctis, 1995; Rice, 1993) reveals that some media are better than
others for certain kinds of messages. Media richness theory posits that media
vary in the number of cues available to interactants. F2F communication is
considered the“richest” medium, becauseit allowsfor immediate feedback and
engages multipleinformation-processing cues. Slightly lessrichisthetelephone,
because communicatorsare unableto pick up onvisual cues. Themediarichness
hypothesis (Daft & Lengel, 1984, 1986; Lengel & Daft, 1988) purports that
managers ought to use rich mediato communicate highly equivocal information
and lean mediafor less equivocal information, as leaner media, such aswritten
messages or e-mail, do not allow for immediate feedback (Kiesler, Siegel, &
McGuire, 1984). Electronic means of communication are efficient and effective
for many sorts of tasks— updating peersabout the status of projects, setting and
responding to short-term objectives, and discussing everyday challenges at
work. Other forms of communication such as F2F are more effective for other
tasks, such as sharing avision and making important policy decisions.

In a geographically dispersed setting, however, physical separation often
enticesleadersto chooselean rather than rich media, evenwhen aricher medium
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would be more appropriate. For instance, rather than traveling across sometime
zonesto handle acrisis, the leader optsto send an e-mail. Appraisals, conflicts,
and even recognitions are best done F2F for three reasons. First, F2F commu-
nication represents the richest media with the most cues. The probability of
misunderstanding is lowest with F2F exchanges, according to our respondents.
Second, F2F communication permits rich interactions. If a person does not
understand something, he or she can ask right away. Third, thereisasymboalic
dimension to the communication media one chooses to use. A senior boss who
flies acrossthe Atlantic to congratul ate ateam for a successful quarter isdoing
something symbolically far more important than the same | eader who sends an
e-mail offering congratulations.

Inaddition, thereareanumber of new communication skillsdistanced team
members need to learn. Some seem simple (e.g., when doing a telephone
meeting, head nodsdo not communi cate, because peopl e at adistance cannot see
the nods); other skills are more complex (e.g., juggling, as one large company
does, instant messenger chats while negotiating with other companies using
teleconferencing).

The second |leadership challenge related to media use involves access to
equal media. All team members, regardless of their physical |ocations, should
have access to equal mediain order to work effectively as a virtual team. For
example, if two team members (onelocated in New Y ork and onein Paris) have
access to one videoconferencing system and ateam member located in London
has an inferior videoconferencing system, problems may arise.

Distanced team members often suffer from distinctly different levels of
accessto communication technol ogies: Somelocationswill have highly sophis-
ticated media (e.g., videoconferencing, high-speed broadband access), while
other locationswill havelimited equipment (e.g., telephoneand 56K baud modem
connections). The consequences of this disparity are enormous. The “sophisti-
cated” team members communicate in very different ways than the “poor”
members. The poor team members are, de facto, excluded, and, as one person
said, “ghettoized” by their limited access to communication technologies. A
consistent finding in our research is the importance of team members having
equal ly sophisticated technology for communication. When thereisinequity in
technological support, it creates a sense of extreme isolation and an implied
statushierarchy. Inthewordsof onerespondent, “when your technology isweak
compared to others on the team, you simply do not count.”

Relatedly, virtual leaders should only use media that everyone intimately
understands. One executive in the oil industry related atime when aworldwide
videoconference was scheduled to begin at 5:30 am., Houston-time. People
from Europe, the United States, and Japan were all scheduled to be part of the
meeting. Although peoplewereat their respectivelocationsontime, the meeting
did not actually start for another 45 minutes, as people at different locations
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struggled to make the equipment function. A few participants never could get
their technol ogy towork, and at | east onelocation’ smemberscameand | eft three
times. One setting did not have sound; another did not have picture. After this
very expensivedebacl e, the company dropped videoconferencing, opting instead
for e-mail discussion groups.

Small things can make the difference with media. One executive said that
sheisalways amazed during teleconference calls when some peopl e forget that
people on the other end of the line cannot seetheir nodding or shaking of heads.
So often, shesaid, shewill raiseanissue or question in ateleconference meeting
and hear nothing from others. They’ re agreeing with her, she later finds out, but
she would not have known that from their lack of vocalized responses.

Proposition 9: Overcome the Challenge of Multiple

L eaders

In distanced settings, matrix organizational management is common. One
might have afunctional head, ateam leader, and perhaps a country or regional
director. Unless these leaders are consistent in the goals, messages, and
standards, the distanced employee can face adifficult group of challenges. Who
isthe “real” boss? Who do | listen to? How do | play the politics? In one case,
we interviewed an employee located in a Scandinavian country working for a
U.S. company. His challenge was that his country head wanted him to work on
certain projects that were not the choices of his functional boss located in
Minneapoalis.

In many cases, the distanced employee will have a variety of
managers making assignments. These assignments may be contradictory, plac-
ing the distanced employee in a difficult position. In one organization, for
example, a six sigma”master black belt” who was assigned to work in South
America reported directly to his country manager but was expected to be
responsive to aimost 20 other people located in the United States, who were
leading aquality initiative in different parts of the company.

The key to the multiple management challenge is communication among
managers. Respondentsin our interviews were clear that amajor task of ateam
leader is to ensure that the multiple leaders coordinate and offer consistent
direction. Someone must be responsible for prioritizing tasks for the employee
and for clarifying the reporting structure.

Juggling the “hassle factor” of multiple managers is only one challenge
whenit comesto | eading dispersed team members. Managers must al so be smart
about selecting theright peopl e, maintai ning trust, and coping with thechallenges
of emergent leaders. In F2F settings, |eaders can directly manage people they
have working for them. They are able to, if necessary, closely supervise and
monitor thework of those empl oyees offering constant reinforcing and redirect-
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ing feedback. In distanced settings, leaders are far less able to constantly
oversee the work of their subordinates. The implications of this are many.
First, leaders need to select employees who are able and comfortable working
independently from supervision. Some employees need the predictability and
disciplineof being physically proximateto managers. For thoseindividuals, if the
bossisnot around, work does not happen. Other individuals perform flawlessly
without day-to-day supervision. They are, as one manager said, “ self-starters.”
They seek projectsand accomplishthemwithlittleor no supervision. Optimally,
these are the individuals who should be working from afar.

Second, trust iscritical, and it isatwo-way street. While most of the work
on distance talks about the role of the subordinate’ s trust in their boss and the
organization, the opposite is just asimportant: the boss and organization must
deeply trust their distanced employees. O'Hara-Devereaux and Johansen
(1994) go so far as to contend that only trust can prevent geographic distance
from becoming psychological distance. In practical terms, |eadersof geographi-
cally distanced others need to “trust” that othersintend to get the job done and
that they have the expertise to accomplish specific objectives and vice versa.

Third, the distanced leader must deal with the emergence of informal
leadersat different |ocations. Work onteamsreveal sthat oftentimes, individual s
on ateam emerge as leaders without any official pronouncement. These people
emerge because of their task or social skills. In many teams, theinformal leader
has more influence on team members than the formal leader. In distanced
settings, informal leaders are to be expected. The issue is how the formal,
assigned leader handles this emergence. Smart distanced leaders celebrate
informal leaders, understanding that these individuals can aid them in getting
tasks accomplished. They are going to arise, so why not use them?

Proposition 10: Knowledge Management Tools are

Essential to Successful Distanced Teams

Working inthe same physical location allows peopleto garner information
from one another. If aleader needs something that a colocated team member is
working on, the leader can simply walk to the member’ s cubicle and ask. If the
member is not there, the leader can grab the binder on the shelf where the
information lies. At adistance, thisinformation propinquity isnot available.

Successful distanced teamsquickly devel op and diligently maintain sophis-
ticated knowledge management services. The most common sorts of knowledge
management are Web-based repositories of information that are religiously
maintained. All of the issues of knowledge management matter for effective
distanced teamwork. For instance, team members have to take the extratime to
constantly add new informationto therepository, because aknowledge manage-
ment systemisonly asgood asthe materialswithinit. Key terminology needsto
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be agreed upon; and, the system needsto be constantly pruned of oldinformation.
Many of our informants said that poor knowledge management was aweakness
of many dispersed teams.

Proposition 11: Symbols Matter

Leadershipis, in many ways, the manipulation of symbols. In F2F settings,
effective leaders recognize they are on something akin to a soundstage. They
decorate their offices to communicate a particular message or image; they eat
at certain places and with certain people to announce what they value and what
they do not value. Because people in remote sites often have little everyday
communication with leaders, the symbol s the |eader uses matter even more. Do
employeesalwaysvisittheleader, or doestheleader makeit apoint tovisitthem?
What is on the walls of offices at headquarters and on those at a distance? Are
distanced members included in pictures that are hanging on the walls at
headquarters, and vice versa?

In one organization, the manager of a globally dispersed team keeps flags
of each nation represented on the team in his office. Another company, a
Korean organization with alarge presence in the United States, understood the
symbolic value to Korean employees working in the United States of ensuring
that cafeterias in U.S. locations served both American and Korean food.
Contrast these positive symbolic moves to those in a U.S.-based software
company, where amajor complaint of distanced employeesisthat although the
organization purportsto beinternational, all “family” or “social” eventshappened
only on the headquarters campus. Or, contrast those positive examples to an
energy services company that refuses to offer financial support for employees
who request language training for the country they will be working in. The key
thing about these examples is not the specific behaviors or policies. It is the
positive (or negative) symbolic val uethat these actionscommunicateto employ-
ees.

Many intervieweesfelt that one of the most important tactical and symbolic
steps leaders can take is to make regular personal visits to the remote sites.
Personal visits function not only to increase the long-distance leader’ s under-
standing of the remote employees’ point-of-view, but they also increase the
visibility of thelong-distanceleader. Oneinterviewee, for example, commented
that F2F interaction decreasesthe“ us’ versus*“them” mentality. Personal visits
allow leadersand distant individualsto realize their commonalitiesand to get to
know one other on an interpersonal basis.

Symbolically, leadersfrom headquarterstaking thetimeto travel toremote
sites sends the message that headquartersis committed to individual s at remote
sites and that they are an integral part of the organization. Many of these visits
will be planned in advance. However, executives and managers must bewilling
to go to the remote sites whenever they are needed, even without much notice.
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According to oneinterviewee, doing so sends apowerful message of dedication
and inspires remote employees to work hard for that individual.

These on-site visits have bottom-line importance aswell. When functional
teams are geographically dispersed, communication networks becomethelinks
holding peopletogether. Remoteindividuals' ease, willingness, and comfortin
interacting with distanced leaders may determine how successful they are in
carrying out anobjective. Thus, providing opportunitiesperiodically tointeractin
aF2F setting becomes not only asocial matter, but also a productivity one. One
executive reported how visiting aremote site was critical to getting individuals
there focused on the issues that were integral to the company’s performance
godls:

The reality is that when | went down there [to a remote site] a

month and a half ago they were still working all the wrong issues.
S0, | had to intervene and had to learn and listen and talk to
people. | had to go to the location and get blown off by the
customs guy there. | had to experience that for half a day. It's the
most frustrating thing, it's such a waste of time, but yet, if you
don’'t understand the subtleties of what exactly that means, then
you can't help them deal with it. But, after being down there 10
days we can provide them different resources, different ways to
work on it.

Oneway toreducethe”us’ versus*“them” mentality even further isto meet
for thefirst time at a“neutral site” (Grove & Hallowell, 1998). For example, if
aleader who officesin Austinleadsindividualslocated in China, Great Britain,
and Brazil, he or she should choose a different location (e.g., Germany) to hold
the initial meeting. Gathering in a neutral site sends a powerful message — no
one’' ssiteisfavored, including corporate headquarters. Theneutral locationisas
unfamiliar to one group member asit isto another.

Proposition 12: You “Sell” to Distanced L ocations, You

Do not “Tell” Them

Onecould easily arguethat great work isdonevoluntarily; itisnot coerced.
All people come to work every day. Some do a great job; some do just enough
tokeeptheir jobs. Effectiveleadersapproach their employeesasvolunteers, and
they try to sell them business agendum and changes. Many of our respondents
said that although leaders often work hard to sell changes to employees at
headquarters, they often merely give distanced employees announcements of
what was already decided.

In F2F environments, managers can scrutinize their employees to ensure
that those individuals are attaining specific objectives. But in a distanced
environment where scrutiny is often impossible, successful leaders have to

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



68 Connaughton and Daly

enticeemployeestointernalizetheoverall visionand goals. Asseveral interviewees
commented, if distanced individuals are not “bought into” an idea or a project,
they may not engagein the desired action, they may drag their feet, or they may
leavetheorganization. For thisreason, long-distanceleaders’ ability toinfluence
becomes an indicator of their effectiveness. If long-distance employees truly
internalize an idea or philosophy, they will be inspired to perform. Building
relationshipsisalsocritical:
Influencing from a distance is extremely difficult. It requires a
basic relationship with the person before you can begin [to
influence]. For example, what is the person’s history in the
company; what are their goals, hopes, and aspirations; what are
the person’s likes and dislikes? This basic relationship must be
developed in person, usually in a “facilitated” session, and then
followed up with at least four hours of one-on-one conversation.
Only then can true long distancing influencing occur.

As this interviewee indicated, leaders must consider the context of the
people they are trying to influence.

Successful influencers are those who not only build relationships with the
person they are attempting to influence, but also with those around the people
who hold critical rolesin that individual’s professional life. One interviewee
spoke to the reality of the corporate world for remote individuals:

In my experience, even when in a particular role, the likelihood

that they [remote individuals] will be taking 100% direction from

the U.S. is stated in the extreme. Reality for that person is that his

or her long-term success, their personal advancement, their

career is not in your hands. It’s in the hands of the management

team back home [at the remote sites], who will place them in their

next job, who will determine long term what their raises and pay

are, their rewards. And even if you could have certain amount of

control over their salary during the time they report to you,

there’s not two ways around it, their future is in the hands of the
people in the country.

Asthisquotation illustrates, successful influencers arethosewho leverage
and align critical players. Thelong-distanceleader’ sresponsibility istoidentify
those credible third parties and influence them as well.

Another key part of influencing others over time and space is communicat-
ing the big picture. One of the major challenges leaders report with some
distanced teams is the tendency for employees located at a distance to have a
“job shop” mentality. People at a distance execute demands rather than make
them. And, they often do not understand why the demand was made in the first
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place. While employees clearly want to know what they are suppose to be doing
and the criteriafor success on those tasks, they also want to know the whys of
thetask: why isthistask important, how doesit fit with the agenda and strategy
of the organization, what is the strategy, and so on. Successful managers keep
distanced employees aware of corporate issues as much as everyday issues.

Proposition 13: There are Two Stages to Long-Distance
L eader ship

Intheinterviewswith seasoned distanced |eaders, it becameclear that there
aretwo stagestoleading ateam from afar. Theinitial stage happenswhen ateam
is first created or when a new leader is announced for an existing team.
Successful leaders understand that thisis the stage where F2F communication
isessential, for during thistime, peoplearebuilding trust and coming to know one
another. Trust isof paramount importancein creating and maintaining effective
relationships over distance (Lipnack & Stamps, 1997; Nilles, 1998). Trusting
relationships promote open, substantive, and influential information exchange
(Early, 1986) aswell asreduce transaction costs (Cummings & Bromiley, 1996;
Handy, 1995). Trust isthe glue of the global workspace (O’ Hara-Devereaux &
Johansen, 1994). The second stage, which we call the “maintenance” stage,
occurs after a trusting relationship between manager and subordinate is estab-
lished.

Thisisnot to suggest that |eaders should forget about using F2F communi-
cation after establishing arelationship, however. In the maintenance stage, F2F
communication isstill critical for someissues, but the leaders can successfully
manage the day-to-day issues of their teams from afar, mostly by using
technol ogiessuch astelephone, e-mail, and video. Theproblemisthat if aleader
does not engage in F2F exchanges during the initial phase, it becomes difficult
for that leader to successfully manage during the maintenance phase. When
employees have spent time with their manager, misunderstandings are far less
likely to occur and negatively impact the relationship.

FUTURE TRENDS

National newspapers, industry journals, and trade magazines reported that
thousands of companies in diverse industries now have long-distance leaders
(see Apgar, 1998; Bryan & Fraser, 1999; Hymowitz, 1999; McCune, 1998).
Although the exact number of long-distance leaders is constantly changing,
companies such as Dell Computers, IBM, Hewlett-Packard, AT&T, Proctor &
Gamble, and Compaq integrated virtual teams into their regular operations
(Davenport & Pearlson, 1998). Leaders within these organizations have the
complex task of managing people who are thousands of miles away from their
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home offices. Asdistanced | eadership becomesincreasingly commonin organi-
zations, understanding leadership strategies that work, and those that do not, is
critical to organizational success.

Inthischapter, wesummarized 13 propositions about distanced | eadership.
These propositions, drawn from our interviews with experienced distanced
leaders, represent testable hypotheses. While they seem intuitively reasonable,
and were supported in our interviews, they still await empirical testing.

Inadditionto empirically exploring thevalidity of thepropositionsincluded
in this chapter, future research will need to develop theoretical models of
|eadership that incorporate distance asamajor component. Theoretically, future
researchers should approach the issues involved in distanced leadership in at
least two ways. First, what are the key theoretical dimensions of distanced
leadership? In previous work, we suggested that distance challenges trust and
community (isolation). These two constructs are critical, we would suppose, to
understanding distanced leadership, for they affect individual’s identification
with and sense of connectedness to the organization, which, in turn, affect
important organizational outcomessuch asproductivity. Central to any theoreti-
cal model iscommunication, theimplicit focus of thischapter. Second, we need
to clarify what ismeant by a“ distanced work relationship.” We argue that these
relationships have both physical distance and access componentsto them. One
couldimagineother considerationsaswell. Thissort of theoretical explicationis
important, becausethey relateto the question: what i sdistinctive about distanced
relationships? Some would argue that many of the variables discussed in
research on virtual teamwork could just as easily apply to F2F teams. It is
important to attend to those variabl esthat are specific to dispersed rel ati onships.
Thesewill be determined by thoughtful empirical work.

Current and future organizational trends related to virtual teams may also
be fruitful avenues for research and also important for practitioners to keep in
mind. Consider these trends:

1. Therise of geographically dispersed ad hoc teams that are assembled for
short-term projects.

2. Theincreasing use of contractors and consultants who do not have loyalty
to the organization — how do you manage them from afar?

3.  Trendsin international customer service — how do organizations effec-
tively serve and lead customers from afar?

Practitioners and researchers may also wish to consider other emergent
issues related to distanced leadership. First, generational differences may be
important to note. Those who grew up using the technologies now utilized for
dispersed teams may have different |eadership experiences than those who are
unaccustomedto using thetechnologiesineveryday life. Today’ syouthwhotalk
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on the phone, e-mail, and use (computer) Instant Messenger all at the sametime
andthink nothing of it may experiencefewer difficultiesmanaging thecomplexi-
ties of long-distance leadership than older generations. There may, as well, be
alearning curve for distanced leadership. Some of the challenges cited in this
chapter may become obsolete when younger generations assume leadership
roles. Legal issues may also arise in distanced leadership. In a distanced
relationship, everythingispotentially “onrecord” if itiswrittenine-mail or taped
viaaudio or video means. Practitionersand researchers may wish to consider the
potential chilling effects of this information permanency on how people |ead
distanced teams.

Oneimportant issueisthe presumption made by many that distanced teams
have more difficulty than F2F teams. That may or may not be true. Some of the
individualsinvolved in this study raised an interesting thought — some people
may actually prefer towork inadistanced setting far from their managers. It will
be important to probe when, and with whom, this might be the case, and, more
importantly, why thiswould be true.

CONCLUSION

Whilegeographically dispersed teamsafford exciting businesspossibilities,
they also bring new leadership challenges. We know that both the task and
affective dimensions of leadership are critical to leading from afar. We also
know that although some leadership strategies are just as appropriate in
geographically proximate settings as they are in distanced ones, other tactics
must be incorporated in order to compensate for the lack of routine and F2F
interaction, which is often taken for granted. One interviewee noted the
following:

Leading from a distance is an absolute necessity in our industry.

It will be that way in more and more industries. It is a hard skill.

People who have never done it don't even recognize it as a

separate skill. You'll say, “Well, you don’'t have any worldwide

experience,” and they'll say, “ Well, what’s worldwide experience

except putting me in a worldwide job?” [interviewee laughs]

There are just so many aspects that many people don’t under stand.

Because the globalization of business and recent corporate restructuring
trendsincreasingly demand distanced | eadership, thefocus of thisproject will be
of continuing importance to organizationsin the 21 century. Suggested in this
chapter are practical communication skills for |leaders and employees engaged
in dispersed teams. Continued research in this area will advance theory and
providefurther understanding of virtual organizations, knowledge organi zations,
and other emergent organizational forms.
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ENDNOTES

1 After conducting these formal interviews, we talked with 20 other dis-
tanced | eadersinvariousindustrieswho al so had global responsibilities. We
include their commentary in this chapter as well.

2 Each interview began with a general, nondirective, open-ended question
about the challenges that |eaders faced when leading from a distance.
These“grandtour” questions(Spradley, 1979) functioned to encouragethe
intervieweeto talk without specifying the substance of hisor her response.
The rest of the interviews consisted of a series of “category questions”
(McCracken, 1988) that asked the respondents about their strategies for
leading from afar. With each topic area, the interviewer asked the
respondent to reveal an “exceptional incident” that reflected what the
respondent was talking about.

3 Aswesharetheinsightsof our interviewees, itiscritical to notethat these
are perceptions of cultural differences. Future researchers should test
hypotheses about these cultural nuances to determine how representative
they are of reality.
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Chapter V

Creating Positive Attitudes
IN Virtual Team Members

D. Sandy Staples, Queen’s University, Canada

Ann Frances Cameron, Queen’s University, Canada

ABSTRACT

Patterns of what is required to enhance a virtual team member’s satisfaction
with their work and with being part of the team, their commitment to the
team, and their motivation with the project were identified via case studies
of six employee virtual teams. Positive patterns were found between two or
more of these outcome attitudes and the following input variables:
significance of the task, task autonomy, interpersonal skills, team potency,
and team spirit. Managing these input variables well would be important
for organizations with virtual teams, because doing so could positively
affect the team members' attitudes toward the work, leading to enhanced
productivity and effective behavior. Implications for practitioners and
researchers are offered.

INTRODUCTION

Groupsand teamsin organi zations have been formal ly studied for over half
acentury, resulting in thousands of studiesand ahuge body of literature (Guzzo
& Shea, 1992). Virtual teams, or teamswith geographically distributed members,
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have been growing in popularity over thelast decade or so but have not yet been
extensively studied. Although working in geographically distributed teams is
becoming morewidespread in organizationstoday, how todoit effectively isnot
yet fully understood. Typical team effectiveness models (e.g., Cohen, 1994 —
see Figure 1) are based on colocated teams and usually assess two main groups
of effectiveness outcome variables: performance outcomes, such as quality,
productivity, and controlling costs; and attitudinal outcomes, such assatisfaction
with thejob, satisfaction with theteam, motivation, and organizational commit-
ment. The focus of this chapter is on the latter, examining the factors and
processes that affect attitudinal outcome variables of virtual team members.
Concentrating on attitudinal outcomes will add to our understanding of how to
makevirtual teamseffective. Toaccomplishthis, attitudinal outcomesinsix case
studies of existing virtual teams are examined.

Thischapter isorganized asfollows. Theresearch framework used to guide
the case studies is presented in the second section. The following section
discusses the methodol ogy used in the case studies and describes the character-
istics of the teams studied. Then, in the next section, the results of the analysis
arepresented. Finally, discussedinthelast section areimplicationsfor practitio-
ners and researchers, and suggestions for future research are provided.

Figure 1. Virtual team effectiveness model.

Inputs Outputs-

Group Task Design Effectiveness

- variety of skill, identifiable

objective, significance, autonomy,

feedback, interdependence Team Performance

Qutcomes
— quality, productivity,

Group Char acteristics controlling costs
- a: Composition
technical skills, interpersonal skills, size,
stability, IS skills, degree of virtualness/isolation
- b: Group Beliefs
norms, group efficacy [ Attitudinal Outcomes - with
- ¢: Group Process Quality of Work Life
coordination & caring, sharing of expertise, - satisfaction with job, team,
implementation of innovations social relationships, growth

opportunities
- trust in management & team
- organizational commitment

Organizational Context that
supports Employee | nvolvement
- power, information, rewards,
training, resources, |S resources

Withdrawal Behaviours
Outcomes
absenteeism, turnover

Encouraging Super visory Behaviours
- self-observation, evaluation, goal-
setting, criticism, expectation

Source: Adapted from Cohen (1994).
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RESEARCH FRAMEWORK

A self-managed team effectiveness model developed by Cohen (1994) was
used to guidethe case studies. Cohen devel oped her model based on an extensive
review of the relevant research literature and an examination of other team
effectivenessmodels. Ascanbeseenin Figure 1, Cohen’ smodel consistsof four
categories of input variables that potentially impact team effectiveness. These
inputs are proposed to impact the three output categories of team effectiveness:
team performance, attitudes, and behaviors. Note that the large arrow in Figure
1 considerably simplifies the complex relationships between input and output
variables.

Because Cohen’s model pertains to various outcomes of traditional self-
managed teams, modifications were made to the model to make it fit a virtual
work setting. First, it isimportant for team membersin avirtual setting to have
informationtechnology skillsaswell astheability to use such skills. Inaddition,
team members need to be given appropriate tools and opportunities to use
technology skills to accomplish their work. As such, the variable Information
System (1S) Skills was added to the Group Composition list of variables, and IS
Resources was added to Organizational Context.

Second, the degree of virtualness could potentially affect attitudes of
geographically disperse team members. Degree of virtualness measures how
often the team works from different locations and can vary from never meeting
face-to-face (F2F) to occasionally working virtually. Team membersworkingin
ahighly virtual team may experience higher degreesof isolation from other team
members as well as other members of the organization. Thus, Degree of
Virtualness was added as a Group Composition variable.

Third, the scope of thisstudy will belimited to asubset of Cohen’s model.
While the original model includes three categories of outputs, the focus of this
chapter is only on attitudinal outcomes. In particular, the chapter will examine
factors and processes that enhance a team member’s satisfaction with work,
satisfaction with thework of other team members, commitment to the team, and
motivation with the project. On the input side, supervisory behaviors were not
includedinthisstudy dueto practical limitationsandthefact that Cohen, Ledford,
and Spreitzer’s (1996) test of Cohen’s 1994 model did not find any significant
relationship between supervisory behavior variables and effectiveness mea-
sures. The three groups of input variables that were included in the study are
explained below, followed by discussion of previousresearch resultssupporting
the links between the input variables and the attitudinal outcomes.

Task Design
Hackman and Oldham’s job characteristics theory and sociotechnical
theory suggest that group task design is critical for employee motivation,
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satisfaction, and performance (Cohen, 1994). Both theories suggest that to
positively impact performance and attitudes, the task should be designed so that
avariety of skillsarerequired; it should beawholeandidentifiabl e piece of work
so that members can see the outcome of their efforts; the task should be
perceivedto havesignificantimpact onthelivesof other people; theteam should
have considerabl e autonomy and independencein determining how thework will
be done; and regular and accurate feedback should be provided so that the team
can understand how it is performing.

Sociotechnical theory suggeststhat group task design influences outcomes
through team self-regulation (i.e., by devel oping the capacity in team members
to devel op good strategiesto deal with technical and environmental changes, and
how to copewith uncertainty). Job characteristicstheory, which hasfairly strong
empirical support (Cohen, 1994), suggests that task attributes influence effec-
tiveness through their impact on critical psychological states (supporting the
importance of studying attitudesin this study).

Group Composition

Thecollectiveknowledge and skillsof ateamwill impact theteam’ sability
tocarry outitstask. Thisincludestechnical skills, information systems(IS) skills,
and interpersonal skills. IS skills are needed to use the information technol ogy
toolsand systemsthat are avail able to communicate and shareinformation. The
size of the team can also affect the ability of theteam to do itstask. If team size
istoo big, higher coordination costsresult. If itistoo small, it will not havethe
resources needed to complete itswork, and it isless likely that team members
will be committed totheteam. Stability of team membershipisal so animportant
factor. If turnover ishigh, timeand effort will be spent orientating new members,
performance norms will not develop, and performance will suffer. However,
some turnover can be beneficial, in that it could revitalize a stagnant team and
enhance creativity. There has been limited empirical evidence to suggest that
greater geographic distribution of a team leads to lower performance (e.g.,
Cramton & Webber, 1999). This is presumably due to reduced F2F contact,
reduced opportunitiesto build social relationships, and difficultiesin communi-
cating and coordinating virtually. This implies that higher virtuality could be
negatively related to team performance and satisfaction with the work and the
team.

Group Beliefs

Group performance beliefs were found to be a strong predictor of group
effectivenessin previousresearch. Inthisstudy, group beliefswere assessed via
aconcept called group potency. Group potency captures efficacy beliefs at the
group level. According to Gibson, Randel, and Earley (2000), group potency
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(sometimesreferred to asgroup efficacy) is“acollective belief inthe capability
of thegroupto meet atask objective” (p. 71). Thegroup potency scal e devel oped
by Guzzo, Y ost, Campbell, and Shea(1993) wasused in thisstudy, becauseit had
establishedreliability and validity characteristicsto assessgeneral team efficacy
(Gibson et al., 2000).

Group Process

Three groups of variables pertaining to group process were examined:
coordinating and caring (i.e., team spirit), sharing expertise, and implementing
innovations. Good coordination among team members|eadstoworking together
without duplication and wasted efforts. Caring about each other impliesworking
together with energy and team spirit. Sharing and benefiting from others’
knowledge and expertiseareimportant in supporting effective cross-training and
decision making and to fulfilling interdependencies. |mplementation of innova-
tionsdescribesateam’ sability to create and adopt new waysof working to better
complete their tasks. This ability is important so that a team can adjust to
changing conditionsand makeimprovementsinitswork processes. Thesethree
group processvariablesare part of most model s of group effectivenessand were
found to be associated with group effectiveness in previous research.

Organizational Context

Theorganizational context inwhich ateam works can createthe conditions
for a team to be successful or for it to fail. The team with the best internal
processesmay still perform poorly if it lackstheresourcesor information needed
to do its task. A team will not be able to make good decisions without proper
information, sufficient training, and adequate resources. Therefore, a series of
organizational context variables was examined. These variables potentially
interact to create an environment where the employee wantsto be involved and
can participate to compl ete tasks effectively. Specific variables examined were
the reward system (it should be designed so that it is tied to performance and
development of capability and contributions to the team); the availability of
training (it should enableemployeesto devel op theskillsand knowledgerequired
to complete their tasks); the access to needed information (without this,
employeeswill not beableto effectively completetheir tasks); and theresources
available, including information technol ogy infrastructure to communicate and
share information electronically in the virtual setting (adequate resources are
needed to enable employees to complete their tasks).

M otivation

Task design variables were found to be significantly related to motivation
(Colquitt, LePine, & Noe, 2000; Coovert & Thompson, 2001; Rhoades &
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Eisenberger, 2002). Colquitt, LePine, and Noe's (2000) review of training
motivation found that a process variable, caring for others in the group, was
related to training motivation. Their review also found organizational context
variables, rewards and resources, were significantly related to motivation.

Commitment

The link between commitment and team processes was shown by several
researchers. Mathieu and Zajac’ s (1990) meta-analysis of organizational com-
mitment found that group cohesion and sharing of expertise was related to
commitment. Meyer and Allen (1997) also found support for the relationship
between commitment and team processes, as did Cohen et al. (1996) in the test
of the Cohen (1994) model. Support for relationships between commitment and
organizational context variables, such as power, information access, rewards,
training, and resources, was found in the work of Cohen et al. (1996), Mathieu
and Zajac (1990), Meyer and Allen (1997), and Rhoadesand Eisenberger (2002).

Satisfaction with Own Work and Satisfaction with the

Team

Support for the relationships between task design factors (e.g., variety of
skill, significance, autonomy, and feedback) and satisfaction was found in the
work of Cohen et al. (1996) and Spector (1997). Cohen et al.’s (1996) study
found significant associ ations between team composition variables (i.e., techni-
cal skills, interpersonal skills, and team stability) and satisfaction, and between
team process variables and satisfaction. The research findings of Gardner and
Pierce (1998) and Zellars, Hochwarter, Perrewe, Miles, and Kiewitz (2001)
demonstrated support for the relationship between team belief sand satisfaction.
Positive relationships were also found between satisfaction and organizational
context variables, such as power, information access, rewards, training, and
resources (Cohen et al., 1996; Rhoades & Eisenberger, 2002; Spector, 1997).

The Cohen (1994) model wasdesigned for traditional teams, and theresults
reported above were largely based on studies of nonvirtual work. Examination
of the relationships between input variables and attitudinal outputsin avirtual
team context is warranted and will be explored in this study using a case study
methodology, as described in the next section.

METHODOLOGY

Provided in this section are detail s about how the data were collected and
analyzed and details of the teams that participated in this study.
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Data Collection and Analysis

Case studies

Casestudiesof six virtual teamsfromthreedifferent companies, indifferent
industries (i.e., high-tech, consulting, and manufacturing), were conducted.
Face-to-face or telephone interviews were conducted with 39 team members.
In addition to the team members, the managers and business sponsors of each
team were interviewed in order to learn their perspectives on the effectiveness
of theteams. The semistructured interviewstypically lasted 1.5 hours each, and
acase-study protocol wasfollowed to ensure consistency acrosstheinterviews.
The specific questionsthat were asked to collect data about the output variables
andinput variablesareprovidedin Appendix A. Most interviewswere audiotaped
(a few participants did not allow this). Transcripts were prepared from the
interviews (resulting in over 1000 pages of text) and entered into a qualitative
analysis software package (N6 from QSR International). Each transcript was
coded, as described below.

Coding the transcripts

A tree of nodes was initially built, where the nodes represented the
constructsof interest and the level swithin the construct. Theinitial list of nodes
wasbased on the model guiding the study and the questionsused intheinterview.
Two codersthen separately coded one completeinterview with theinitial list of
nodes. The list of nodes was modified slightly by collapsing a few nodes and
creating afew new ones to capture findings not initially anticipated. After this
initial training and development period, both coders coded arandom sampl e of
10% of thetranscriptsto assessinter-rater reliability. Inter-rater reliability was
determined using the Bourdon (2000) ICRV (Inter-Coder Reliability Verifica-
tion) technique. I nter-rater reliability was 80%. Thiswas deemed acceptable, so
thelist of codes(i.e., thenodes) wasfinalized, and therest of thetranscriptswere
coded by one person.

Analysis

Once the coding of the transcripts was complete, analysis was done to
identify patterns of factorsthat potentially affected the virtual team members’
attitudesregarding their work. Initially, within-caseanalysis(i.e., at the specific
teamlevel) wasdone (Miles& Huberman, 1994); however, variancewaslimited
within some of the teams. Because we were interested in individual attitudes,
across-case analysis was then completed using the individual as the unit of
analysis. Matrices were created for each of the outcome variables and for each
of theblocksof input variables (see Appendix B for asamplematrix that contains
asmall number of respondents’ records). These matrices were then examined
to seeif any patterns appeared to emerge for respondents who were high on the
specific outcome variable versus respondents who were low on the outcome
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variable. High for the outcome variables was defined as a score of six or greater
(onthe 1to 7 scale— see Appendix A for details). Low was defined as avalue
less than six.

Characteristics of the Teams in the Sample

Inorder to provide context to thereader, short descriptions of eachteam are
provided below. The nature of the task, the type of team, and the degree of
virtuality present (i.e., how geographically distributed the team was) are
described. To ensure confidentiality and anonymity, theidentitiesof the compa-
nies, the teams, and the team members are not provided.

Nature of the tasks and duration of the teams

TeamsA and B weredevel oping new product lineswithintheir organization.
Both teams were in existence a few months and felt the teams would stay
together assuming the product lines they were developing were successful.
These teams can be thought of aslong-term project teams. Teams C and D were
developing new product features for an existing product and had just about
completed their tasks when the interviews took place. These teams were
together approximately nine months, so they can be thought of as medium-term
project teams. Teams E and F were ongoing teams that provided products to
internal service groups, and most peoplewere on theteamsfor at |east oneyear.
Therefore, these were permanent teams. Teams A through D felt that their tasks
were complex and that there was a great deal of interdependence among the
team membersto get the task completed. TeamsE and Ffelt that their taskswere
more routine and that usually they had relatively low dependence on other team
membersto completetheir tasks. Varying degrees of complexity andinterdepen-
dencewere experienced by Teams E and F, depending on the specific task being
completed.

Technology used

All teams used teleconferencing and e-mail heavily. Teams A, B, E, and F
frequently used Lotus Notes to share information and coordinate activities.
Teams C and D used an internal intranet system to share documents and
resources. NetMeeting was used occasionally, and videoconferencing was
rarely used. Teams E and F heavily used instant messaging.

Degree of virtuality

Teams A, B, and D were spread across multiple cities in North America
Team C was similar, except there was al so one member located in India. Teams
E and F were more distributed, with members in North America, Europe, and
Asia. F2F contact varied considerably across the teams. Members from Teams
A and B met F2F afew times per year or more. Members from Team C met F2F
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once during the duration of the project. Members from Team D never met F2F.
Members from Teams E and F met F2F approximately once per year.

Reporting structure

Teams A through D were self-managed. Their members reported to
directorsor to apanel of business sponsors. The management rel ationshipswere
typically described as hands-off. Teams E and F had a more direct reporting
relationship to a manager and had more structure in place. Members of Teams
A through D felt theteam wasgiven agreat deal of autonomy to carry out itstask.
Members of Teams E and F felt the autonomy was fairly limited, as their work
was fairly structured and routine.

Construct Measurement

Four outcome attitudinal variables were measured: motivation, commit-
ment, satisfaction with ownwork, and satisfaction with the team (see Appendix
A for details on the measurement). Five sets of input variables were assessed:
task design, team composition, group beliefs, team process, and organizational
context. Fiveindications of the task design were collected from team members.
We asked about the variety of skills needed for the task, the significance of the
task, the autonomy given to the team to carry out its work, the amount of
feedback provided on the team’ s performance, and if the responsibility for the
task was shared equally among the team members. Six indications of team
compositionwerecollected from team members. Threetypesof skills(technical,
IS, andinterpersonal skills), teamsizeand stability, and degreeof virtuality were
examined. Group beliefs were assessed using the team potency scale (see
Appendix A). Individual average values varied from 6 to 9.6 (out of a possible
rangefrom 1to 10, with 10 being high potency). Four indicati ons of team process
were used: team coordination, team spirit, sharing of expertise, and implemen-
tation of innovations. Six aspects of organizational context were examined.
These were reward systems, training availability and support, access to needed
information, access to needed resources, provision of information technology
resources, and power/decision-making authority. Provided in Appendix A are
specific details on how all the variables were measured.

RESULTS FOUND

Presentation of the results is organized sequentially by the four outcome
variables that were examined in this study: motivation with the work, commit-
ment to the team task, satisfaction with own work, and satisfaction with being
part of the team. For each outcome variable, patterns that were identified
between the blocks of input variables and the outcome variables are presented.
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Motivation with the Work

Two of the task design variables were found to be associated with
motivation. Patternsindicated that team memberswith low motivation tended to
havelower beliefsinthesignificance of thetask and believed that their team had
low autonomy. No other obvious patterns were found. The only discernible
pattern for the team composition variables was between interpersonal skillsand
motivation. Individualswho felt that interpersonal skillswerelower among the
other team members did not tend to be as motivated to do the task. Analysis of
the group potency results showed that peoplewho had low motivation generally
had lower beliefsabout their team’ sabilities(i.e., potency). Theonly distinguish-
able patternintheteam process variablesdealt with team spirit. A team member
who had low motivation also perceived that the team’ s spirit waslow. No clear
patternsemerged from the anal ysis of the matricesfor the organizational context
variablesand motivation.

Commitment to the Team Task

Two patternswere found for task design variables and commitment. Team
members with lower beliefs in the significance of the task felt that their team
(including themsel ves) had lower level sof commitment. Team memberswhofelt
their team had low autonomy also tended to believe that the team was less
committed to the task, as compared to team members who perceived their team
as having high autonomy. No clear patterns were found between the team
composition variables and commitment. A pattern was found between team
potency and commitment. Team memberswithlow team potency beliefsalsofelt
their team had lower commitment levels. One pattern emerged regarding the
processvariablesand commitment. Team memberswho felt that team spirit was
low, also generally felt that commitment to the team task was low. No clear
patterns were found between the organizational context variables and commit-
ment.

Satisfaction with Own Work

Autonomy wasthe only task design variable that showed a pattern with the
satisfaction team members had with their own work. Team members who felt
their team had low autonomy had lower levels of satisfaction with their work.
With respect to team composition variables, individual swith lower satisfaction
with their ownwork tended to assesstheir team'’ sinterpersonal skillslower and
oftenfelt that theteam lacked sometechnical skills. Respondentswho had lower
beliefsabout their team’ sabilities(i.e., team potency) al so had lower satisfaction
with their own work. One pattern was found with the team process variables.
Team members who had lower satisfaction with their own work generally felt
there was not a strong team spirit. No patterns were found between organiza-
tional context and satisfaction withthetask, although when examined at theteam

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



86 Staples and Cameron

level, the team with the most supportive organizational environment had the
highest average satisfaction levels.

Satisfaction with the Team

Two patterns were found among the task design variables and satisfaction
withtheteam. Individual swith lower satisfactionwiththeteamweremorelikely
tobelievethat responsibility for thetask wasnot shared equally and that theteam
had lower autonomy. Two patterns were also found in the team compaosition
variables. Team members with lower satisfaction with their team tended to
assess their team’ sinterpersonal skillslower and often felt that the team lacked
sometechnical skills. A strong pattern was found between sati sfaction with the

Table 1: A summary of the patterns found.

Output Variables

Input Motivation Commitment  Satisfaction with Satisfaction
Variables Own Work with the Team
Significance of X X

the task

Responsibility X
shared equally

Autonomy X X X X
Interpersona X X X
skills

Technical ills X
Team potency X X X X
(efficacy)

Team spirit X X X X
Coordination X
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team and group potency perceptions. Team members who felt their team had
high capabilities(i.e., ahighgroup potency rating) had high satisfactionwiththeir
team. Two patterns were found between the process variables and satisfaction
with the team. People who had lower satisfaction with their team felt that there
was not astrong team spirit and often felt that coordination could be improved.
No distinct patterns emerged from the analysis of the organizational context
variables responses and the satisfaction with team responses.

In the next section, the findings and present implications for organizations
that havevirtual teamswill bediscussed, and suggestionsfor futureresearchwill
be made. The overall findings are summarized in Table 1, where an “X” inthe
cell indicatesthat a pattern was found between theinput variable and the output
variable. Notethat theinput variablesincludedin Table 1 areonly thosethat were
found to have patterns with one (or more) output variable(s). In all cases, the
nature of the patterns was positive (e.g., low perceptions of the input variable
were found with low perceptions of the output variables).

DISCUSSION

The findings suggest that, within the teams studied, motivation was posi-
tively associated with perceptionsof task significance, autonomy, interpersonal
skills, beliefsabout theteam'’ sability to dothetask, and team spirit. Although our
research design does not allow us to make any conclusions of causal direction,
previous research (see the second section of this chapter) would suggest that
improvingtheseinput variableswould|ead toincreased motivationtowork onthe
team’ stask. Along similar lines, thefindingswoul d al so suggest that commitment
could be increased by strengthening the perceived significance of the task,
providing more autonomy to the team, enhancing perceptions of the team’s
abilities, andimprovingtheteam’ sspirit. Satisfactionwith one’ swork could also
be enhanced by providing higher autonomy to the team, developing stronger
interpersonal skills, enhancing team potency, and improving team spirit. These
sameprocesses, along with designing thetask soresponsibility isshared equally,
ensuring that technical skills are adequate for the task, and having good
coordination with theteam, could be used to i ncrease sati sfaction with the team.
The discussion below deals with each of the input variables in turn and offers
several implicationsof these variablesfor virtual teamsand their organizations.

Significance of the task appears to be positively linked to motivation and
commitment. This implies that managers and leaders of virtual teams should
work hard to makeindividuals aware of how important the task isand to whom.
How can organizations do this? The director of the team examined in this study
whose members had by far the highest perceived significance of the task
suggested that you need to build a shared sense of cause within the team.
Building this shared sense of cause will allow team membersto feel their work
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isimportant. Asaresult, they may pull together to achieve greater success. This
director stated:
If you can create a cause around something you usually get
passion for it.... [You] can create this passion by gathering the
stakeholders together ... the business team participants all together
in one place and allow them to see the direct impact of their
project...

One mechanism used by this director wasto take the entire team to the site
of afuture customer. On-site, theteam worked with that customer to understand
his or her needs aswell as how he or she and future customers could potentially
be impacted by theteam’ s product. The director also used a second mechanism
for creating high significance. Asillustrated in the quote below, this director
made sure that the team members understood the career-enhancing opportunity
that being part of the team gave them:

[You] can also have passion when the management can

demonstrate how the project will result in significant outcomes

for the [team members| themselves because they will grow with

this business opportunity. They will get to do things that they

never thought they were going to do before.

Equal responsibility for the outcome of the team’ s efforts was found to be
associated with satisfaction with the team. Therefore, shared responsibility for
the outcome is an important task design variable for organizationsto consider.
Oneof theteams studied was clearly not designed for all membersto have equal
responsibilities. Inthisteam, therewasa"leadership” subgroup and a“worker”
subgroup. People in the leadership subgroup felt team spirit was good and
communications were fine. People in the worker subgroup felt they were not
involvedwithkey decisionsand did not feel they equally shared responsibility for
the outcome of the project. They also had a significantly more negative view of
theteam’ sspirit and communication processes. Therefore, organi zationsshould
be careful not to intentionally or unintentionally create subgroups. In virtual
teams, where part of the team may be collocated and part of the team remote,
this can be particularly challenging. The supervisor of another team was aware
of this potential problem. With three team members on-site and the remaining
team members remotely located, he was very careful to treat all team members
equally. He attempted to communicate, share information, and share responsi-
bilities for the team’s task equally among the colocated as well as dispersed
members of the team.

High autonomy was found to be positively associated with all the output
variables examined. This is consistent with research findings on effective
collocated teams. Accordingto Cohenand Bailey (1997), the organization needs
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to give team members autonomy in their work. Worker autonomy has been
shown to have clear benefits; it enhances worker attitudes, behaviors, and
performance (whether measured objectively or rated subjectively by team
members). Organizations should give team members the power to take action
and make decisions about work and business performance.

In the study, interpersonal skillswere related to all of the output variables
except commitment. This highlightsthe importance of training and devel oping
strong interpersonal skillsin virtual team members. Organizations can provide
basic interpersonal skills to teams through training or through team member
selection. Because team members are interdependent, one important interper-
sonal skill isthe ability to communicate effectively. Thisskill can be especially
important in virtual teams, where effective communication is difficult. Time
zones may be frequently crossed. Participants may have different national
cultures that influence their natural communication patterns. Virtual team
communicationsoftenrely heavily on asynchronousel ectronic media, which has
limited feedback mechanisms. Thislimited feedback may |ead to team members
making false attributions about each other’s behaviors. As Cramton (2001)
foundin her research, inthe absence of other information, people often attribute
things like nonresponse to laziness or lack of interest, whenin fact, it could be
dueto nonreceipt or other legitimate reasons. Thus, virtual team members need
to agreeon normsand expectationsfor communicationsso that fal seattributions,
which could damage group cohesiveness and motivation, are not made. Skills
haveto bedevelopedinthisareaaswell. Some examplesof how communication
in virtual groups can be improved were suggested by participants. Team
membershaveto beresponsive, quickly returning telephone callsand responding
toe-mails, evenifitisjust to say, “I don’t havetimeright now, but I’ll get back
to you in two days with the answer.” Further, two virtual team managers
suggested that the recipient actually confirm that the message was received and
ensure that the major points in the message were understood. Developing
communication skillssuch asthese could hel p to avoid misinterpreting interper-
sonal situations or behaviors.

Two other sets of skillswereidentified as being positively associated with
satisfaction with the team: technical skills and coordination abilities. Previous
research supports the need for having adequate technical skills among team
members to complete the team’'s task and the importance of effectively
coordinating effortsso timeisnot wasted andwork isnot duplicated (e.g., Cohen,
1994). To accomplish this, organizations can ensure that members on a team
collectively have the skillsrequired to complete the task. The organization can
dothisby carefully selecting team memberswhose skillscomplement each other
or by providing training and devel opment opportunities so that the needed skills
can beacquired. Routine, frequent communi cationswere mentioned by many of
theteam membersas contributing to good coordination (see quote bel ow). Good
communication between members ensures that the team members know what
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each are doing and how their pieces of the project fit together, and this helpsto

avoidduplication.
I would think so [the team’s efforts were well coordinated]
because we had weekly meetings so | would say it was very
structured. We had weekly meetings and to follow up the weekly
meetings were weekly minutes. You know and then the following
week we followed up on any outstanding items. And then aside
from that there were individual e-mails that might have gone, you
know, between meetings, back and forth, so | would say it was
well structured.

Intheteamsstudied, most routine meetingswere carried out viateleconfer-
encing. Another mechanism that was identified as aiding coordination was the
use of Lotus Notes databases. Such technology can be used to store project
informati on so team members and management can track the status of tasks, and
to generally help teams managetheir schedul es. Project management toolssuch
as Gantt charting software were also used by some of the teams.

Team potency was found to be positively associated with all the output
variables, implyingthat if an organi zation canincreaseteam members' beliefsin
theabilitiesof theteam, theteam memberswill be moremotivated and committed
to the team and be more satisfied with being part of the team. To increase team
potency, organizations can sel ect team memberswho havetherequired skillsand
abilities. However, thisis not enough. Team members have to know about the
skillsand abilitiesthat othersbringto theteam and devel op abelief that theteam
will collectively succeed. Celebrating and recognizing achievements as they
occur should also help build beliefsinabilities. Weknow from the extensivework
on self-efficacy (e.g., Bandura, 1977, 1982) that previous successes enhance
perceived efficacy and that self-efficacy isapowerful predictor of performance
(Stajkovic & Luthans, 1998). Generally, it appears that if one does not believe
that the team will succeed and operate well, oneisless satisfied with one’ sown
contribution to the team, less committed to the team, and less motivated to
contribute to the team.

Team spirit waspositively associated with all the output variabl es, suggest-
ingtheimportanceof thisconcept for organizations. Team spiritisdemonstrated
through working together with energy and caring about fellow team members
(Cohen, 1994). Many of the team members felt that because F2F interaction is
limited, creating strong team spiritinvirtual teamscan bedifficult. For example:

It is hard for the people who are far away to feel this [i.e., team spirit],
especially if they areisolated and working ontheir own. In that case, they do not
get exposed to the [company] culture and learn about it. Thisis also a problem
for new people. It ishard to share culture and build team spirit, especially when
remote from others.
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Yeah, | believe there was [a team spirit]... Like | said, it would
have been better if we could all have gotten together for beers
more often but, cheers, we have virtual beers.

Oneteam|eader explained why team spirit wasso stronginhisvirtual team:
Yeah, | think so [a team spirit was present in the team] even
though it was a virtual ... yeah it had a virtual spirit. But | mean

I would get on the call and in the first five minutes, you know,
talking about what's happening in everybody's personal lives...

| mean it's ... we were interested in what everybody else was
doing.

Getting to know team members on a personal basis and demonstrating
genuineinterestinwhat they are doing should help build team spirit. Althoughthis
can be done effectively through F2F social settings, the quote aboveillustrates
that it can also be accomplished at a distance. Setting aside time in teleconfer-
ence callsfor social time or avirtual coffee break can help people get to know
each other better and enable them to better appreciate each other’ s situation. In
two of the teams, synchronous instant messaging was heavily used. Team
members reported that many of the messages were of a social nature and that
such messages helped them feel connected to the rest of the team. Future
research effortsto help organizations understand how to establish team spiritin
avirtual setting would be valuable.

The discussion so far has focused on the relationships that were found
between input variables and output variables. However, it would be equally
interesting to determine where relationships were not found. When there is
ample evidence in previous team effectiveness research, why were no signifi-
cant patterns found for many of the other input variables? The most probable
explanationisthat theteamsinthisstudy did not exhibit enough variancein some
of theinput variables. For example, thevariety of skillsrequired washighfor all
teams, turnover waslow in most teams, and little duplication of effort wasfound.
In addition, few innovations were developed by the teams, team size was
perceived to be adequate for most teams, and information technology resources
provided to the teams and the team members' abilities to use them were both
good. Finally, training support wassimilar for all teams, few team-based rewards
were provided, and access to information and resources was usually not a
problem. Thefact that many of theseinput variableshad little variance and were
oftenwell-doneby all teamsisonelimitation of thisstudy. Therefore, we cannot
concludethat thesevariablesare not important inputsfor effectivevirtual teams.
Future research is needed to further understand these input variables and their
significance for effective virtual teams. For example, future research could
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advance our understanding of degree of virtuality. In this study, the degree of
virtuality varied, but no clear patterns were observed. This may indicate that
degreeof virtuality isnot astrong predictor of effectivenessor isonly important
if other components are not strong (e.g., information technology support,
coordination, communication, etc.). Thevalidity of theseconclusionscanonly be
determined by future research into virtual team effectiveness.

In conclusion, the geographic dispersion of team membersin virtual teams
makes it a significant challenge for organizations to develop and maintain
effective virtual teams. Via case studies of six virtual teams, we identified
patterns and indications of what it takes to enhance virtual team members
satisfaction with their work and with being part of the teams, their commitment
totheteams, and their motivationwiththe projects. Positive patternswerefound
between two or more of the attitudes and the significance of the task, task
autonomy, interpersonal skills, team potency, and team spirit. Managing these
input variables well would be important for organizations with virtual teams,
because doing so could positively affect theteam members’ attitudestoward the
work, leading to enhanced productivity and effective behavior. Although we
know from previous research that attitudes are important indicators of team
effectiveness and are associated with behaviors, future research needs to be
done to look at other effectiveness outputs, such as team performance and
withdrawal behaviors. Itishoped that thischapter providesinsightsto organiza-
tionsthat arewrestling withthe challengesof designing and maintaining effective
virtual teams, and that it identifiesadditional areasthat researchersshould focus
on in the future.
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APPENDIX A: CONSTRUCT MEASUREMENT

Task Design Assessment

Fiveindications of thetask design were collected from team members. We
asked about the variety of skillsneeded for thetask, the significance of thetask,
the autonomy given to the team membersto carry out their work, the amount of
feedback provided on the team’ s performance, and if the responsibility for the
task was shared equally among the team members. Specific questions were as
follows:

What arethe skill setsrequired to complete the task? How are these skills
distributed among the team members?

. Onascaleof 1to7 points, with 1 =very little, and 7 = very much, how would
you answer the following question: How does the work, or project, affect
the lives or well-being of others?

. How much autonomy does the group have in determining the parameters
of the task, the methods for achieving the task, or even the task itself?

e What kind of feedback is provided to the group on performance? Is
feedback provided regularly, and is this feedback useful ?

. Isresponsibility for the final outcome shared equally among all members?

Team Composition Assessment

Threetypesof skills (technical, IS, and interpersonal skills), team size and
stability, and degree of virtuality were examined for the proposition related to
group composition summary. Specific questionswere as follows:

»  Arethereadequatetechnical skillsamong the group membersto complete
thetask? Do you feel that your individual technical skillsare sufficient for
the required task?

. Onascaleof 1to7 points, with 1 =very low, and 7 = very high, how would
you rate the general level of interpersonal skillsin your group? Probe for
additional comments — ask why.

Whatlevel of relevant I T training and abilities do the team members have?
Is it adequate for the existing IT tools? What level of IT training and
experience do you, as an individual, have? Do you feel it is adequate?

. How many team members are there? Are there enough team members to
do agood job? Are there too many?

. How long hasthe group been working together? Isthere ahigh turnover in
group membership? How was the team first started? How did team
members get to know each other?

. How many members of the team are geographically dispersed? How
dispersed istheteam — number of time zones spread out among members?
How often do they meet face to face?
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Group/Team Potency

In this study, group beliefs were assessed via a concept called group
potency. The group potency scale developed by Guzzo, Y ost, Campbell, and
Shea (1993) was used in this study. Respondents were asked to indicate how
accurately, onalto 10 scale, aseries of eight statements described their team.
The eight statements are listed below. A potency value was created for each
respondent by averaging their eight responses.

1. My team has confidence in itself.

My team believesit can become unusually good at producing high-quality
work.

My team expects to be known as a high-performing team.

My team feels it can solve any problem it encounters.

My team believesit can be very productive.

My team can get a lot done when it works hard.

No task is too tough for my team.

My team expects to have a lot of influence around here.

N

©ONO O AW

Team Process Assessment

Several questions were asked to get at three sets of process variables:
coordinationand caring (i.e., team spirit), sharing of expertise, and implementa-
tion of innovations. The specific questions asked were as follows:

. How would you characterizeyour team’ slevel of coordination?What isthe
level of duplication that occurs (or does any duplication occur)?

. I's there a sense of team spirit in your group? Why or why not?

. How comfortable are your team memberswith sharing important informa-
tion withintheteam?How comfortableareyour team memberswith taking
advice from or deferring to someone in the team with greater knowledge
or skill?

. Has the team adopted or created any new innovations or inventions to
improve your way of doing required tasks?

Organizational Context Assessment

Several questionswere asked to get at five setsof processvariables: reward
system, training availability, access to needed information, access to needed
resources, and power/decision-making authority. The specific questions asked
were as follows:

e What is the reward system? How are rewards distributed?
. How adequately istraining available and supported?
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*  Who hastheinformation you need to do your job? How easy isit to get the
information you need?

. Does your geographic location hinder or increase your access to required
resources? How difficult isit to acquire resources as the need arises; does
your location make a difference? What resources (if any) do you feel are
missing in your off-site work, compared to on-site work?

. IT tools provided: What kinds of IT tools and infrastructure are present?

. Power/authority: What isthe power structurein your team? What level of
authority does your team have in making important decisions?

Team Outcome Variables

Motivation with the task

. Onascaleof 1to7 points, with 1 =very low, and 7 = very high, how would
you answer thefollowing question: How would you characterizeyour level
of motivation with your current project? Probe for reasons and comments.

Commitment to the team’s project/work

. How would you rate the level of commitment of members of the team to
achieving the overall goals of the team (scale: 1 to 7; 1 = very low
commitment, and 7 = very high commitment)? Why?

Satisfaction with own work

. Onascaleof 1to7 points, with 1 =very low, and 7 = very high, how would
you answer the following question: How would you describe your level of
satisfaction with your work? Why?

Satisfaction with being part of the team

. Onascaleof 1to7 points, with 1 =very low, and 7 = very high, how would
you answer the following question: How would you describe your level of
satisfaction with your team? Why?
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APPENDIX B: SAMPLE DATA MATRIX WITH
A SUBSET OF THE RECORDS

Variety of Significanceto Autonomy Feedback Responsibility for M otivation
skills society the task shared
equally?
High 6 — “Our new High Nothing formal; fairly high “I think we may al High
product linewill profile so thereis interest be equally
be recyclable, from the executive level responsible, but there
whereas what we isone person
aretrying to ultimately
replaceis not.” accountable.”
High 7 Medium At the end of the year, the “1 guess some don't High
team’s funding will be have as big a stake,
renewed or pulled by senior | because they might
management, so that will be less time involved
provide feedback. “Wetend | in the program if they
to get more informal are spread out
feedback passed down amongst other
through our group leader.” programs.”
High 7 High The feedback isprovided as | Yes, shared High
often asbasically werequest | responsibility
it
High 7 Medium Feedback to the project team High
is from the business manager
or the local manager
High 4 High Do not know, but expect Two key members Low
some have most
responsibility
High 6 Low “Feedback is not consistent Some have amore Low
and not given directly. Some | vested interest but all
informal feedback is areresponsible
provided, and thisis for the final outcome
valuable, but not everybody
gets thisas not everybody is
interacting with senior
management.”
High variety 2 High “The only thing we've Yes Low
received so far isjust from
the portfolio management
team, and so far it's been
good... We get, you know,
feedback as we go, and we
get feedback from our own
functional managers as
well.”
High 1 High “There wasn't alot of “All the members Low
feedback, and therewasn'ta | were collectively
lot of ... you know ... thisisa | responsible for doing
great direction and you are their parts.”
doing agood job with this....
there wasn't anything like
that.”
High 4 High Little feedback from outside | Equal responsibility Low
the team for outcome
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Chapter VI

Trust In Virtual Teams

Wray E. Bradley, The University of Tulsa, USA

George S. Vozikis, The University of Tulsa, USA

ABSTRACT

Discussed in this chapter are the role and importance of trust in virtual
teams. It is suggested that the nature and degree of this trust are related
to the culture and management philosophies of a firm, the interpersonal
skills of management and team leaders, and the psychological characteristics
and prior experiences and expectations of the team members. Trust and
trust building are examined at three different levels: the firm level, the
manager or team leader level, and the individual member level. A better
under standing of the dynamics of trust in virtual teamswill assist management
in developing more efficient and effective virtual collaborative teams.

INTRODUCTION

Virtual teams can beidentified by several characteristics. The teams make
extensive use of information and communication technology (ICT) systems.
They typically use a computer-mediated communication (CMC) system. They
often use technology enablers, such as L otus Notes/M S Exchange and Groove,
and may use video- and audioconferencing and group decision support systems
(GDSS). In some cases, the team hasits own dedicated virtual workspace. The
team members rarely, if ever, meet face-to-face, and the individual team
members may represent different cultures, languages, and organizations. Fre-
guently theteamsaretemporary, being formed and dissol ved over ashort period
of time. Occasionally, virtual teams will be semipermanent. However, even in
semipermanent teams, members frequently move on and off the team. Virtual
teams are usually charged with interdependent tasks that have common goals.
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Inorder to achievethese goal's, team members may have different competencies
and different technical specialties (Townsend, DeMarie, & Hendrickson, 1998;
Picolli & Ives, 2000; Bos, Olson, Gergle, Olson, & Wright, 2002; Bell &
Kozlowski, 2002).

In this kind of environment, it is difficult for managers to supervise
employees and to assessindividual employee behavior. For employees, typical
factors contributing to team cohesion, such as close physical location and
common backgrounds and experiences, are often absent. In this self-directed,
sometimes isolated environment, trust becomes a pivotal element of success.
Without trust, or with low levels of trust, virtual workers may engage in
dysfunctional behavior designed to avoid interaction with other team members,
such aslow commitment to aproject, lack of information sharing, and unilateral
alterations of task structure and sequence. These behaviors limit the overall
efficiency and effectiveness of avirtual team. Furthermore, customers dealing
with virtual teams may perceive alack of trust among team members as a lack
of reliability or lack of concern for the customer’s needs.

Management canill afford dysfunctional geographically diverseteamsthat
operatein cyberspace with aminimum of supervision. Itisgenerally agreed that
trust and trust building are essential if an organization is committed to virtual
teams. Management has a vested interest in creating an environment that is
conduciveto the development of high trust levelsamong virtual team members.
Several researcherssuggest that trust i s perhapsthe most i mportant determinant
of successfor virtual teams (O’ Hara-Devereaux & Johansen, 1994; Lipnack &
Stamps, 1997).

Thischapter beginswith abrief background review of thetopic of trust. This
review includes definitions of trust, briefly discusses some research findings
from F2F studies that have implications for virtual team trust, and presents
research findings from several empirical studies on trust in virtual teams. The
backgroundreview isfollowed by additional discussion of buildingand maintain-
ing virtual teamtrust. Thisadditional discussion describes some of therolesthat
management philosophy, manager/team | eader behavior, and individual charac-
teristics and behavior play in virtual team trust and trust building. We conclude
with a short summary and suggestions for future research.

BACKGROUND

Trust has been defined in variety of ways. Trust has been framed in terms
of an employee’ shelief that the organization’ s management and fellow workers
will interact honestly and fairly andinareliableand predictable manner (Lipnack
& Stamps, 1997). Trust has also been defined as a willingness on the part of
organizational members to allow themselves to be vulnerable and undertake
actions based on the belief that other partieswill perform their parts effectively
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without supervision or control (Mayer, Davis, & Schoorman, 1995). Cummings
and Bromiley (1996) take an even broader view of trust:
Trust will be defined as an individuals' belief or a common belief
among a group of individuals that another individual or group
(a) makes good-faith efforts to behave in accordance with any
commitments both explicit and implicit, (b) is honest in whatever
negotiations preceded such commitments, and (c) does not take
excessive advantage of another even when the opportunity is
available. (p. 303)

The foregoing definitions show the highly relational nature of trust. Trust
usually devel opsover aperiod of timethrough regular interpersonal contact. This
suggests that F2F interaction is often an important factor for trust building.

Face-to-Face Advantage

Bos et al. (2002) conducted an experiment using 66 three-member teams
operatingindifferent media. Teamsweredividedinto F2F groups, videoconference
groups, phone-conference groups, and computer chat room (CM C) groups. Each
group participated in social dilemma games that were previously used in trust
research (Komorita, 1994). Bos et al. (2002) found that in the computer-
mediated groups, there was a larger incidence of defections in terms of
breakdown of trust, and retaliatory action. This study suggests that F2F is the
best way to develop and maintain trust in a team. After F2F interaction, rich
communication media seems to be the next best meansto devel op and maintain
trust.

Face-to face al so appears to be important for trust building when firms are
forming virtual teamsthat work through interorganizational alliances. Scott and
Gable (1997) examined the formation of the alliance between The University of
Texas, Queensland University of Technology, and SAP AG. Their study
emphasized that devel oping and maintaining trust in alarge interorgani zational
alliancerequires F2F meetings and exchange of personnel, evenif virtual teams
will ultimately accomplishthemajority of theactual work. They notethat in order
to be successful, an interorganizational alliance must share common goals and
purposes and must devel op agreed-upon meansto assessthefulfillment of these
goals. Thismeansthat each organization within such an alliance must create an
atmosphere of trust within its own organization before employees can operate
and interact in atrusting manner toward members of other firms. There must be
trust-building mechanismsin place, such as frequent communication and open
sharing of information, on both an intrafirm basis and an interfirm basis. All of
these issues are nearly impossible to address on an entirely virtual basis.

Handy (1995) characterized the importance of F2F meetings in virtual
settings as “trust needs touch” (p. 46). It may well be that virtual teams that
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operateonalong-term basiswill need to periodically meet F2Finorder todevel op
and sustain high levelsof trust. If F2F meetingsare difficult to arrange (asisthe
case for some virtual teams), the richer the communication media and the more
trust oriented the corporate culture, the better the atmospherefor devel oping and
mai ntaining virtual teamtrust.

Selected Empirical Research on Trust in Virtual Teams

In a F2F environment, trust develops incrementally over time through a
socialization process. During this process, trust is not merely an abstract
concept. Rather, it binds together all relationships and provides the foundation
fromwhich agroup or organization operates, |eadership flourishes, and changes
occur. However, sometimesthe F2F socialization processisnot availableto the
virtual team member, who is often located at a geographically distant worksta-
tion. Because the normal socialization process associated with developing trust
isnot available, virtual team members have almost no choice but to rely on trust
expectations based on their past experiences. Jarvenpaa, Knoll, and Leidner
(1998) found that virtual teamsacted asif trust existed from the beginning of the
virtual team formation. This type of trust was characterized as “swift trust”
(Meyerson, Weick, & Kramer, 1996). Swift trust is based on team members’
prior experiences and expectations. If ateam member previously worked in a
team setting (any team setting, not necessarily virtual) where high trust was the
norm, then the member assumesthat ahighlevel of trust existsinthe new virtual
team setting, from the beginning. However, in asecond study using 12 teamsfor
in-depth case analyses, Jarvenpaa and Leidner (1999) found that swift trust is
fragile and can bereadily modified, either positively or negatively, by the early
communication behavior among team members.

Thelink between communication behavior and virtual team trust isfurther
supported by the research of Warkentin and Beranek (1999). They found that
teams containing virtual team members who were given interpersonal commu-
nicationtraining prior tojoining theteam exhibited higher level sof trust than did
those teamswhose memberswere not given communication training. Similarly,
Bradley, Haines, and V ozikis (2002), in acomputer |aboratory experiment of 15
five-member virtual teams, found that individual team members’ trust levels
wereimpacted by simpledirectionsor completelack of directionregardinginitial
team organization. These findingsindicate that it isimportant for management
to assist in the planning of initial communication strategy and to provide some
initial organizational directionfor virtual teams.

Individual team member attributesal so play animportant roleinvirtual team
trust. Jarvenpaa et al. (1998) examined the personal trust attitudes of virtual
team members from 75 virtual teams consisting of four to six members each.
Many team members lived in countries different from other members. The
researchers used the trustee/trustor paradigm of Mayer, Davis, and Schoorman
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(1995). Thisparadigm suggeststhat trust isafunction of how anindividual team
member perceives fellow team members in three areas: perceived ability
(domain competence), benevolence (care and concern for others), and integrity
(dependability, reliability). The study found that individual perceptions of the
trustworthiness of fellow team members was at first highly related to the
perceived ability (competence) of other members, but this decreased as time
went by. The perception of integrity early on wasimportant but not asimportant
later. The perception of benevolence had little impact on perceived trust in the
virtual team setting. In addition, perceptions of high team trust werefound to be
afunction of an individual’s general personality trait, known as “propensity to
trust.” Thispropensity totrust isviewed asacomposite personal trait formed by
experiences, personality type, culture, education, and socioeconomic factors.
Propensity to trust was found to be important in virtual team trust, invariably,
throughout the life of the teams. That is, team members with high propensity to
trust perceived that the team and other team members operated at high level s of
trust, whereas, team members with low propensity to trust perceived that the
team and team members exhibited lower levels of trust.

Propensity to trust was also investigated by Galvin, Ahuja, and Agarwal
(2002), who performed acontent analysisof thee-mail of 90individual sfromsix
organizationsand 23 different virtual teams. The e-mailsdiscussed 15 different
projects. Thestudy found that thethree most important variabl es associated with
trust were recent and past virtual team experience, structural assurance, and
dispositiontotrust (propensity totrust). Individualswithvirtual team experience
werefoundtobemorelikely totakeapositiveview of trustinthevirtual context.
Further, subjects with recent virtual team experience were found to exhibit
higher levels of trust than subjectswith lessrecent virtual team experience. The

Table 1: Precursors of virtual team trust based on empirical research.

e F2F meetings and rich communication media are important for trust in virtual
teams

e Communication training for al virtual team members may improve team trust

e Initia organizational direction for virtual teamsis essentia for the early
development of trust

e All team members must be competent and reliable for trust to continue to develop

e Selection of team members who have a high “ propensity to trust” may improve
the overall team trust environment

¢ Individual team members perceive that a system of structura assurancesis
important for preventing heretofore unknown virtual members from taking
advantage of them

e Team members with recent prior virtual team experience are likely to positively
influence high trust levels
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second construct, structural assurance, is based on the idea that an individual
perceives that the organization has mechanismsin place that will protect them
from actions of other employees. Examples would be things like written policy
guidelines that contain penalties for noncompliance and grievance procedures.
As to propensity to trust, Galvin et al. (2002) went so far as to suggest that
propensity to trust might beafactor ininitial hiring decisions, and it should bea
factor to be considered when assigning employees to virtual teams.

Some of the key pointsfound inthe empirical literature are summarizedin
Table 1.

BUILDING AND MAINTAINING
TRUST IN VIRTUAL TEAMS

In this section, the discussion of virtual team trust is extended beyond the
summary findingslistedin Table 1. First, building and maintaining virtual team
trust at thefirmlevel isdiscussed. Thisisfollowed by discussionsof building and
mai ntaining virtual team trust from theteam leader and individual team member
perspectives.

Trust at the Firm Level

Firm-level management plays the sine qua non key role in establishing an
atmospherewherevirtual teamtrust can devel op andthrive, regardlessof overall
organi zational structure. Different organizational formsfacedifferent problems
in respect to trust in virtual teams. The following is alimited discussion of the
impact that firm culture and management philosophy can have on virtual teams.
The framework for the discussion is based on the four organi zational types and
management philosophies outlined by Creed and Miles (1996), namely, func-
tional, divisional, matrix, and network organizational structures. Inadditiontothe
four organizational types, a brief discussion of interorganizational aspects of
virtual team trust isincluded as asubsection of thisfirm-level discussion. Creed
and Miles (1996) related trust to the four organizational forms as follows:
“Comparatively, infunctional forms, trust failuresreduceefficiency; indivisional
forms, they reduce effectiveness and raise costs; in matrix forms, they cause the
form to fail; and in networks, they cause the firmsto fail” (p. 26).

Functional Organizations

Functional organizations are usually vertically integrated and generally
operate in a hierarchical centralized “management by exception” scheme. A
failure of trust at the firm level will undoubtedly reduce efficiency, but virtual
teamsworking inthisorganizational structureface apotential problem that will
also reduce the effectiveness of the team. Virtual teams operating in vertically

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Trust in Virtual Teams 105

integrated organizations are likely to be involved with tasks that require the
expertise of functional specialists (production, marketing, etc.). Oftentimes, in
this type of organization, many key decisions are made above the functional
specialistlevel. If thisisthecase, functional specialist virtual team membersmay
not be empowered to make important decisions without consulting higher
management. This may cause other team members to perceive the functional
specialist as not being competent or reliable, creating a low team trust atmo-
sphere. Itisdoubtful that actual domain competenceand highintegrity onthepart
of a functional specialist team member can overcome a deficit in decision-
making authority. If afunctional organizationisgoing to usevirtual teams, then
a managerial system that promotes trust and decision making on the part of
functional specialists must bein place.

Divisional Organizations

Divisional organizational forms offer a particular challenge for a virtual
team. Traditionally, organizations operating in a divisional form are highly
competitivefromaninternal firm standpoint. Divisionsmay competeonthebasis
of divisional profitsor divisional market share, and often, division managersare
compensated at the expense of peer division managers. This environment often
breedsdistrust and win—lose situations. A virtual team member operatinginthis
type of environment would be dealing with team membersin other divisions or
other organizations. A divisional type of organization that plans to use virtual
teamsmust, by necessity, engageinaprogram of division-wideteambuilding, but
it must also address the issue of how a virtual team member deals with fellow
team members who are not privy to and may not care about the internal
competitive structure of the division or the firm.

Matrix Organizations

Unlikethe divisional form, awell-functioning matrix organizational form
should befertile ground for virtual teamsthat operate at high trust levels. Inthe
ideal matrix system, decision-making responsibility largely resideswith project
teams or team leaders, where the swift trust expectations of virtual team
members are high. Often, the competencies and reliability of distant team
members was already established by prior contact or by reputation. Neverthe-
less, upper management can erodethe high trust environment normally attendant
to this form of business by moving toward a more centralized approach to
decisionmaking.

Network Organizations

Network forms of organizations are where one would expect to find wide
use of virtual teams, because, for these organizational types, trust is the
cornerstone. Powell (1990) indicated that these organizations operate on the
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basis of strict allegiance to the network, even at the expense of self-interest.
Virtual teams with high levels of trust based on firm loyalty and individual
experience are expected to be the norm for this type of organization. As Creed
and Miles (1996) pointed out, atrust failure for network firmscan result in firm
failure. Therefore, management in network organizations has a vested interest
in devel oping and maintai ning an organizational culturewith highlevelsof trust
throughout the entire organization.

Interorganizational Considerations

Interorgani zational virtual teamsare often given complex tasksthat require
ahigh degreeof coordination and exchange of ideasand information, and depend
on specificindividualsto perform highly specialized tasks. Teams operating in
this environment need high levels of trust in order to ensure success. The
different organizations within an alliance may be internally structured and
organized in any of the af orementioned forms; however, there are certain issues
that must be addressed on acommon basisif theteamsareto operate effectively
and efficiently. Kasper-Fuehrer and Ashkanasy (2001) suggested that swift
trust, in an interorganizational context, must be nurtured in several ways. They
argued, first, that there must be ongoing “communication of trustworthiness.”

Table 2: Firm-level considerations for building and maintaining trust of
virtual teams.

Organizational form

Functional e Haveasystemin place that promotes trust and

alows for key decision-making authority at the

functional specialist team member level

Divisional ¢ Provide adivision-wide team-building training
program

o Discourage competitive relationships among
virtual team members, even though thisisamost
counterculturein this type of organizational form

Matrix e Maintain decentralized approach to decision
making

e Ensure that mechanisms are in place to foster an
overall high trust environment

Network e Maintain overall high trust in corporate culture

Interorganizational e Havereliable, media-rich, standardized
communication systemsin place

e Adopt asystem of agreed-upon product standards
and specifications

e Formalizeterms of cooperation

e Adopt acode of business ethics
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This is accomplished by ensuring that the information and communications
technology (ICT) system(s) that will be used by virtual teamsarehighly reliable
andinterorganizationally standardized. Thel CT system should al so be designed
to transmit facial expressionsand allow for the transmission of emotional cues.
Second, building blocks of trust must bein place. These building blocksinclude
agreed-upon product standards and specifications, agreed-upon terms of coop-
eration, some*“ sense of shared identity,” and aformal code of businessethicsin
placefor each of thefirmsinvolved. Successful interorganizational virtual teams
demand high levels of trust.

Themain pointsof theforegoing organi zationlevel elementsof trust building
are summarized in Table 2.

Trust at the Facilitator/Team Leader Level

In order for trust to emerge in a virtual team, it is important to have a
designated leader for all virtual teams, from the start. Virtual teams comprised
of self-starterscan certainly self-organize. However, asmentioned earlier, there
is a strong likelihood that fragile swift trust will quickly dissipate in a self-
organized virtual team. This is why the initial appointment of leaders and
facilitators who are knowledgeable in virtual team management is important.
Organizationally, there needsto be amanager—facilitator whoisresponsiblefor
getting avirtual team started and for monitoring the progressaswell as securing
the effective performance of the team. The designation of this person requires
careful consideration, especially inaninterorganizational setting that isorganized
inamatrix or network form. In an interorganizational setting, it may be helpful
to diagram the overlapping reporting rel ationships of team membersin order to
determinethemost | ogical candidate. Ideally, thissamefacilitator will also bethe
operational team leader.

The behavior of virtual team leaders or middle management team facilita-
torsis a key factor in developing and maintaining trust within a virtual team.
Because team members join the team with the expectation that trust already
exists, itisincumbent upon theteam leader to maintain and reinforcetheseinitial
swift trust expectations. An important aspect of enhancing the initial level of
team trust is the team leader’ s communication discipline. Research shows that
themost effectiveteam | eadersadhereto specific communication guidelinesand
standardswhen dealing with team members. Theseinclude promptly replyingto
team member inquiries, providing a large quantity of accurate and unbiased
feedback regarding team activities, and communicating in a manner that is not
arrogant or distant (Duarte & Snyder, 2001; Bell & Kozlowski, 2002; Kayworth
& Leidner, 2002). Additionally, frequency of contact seemsto beimportant. The
communication discipline can be reinforced by standardized routines (i.e., set
contact schedules) and should include rules of protocol and etiquette among
members. If team members have not heard from the leader in some time, they
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usually beginto specul ate asto whether or not they were overlooked or ignored.
This diminishes the trust level. Platt (1999) suggested an initial “contracting
discussion” among virtual team members for the purpose of discussing team
member expectations. This contracting discussion will determine frequency of
contact with each other and cover specific and detail ed expectationsfor all team
members.

Also consistent with previous research istheideathat team leaders should
precisely outlinetheteam’ smission with explicit objectivesand clearly defined
division and assignment of tasks. Kayworth and Leidner (2002) even suggest
that there is a definite social integration aspect of virtual teams. In this social
context, it becomesimportant for the team | eader to be sensitive to the opinions
of team members, consulting them before time deadlines are set, and carefully
acknowledging and considering their suggestions. It may even be helpful to
establish social chat sessionsand post personal information on ateam Web site.
However, team leaders need to be careful that social interaction does not give
theappearance of exploitation or overt competitiveness, asthiswill diminishtrust
inavirtual team.

Finally, global team leaders must be prepared to deal with the cultural
dimensions of team trust. Duarte and Snyder (2001) discussed some cultural
dimensionsof virtual teamtrust intermsof aconcept called “trust-radius.” They
point out that team leaders need to take into account that some cultures place
moreimportanceon relationship building than others. Quaddusand Tung (2002)
found that cultural differencessignificantly impact decision making. They state
that facilitatorsand team|eadersneed to “increasetheir sensitivity to differences
in cultural dimensionsacross groups of different cultures.” They recommended
the use of Hofstede' s (1984) cultural dimensionsto assist in thistask. Hofstede
divided international cultureinto four dimensions: power distance, uncertainty
avoidance, individualism, and masculinity. Understanding these conceptsis a
must for theglobal virtual team|eader. Thetask of building and maintaining trust
inculturally diverseglobal virtual teamsisnot to betakenlightly. Training of team

Table 3: Individual team leader traits and behaviors that enhance trust in
virtual teams.

Leader should be highly qualified and virtual team “aware”

Leader should establish aforma communication discipline early on

L eader should precisely outline the team mission with explicit objectives and
clearly defined division of tasks

Leader should consider the socia aspects of team development

L eader should consider the cultural dimensions of the team
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leadersinthecultural aspectsof virtual teamsisaworthwhileinvestment for any
organization.

Some of the team leader traits and behaviors that help build and maintain
trust in virtual teams are summarized in Table 3.

Trust at the Team Member Level

Individual virtual team members need to be carefully selected by manage-
ment. They must first and foremost be skilled with the technology that will be
used by the team, capable of self-direction, and comfortable with working
independently inamultiplerolecapacity. They must al so possessand exhibit high
ability in respect to their functional specialty, aswell as ademonstrated record
of integrity. Additionally, becauseanindividual’ spropensity totrustisimportant
throughout thelifecycleof avirtual team, and because propensity totrustisoften
influenced by avirtual team member’ sidentity with the organization, manage-
ment should be careful to select virtual team members who demonstrated that
they are real team players who gain satisfaction from the success and effective-
ness of their work unit. Because the initial swift trust environment of a virtual
teamisfragile, trust may start at high levels, but it will quickly diminishif any of
the team members have alow propensity to trust or are perceived aslacking in
ability orintegrity.

Therearespecific behaviorsonthe part of individual team membersthat will
enhance or detract from virtual team trust. Poor communication on the part of
an individual team member is often interpreted by other team members as lack
of motivation. An individual team member should always be aware of the
activities within the team by regularly reviewing team message traffic, even if
no action is required on the part of the specific team member. A periodic “how
isit going with your part of the project” communication to other team members
indicatesinterest inthe project. Compliancewith deadlinesisamust, evenif the
individual team member thinks that the deadline is not important. Often, team
members are waiting to hear that a deadline has been met before they can start
a special task assigned to them.

Kayworth and L eidner (2002) found that virtual team membersin low-trust
teams someti mes thought that fellow team memberswere not open-minded and
lacked common goals. Virtual team members need to be receptive to new ideas
and new waysof doingthings. Additionally, likevirtual teamleaders, individual
virtual team memberswhowork inmulticultural interorganizational virtual teams
need to be sensitive to cultural differences that may affect how a project is
managed and completed. Individual virtual team members also need to be
sensitiveto the social dimensions of intercultural virtual teams. Ultimately, the
success of avirtual team, and thelevel of trust manifested in avirtual team, rests
withtheindividual virtual team member. A lack of understanding of thedynamics

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



110 Bradley and Vozikis

Table 4: Individual team member traits that enhance trust in virtual teams.

Team members must be skilled with the technology used by the team
Team members must be self-starters

Team members must have a high degree of functional area competency
Team members must exhibit high integrity

Team members should have a high “ propensity to trust”

Team members should adhere to a good communication discipline

Team members should be open to the ideas of others

Team members should be sensitive to cultural differences within the team
Team members should be sensitive to the socia aspects of the team

of virtual team trust or a poor attitude on the part of the individual virtual team
member will hamper the effectiveness and efficiency of any virtual team.

Individual team member traits and behaviors that enhance trust in virtual
teams are summarized in Table 4.

CONCLUSION AND SUGGESTIONS
FOR FUTURE RESEARCH

Trustisestablished onrelationshipsand built through asocialization process
based on historical interaction. This places virtual teams that operate in a
geographically and culturally diverse cyberspace environment, often on ashort-
term basis, at a disadvantage. Without the normal F2F socialization process,
virtual team members are forced to formulate trust expectations by relying on
past experiences and expectations, aform of trust characterized as swift trust.
Research established that swift trust is fragile and will be adjusted upward or
downward, and be modified positively or negatively soon after a virtual team
starts working. Nevertheless, it is not clear what precisely replaces thisinitial
swift trust. Deficits in virtual team trust are known to result in high stress for
individual team members, low satisfaction, low relationship commitment, and a
perception of low task performance. However, further research is needed to
establish exactly what happens when swift trust is modified positively, and
conversely, what happens when swift trust is modified negatively.

The process of building virtual team trust starts at the firm level. This
presents special challengesfor organizationsthat are functional or divisional in
organi zational form, because the decision-making autonomy that virtual teams
often require is not anormal part of the corporate culture. It was hypothesized
that virtual teams flourish in a matrix or networked organizational form.
However, more research is needed in order to determine what specific type of
organizational structure, and what specific attributes of that structure, will best
support virtual teams and trust in virtual teams.
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Trust is typically viewed from two broad perspectives. The majority of
researchers examined the topic using a “rational choice” model. Adherents of
this model view trust as a function of an individual’s self-interest. Trust then
simply becomes a matter of protecting one's self-interest. In a high-trust
environment, itisperceivedthat | esssel f-protection agai nst the actions of others
isneeded, and thisallowsindividual sto take morerisk. The second perspective
of trust uses a “social model,” in which trust is a function of the strength of
allegiance between an organi zation and itsmembers. Implicitin thesocial model
istheideathat trust is often based on a sense of moral duty. Virtual team trust
research to dateisalmost entirely based on the rational approach, which isonly
part of thepicture. Trustinvirtual teamsneedsto beresearched and studied from
both the social and the rational perspectives, especially at the organizational
level. Such an approach would be similar to the “combined” approach recently
taken by Ishaya and Macaulay (1999). They hypothesized that trust in virtual
teamsis based on team members’ self-interest as well as team members' sense
of moral or social obligation to the team or to the organization(s) that the team
represents. Under this hypothesis, a virtual team member may periodically
suspend self-interest in favor of furthering the team’s goals.

The attitudes and personal characteristics of individual team leaders and
individual team members are the key to trust in virtual teams. We learned from
the study of virtual teams that, in order to maintain high trust, individual team
members and team leaders need to be acutely aware of the importance of good
communication skills and commitment to the team and the project, and of the
need to be sensitive to opinions and ideas of other team members. On the other
hand, weal so know that individual swith ahigh propensity totrust aremorelikely
to perceive fellow team members as being trustworthy.

Beyond propensity to trust, arethere certain skillsand background training
that make for amoretrusting virtual team member? Are M| S-trained empl oyees
moretrusting virtual team membersthan memberswithlittleformal computer or
software training? Do some people work better in a virtual team environment
than others? If so, what are their characteristics? In addition, because the
cultural dimensionsof virtual teams have adirect influence on trust, we need to
more clearly understand the special requirements necessary for multicultural
virtual teams to operate at high trust levels.

Trust is certainly an important part of virtual team success, and as
Jarvenpaa and Shaw (1998) pointed out, “Only trust can prevent geographical
and organizational distances of team membersfrom turning into unmanageable
psychological distances’ (p. 47). Discussed in this chapter are some of the
dynamicsof trustinvirtual teamsand someways of building and maintai ning that
trust. However, many unanswered questions continue to exist in this very
important developing research area.
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ABSTRACT

Socialization of newcomers in traditional organizations has been given
considerable attention in the literature. However, little attention has been
paid to how individuals are socialized in virtual teams. Examined in this
chapter is the critical stage of organizational assimilation for newcomers
in virtual teams and how this stage differs for traditional organizational
socialization. Specifically, we address newcomer relationship devel opment
and virtual team metamorphosis. Recommendations for effective virtual
team socialization are offered as well as areas for future research.

INTRODUCTION

The sophistication of communication technology and the globalization of
organizations greatly accel erated the growth and importance of virtual teamsin
theworkplace. Teleworkingand virtual teamsare becoming more commonplace
for several reasons — often it is more efficient, less expensive, and less
technologically difficult to organize geographically dispersed workers. When
employeeswork inteamsand communicate only viatechnol ogy rather thanface
to face, the socialization process may be altered because of the technological
medi ation of communi cation.
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Itiswell knownthat communicationisimportant to socializationintoteams.
For example, early in ajob, newcomers concentrate on gathering information,
learning about the tasks necessary for the job, and clarifying their rolesin the
team. To acquire information and learn about the new setting, newcomers
frequently rely on avariety of sources within the team, such as peers, supervi-
sors, and mentors (Miller & Jablin, 1991; Schein, 1988).

How well an individual is socialized into a team can determine his or her
success within it and, ultimately, the team’s success in achieving goals and
objectives. Team socializati on and the communi cation practi cesassociated with
that socialization have been researched extensively since Jablin (1982) first
explored the intricate process. Socialization occurs when a member of ateam
acquires the knowledge, behavior, and attitude needed to participate fully as a
member of that team. Jablin (1987) described the stages of socialization that
occur asone enters an organizati on as anticipatory socialization, organi zational
assi milation (encounter and metamorphosis), and organizational exit. Unlikethe
abundance of research in traditional team socialization, research in the area of
virtual team socialization is only now beginning to emerge (Ahuja & Galvin,
2003). The focus of this chapter is to explore how information technologies
mediate communication in virtual teams, and, as a result, impact socialization
processes.

A virtual teamisdefined asagroup of geographically and organizationally
dispersed workers brought together across time and space through information
and communication technologies (DeSanctis & Poole, 1997; Jarvenpaa &
Leidner, 1999; Lipnack & Stamps, 1997). The challenge for virtual team
socialization lies with the fact that team members communicate primarily via
electronic mail, telephone, and videoconferencing or computer conferencing.
Because most of the communication in virtual teamsis mediated, the processes
involvedinsocialization of virtual teamsmay be different from traditional face-
to-face (F2F) teams. However, organizations seldom differentiate between
buildingvirtual and traditional teams, assuming that the stagesof socializationfor
colocated teams are the same as those for virtual teams.

Mediated communication is different than F2F communication. For ex-
ample, interaction in mediated groups appears more impersonal, task-oriented,
less friendly, and more businesslike (Rice & Love, 1987; Sproull & Kiesler,
1986). In addition, communication technologies can limit and complicate the
process of developing virtual teams. For example, Mark (2001) stated that
communication delays and awkwardness in turn taking can impact the commu-
nication process of team building. However, rather than viewing computer-
mediated communi cation aslimiting, Walther (1996) suggested that technologies
canfacilitate communication by providing opportunitiesfor anonymity, 24-hour
access, and archiving. Thus, the communication technologies transform the
critical rolethat interpersonal communication playsinthesocialization of virtual
teams.
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Socialization studies in virtual teams tend to focus on the ways in which
empl oyees gain knowledge about their work environments. In particular, Ahuja
and Galvin (2003) explored how virtual team members sought or provided
information to facilitate the socialization process. They found that newcomers
engaged i ninformation-seeking behaviors, whil e established members engaged
in information-providing behaviors. Currently, however, no research existsin
terms of the different stages of virtual team socialization.

Addressedinthischapter will bethechallengesof virtual team socialization
by reviewingtherelevant literatureon socialization and virtual teamswith regard
to the second stage of newcomer socialization: encounter and metamorphosis.
The authors will identify the processes embedded in the assimilation stage in
virtual teams. Finally, suggestionswill be proposed for successfully assimilating
newcomers into virtual teams.

ASSIMILATION IN VIRTUAL TEAMS

Organizational assimilationispossibly mostimportant stageof virtual team
socialization. Such assimilation concerns the processes by which individuals
becomeintegratedinto the culture of an organization (Jablin, 1982). Jablin (1987)
suggested that organizational assimilation is composed of two interrelated
processes: planned as well as unintentional efforts by the organization to
“socialize” employees, and the attemptsof organizational membersto“individu-
alize” or changetheir rolesand work environmentsto better satisfy their val ues,
attitudes, and needs. Scholars viewed the two interrelated and reciprocal
processes as central components of the organizational “role-making” process
(Graen, 1976; Jablin, 1982), because it is “through the proactive and reactive
communication of expectationsto and from an individual by members of hisor
her ‘roleset’ that organizational rolesare negotiated and individualsshareinthe
socially created ‘reality’ of organizations” (Jablin, 1987, p. 694).

Virtual Team Encounter

Schein (1988) suggested that for most newcomers, the organizational
encounter isatimefor learning “pivotal” behaviors, values, and beliefs associ-
atedwiththeir jobsand organizations. Van Maanen (1976) further suggested that
itisatimeforlearningwhat insidersconsider tobe“normal” patternsof thinking
and behaving and, in particular, what things mean to members of the organiza-
tion. As aresult of entering a new situation, a key concern of newcomersisto
clarify their situational identity through their work roles (Berlew & Hall, 1966;
Feldman, 1976), or through securing theapproval of others(Graen & Ginsburgh,
1977; Katz, 1978; Wanous, 1980). To reduce uncertainty, newcomerssearch for
information that allowsthem to adjust by defining the expectationsof othersand
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orienting their behaviors to the behaviors of others. Relationship building is
critical for understanding who is really important, the rules and norms of
behaviors, and how to get things done.

Thus, it isvital for newcomers to establish and devel op relationships with
othersinthework setting, especially with supervisors, |eaders, and peers(Jablin,
2001). Organizational relationshipsaresimilarintraditional and virtual teamsbut
are not identical. They are similar in that trust, openness, supportiveness,
interaction context and relationship state, hierarchical position, group social
context (cooperative—competitive), and perceived effectivenessin relationship
maintenance are salient issues (Jablin, 2001). However, what makes these
issues different is that much of the relationship building takes place through
technol ogi cally mediated communication and generally over ashorter period of
time.

Among other things, organizational relationships provide newcomerswith
support that facilitates the learning process and reduces stress and uncertainty
associated with adjusting toanew work environment (Jablin, 2001). Much of the
research on relationship development in the organizational encounter stage
focuses on information seeking and information giving (e.g., Boyd & Taylor,
1998), |earning behaviorsand attitudesthrough exchangeactivities(e.g., Comer,
1991), technical or social information (Comer, 1991; Morrison, 1995), and
regulative and normative information (e.g., Galvin & Ahuja, 2001). Evidence
suggeststhat formal and informal socialization practices may affect the level of
organizational commitment (Berlew & Hall, 1966; Buchanan, 1974), longevity in
the organization (Katz, 1978; Wanous, 1980), and satisfaction and feelings of
personal worth (Feldman, 1976).

Althoughaconcern of virtual team socializationisthesesalient socialization
issues, little attention was given to how these concepts impede or enable
communicationinthisuniqueorganizational structure. Itisequally important to
note that the research on how virtual team relationships are formed and
maintained is insufficient. However, the study of information exchanges, both
technical and social, provides the most important indicator of effective versus
ineffective socialization of virtual team members. Examined in the next section
are three central areas for relationship building in virtual teams: peer relation-
ships, supervisory relationships, and mentoring relationships. Traditional team
socialization providesthe comparative backdrop for this examination.

Peer Relationships

Intraditional organizations, most newcomers have numerous peersin their
work groups but typically just one immediate supervisor. Peers may help
newcomers integrate what may appear to be disjointed pieces of information
(Van Maanen, 1984) and may communicate subtle values and norms that may
not be well understood by supervisors. Newcomers tend to have more contact
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with coworkers, and, asaconsequence, more opportunitiesto shareinformation
with them and develop relationships (Jablin, 2001; e.g., Comer, 1991; Teboul,
1994). Sias and Cahill (1998) proposed that a variety of contextual factors,
including shared tasksand group cohesion (e.g., Fine, 1986), physical proximity
(e.g., Griffin & Sparks, 1990), lack of supervisor consideration (Odden & Sias,
1997), and life events outside the workplace, aswell asindividual factors, such
asperceived similarity in attitudes and beliefsaswell asdemographic similarity
(Adkins, Ravlin, & Meglino, 1996; Duck, 1994; Glaman, Jones, & Rozelle, 1996;
Kirchmeyer, 1995), may affect the development of relationships with peers. If
thesefactors, especially physical proximity, lifeeventsoutside of theworkplace,
and similarity in attitudes and beliefs are compromised because of the inherent
structureof virtual teams, thiscreatesadilemmain socializing memberstovirtual
teams. Silas and Cahill (1998) posited:

Relationships developed into close friendships usually because

of important personal or work-related problems, although

perceived similarity and extra-organizational socializing

continued to impact relational development. At this point, the

coworker became a trusted source of support with communication

becoming increasingly more intimate and less cautious. (p. 289)

As stated above, trust is a key factor in developing close relationships.
However, dueto thelack of physical proximity and the reliance on communica-
tiontechnologies, our understanding of trustinvirtual teamsisdifferent fromthe
trust in traditional teams. Meyerson, Weick, and Kramer (1996) coined theterm
“swift trust” to describe how virtual teams develop adifferent type of trust than
that intraditional teams. Dueto the highly interdependent task orientation of the
team, newcomers develop trust more quickly. Team members are able to
develop trust in the relationship on the basis of a shared task rather than on the
basis of similar demographics or physical proximity (Jarvenpaa & Leidner,
1999).

However, swift trust is not enough to develop close peer relationships.
Team members face numerous challenges, including technological mistrust by
newcomers and established members, intuitive fear of the misuse of archived
communication (e.g., e-mail trails), and thedifficulty of sharing personal or non-
work-relatedissues. Thus, virtual newcomersmay be unableor unwillingtotake
advantage of the informal organizational development that appears central to
organizational socializationintraditional teams. Thisclearly inhibitsthedevel op-
ment of close peer relationships in virtual teams, which in turn, may inhibit
constructiveteam cohesion. Similarly, opportunitiesto understand organizational
politics are reduced. Unless the communication among team membersis open,
power bases form, allowing certain behaviors to take place, such as social
loafing, domination, and theformation of cliques. Groupsor individuals may be
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alienated by these behaviorsand may differ intheir responses based onlocation
or functional role, but the outcomeisthe same-limited effectiveness of theteam,
low commitment, low loyalty, and mistrust. Other sources of information, such
assupervisorsand mentors, may provemore hel pful inrecognizing and adapting
to political nuances.

Supervisory Relationships

Supervisors are important for assimilating newcomers to organi zations by
helping build a shared interpretive system that is reflective of assimilation
(Berlew & Hall, 1966; Feldman, 1976; Graen, 1976; Kozlowski & Doherty, 1989;
Ostroff & Kozlowski, 1992; Schein, 1988). The supervisor frequently commu-
nicates with the newcomer, may serve as a role model, filters and interprets
formal downward-directed management messages, has positional power to
administer rewards and punishments, is a central source of information related
to job and organi zational expectationsaswell asfeedback on task performance,
andispivotal inthe newcomer’ sability to negotiate hisor her role, among other
things (Ben-Y oav & Hartman, 1988; Jablin, 2001). The supervisor—subordinate
relationship may beeven moreimportant invirtual teamsthanintraditional teams
because of the dislocated nature of the virtual structure. The relationship is
complicated by the absence of aphysical communication context that character-
izes most traditional teams. The supervisor’'s coordination of virtual team
activities may be more difficult because of the distinct nature of technological
feedback, thelack of robust spontaneous information exchange between super-
visor—subordinate, and the obvious reduction of F2F verbal and nonverbal
communication cues.

It is important for newcomers to develop professional relationships with
supervisors, but, becausevirtual teamsoperatewithinamorelimited timeframe
than traditional teams, close relationships |eading to friendships become more
difficult. Newcomer socialization in virtual teamsdiffersin the amount of time
newcomersareallowedto build strong supervisor—subordinate rel ationshipsand
enact their virtual team roles. Access to historical artifacts to better socialize
newcomers may be one indicator of an effective supervisor—subordinate rela-
tionship.

Regardless of whether the supervisor ispart of theteam or not, the effective
supervisor—subordinate relationship will depend in large part on whether the
organization uses a traditional approach to managing the virtual team. In
traditional teams, supervisor—subordinate relationships are often characterized
by hierarchical embedded rolesin responsibilities, with more formalized rules,
procedures, and structures (McPhee & Poole, 2001). On the other hand, in
virtual teams, there is a loosening of the rules and responsibilities in the
supervisor—subordinate relationship. The virtual setting reduces tangible cues
that would distinguish the status and hierarchy of the team members. Thus, the
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supervisor—subordinate relationships in a virtual team may rely more on co-
orientation, focusing on facilitating and supporting the socialization process.
Such activities are also comprised in mentoring relationships, which were
recognized as important to newcomers in adjusting to socialization efforts.

Mentoring Relationships

When discussing relationship building as part of the assimilation process,
one would be remiss not to acknowledge the power of mentoring relationships.
Mentors help facilitate newcomer adjustment to situations by offering advice,
support, andif appropriate, coaching behaviorsto accomplish goals. Wigand and
Boster (1991) suggested that “ mentoring speeds up socialization into the work
role, encourages social interaction, provides an opportunity for high-quality
interpersonal interactions, and enhancesidentification with and commitment to
theorganization” (p. 16). Any discussion divorcing organizational socialization
frommentoringisincomplete. Mentoringisalso particularly valuableinavirtual
team setting. For example, Kayworth and L eidner (2002) discovered that highly
effective virtual team leaders act in amentoring role and exhibit a high degree
of empathy toward other team members. In this section, we attempt to explore
the roles of formal and informal mentoring in the assimilation process and the
implicationsfor virtual team socialization.

Formal mentoring is not a haphazard, unscripted organizational event that
naturally develops between an established organizational member and a new-
comer. Instead, it is a “deliberative pairing of a more skilled or experienced
person with a lesser skilled or experienced one, with the agreed upon goal of
having the lesser skilled or experienced person grow and develop specific
competencies” (Murray & Owen, 1991, p. xiv). In essence, formal mentoring
relationships are strategically orchestrated by the organization to achieve
specificprofessional, social, or organizational goals. Generally, formal mentoring
programs seek to “groom” newcomers for advancement or to better acclimate
newcomersto their new organizational situations.

Several scholars (e.g., Allen, McManus, & Russell, 1999; Heimann &
Pittenger, 1996; Seibert, 1999) acknowledged that newcomers who participate
in formal mentoring relationships in traditional organizations realize greater
benefitsthan thosewho do not haveformal mentoring. Specifically, participation
informal mentoringincreasesthe newcomer’ sunderstanding of variousorgani-
zational issues and increases the newcomer’s level of organizational and job
satisfaction.

Informal mentoring, on the other hand, is not as deliberate or calculated as
formal mentoring. Informal mentoring relationships develop naturally at the
discretion of the mentor and protégé and persist aslong as the partiesinvolved
experience sufficient positive outcomes (Jablin, 2001). As opposed to formal
mentoring relationships, newcomers who participate in informal mentoring
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relationships are privileged to information not directly associated with the job
rolesor organizational tasks. Theseindirect i ssuesinclude organi zational power
and politics, more career-related support, “inside” information about various
organizational issues and its members that exists on the “grapevine,” and
increased social interaction outside of the job.

Research showed that newcomersinvolved ininformal mentoring relation-
ships differ from those who participate in formal mentoring programs. This
difference primarily occursin their communication behaviors. Those who have
informal mentors use more direct and less regul ative and contractual communi-
cation tactics to maintain relational stability than their formal mentored peers
(Burke, McKenna, & McKeen, 1991; Tepper, 1995). Because virtual teams
havefewer opportunitiesto observe and interact, membersmay initially bemore
reliant on formal rather than informal mentoring.

Recogni zing theval ue of formal and informal mentoring relationshipsleads
us to suggest that virtual teams would benefit from such arrangements. Ac-
knowledging the positive impact mentoring has on the assimilation process of
newcomersin traditional organizations leads us to assume that mentoring will
have the same positive impact on virtual team assimilation. Because of the
challengesof thevirtual team structure (temporality, limited physical presence,
little informal interaction, little or no prior social experience), organizations
should embrace formal and informal mentoring programs according to their
respective needs as atool to socialize newcomers to virtual teams. Because of
thetemporal nature of somevirtual teams, formal mentoring may be appropriate.
However, long-termvirtual teamsmay be more amenabletoinformal mentoring
relationships. M entoring programsoffer organi zationsan opportunity totangibly
guidevirtual team membersto accomplish organizational goals.

Astrust, commitment, and identification with thevirtual team developsfor
the newcomer and more experienced workers, informal mentoringwill naturally
occur. Virtual teams benefit when barriers to communication are dismantled.
Thisisespecially truefor newcomerswho are uncertain about their rolesand the
normsof their virtual teams. By establishing formal mentoring programswithin
the context of thevirtual team, newcomerswill become morecomfortableintheir
new organizational environments. By creating an open climate, where nonverbal
cuesmay be nonexistent or physical presencegreatly limited, virtual teamshave
agreater likelihood of effectively assimilating newcomers.

Virtual Team Metamorphosis

M etamorphosisisthe second component of the organizational assimilation
process. Thisisthepart wherethe new organizational member movesfrombeing
an outsider to becoming an insider. According to Jablin and Krone (1987),
“During this stage the recruit begins to become an accepted, participating
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member of the organization by learning new behaviors and attitudes and/or
modifying existing ones” (p. 713). Invirtual teams, the team member isinduced
to bring hisor her values and ways of doing things closer to those of the team by
internalizingtheteam’ sgoal sand val ues, thusleading to commitment and | oyalty.
However, due to the nature of virtual teams, certain factors affect membership
status and member commitment and loyalty to the team. These factors include
the duration of the team (fixed team versus shifting team membership), the
formation of the team (within the same organization or from outside the
organi zation), the commitment to the team, and the reporting relationships.

Duration of the Team

Some members of the virtual team might seetheir status astemporary, and
thus, their loyalties may reside with another work group or the organi zation, not
thevirtual team. Jarvenpaaand L eidner (1999) pointed out that the permanence
of ateam affects the history that team members have with one another, as well
as their future expectations of interaction. They found that short-term virtual
teamsthat achievehighlevelsof trust are characterized by having thefollowing:
initial communication, whichishighly social; ongoing communication ontask and
social information; proactive orientation; positive tone; task goal clarity; role
division and specificity; time management; substantial feedback on work; and
frequent communi cation with prompt responses. Overall, membersof teamsthat
reported high cohesiveness and trust were found to be more involved and more
responsive to communication with peers and supervisors.

Whether theteam membershipisrelatively stable(e.g., an established sales
team) or changes on a regular basis (e.g., project teams) will have a dramatic
impact on the socialization process of the virtual team. Organizations have to
createwaysfor team membersto experience membership by being explicit about
the team’s norms, roles, and purposes. They also need to make it easy for
members to enter the team, find out the expectations, and feel welcomed and
integrated into the team fast, thus facilitating the metamorphosis stage.

Formation of the Team

Virtual teamsinclude membersthat comefromasingleorganizationor from
different organizations. When team members are drawn from different organi-
zationsor different organizational areas, team membersmay havelittlefamiliar-
ity with other’ scapabilities, and they may belesslikely toidentify strongly with
the team (Duarte & Snyder, 1999). Little knowledge of other team members'
capabilitiesstemming from mutual work history, alimited shared organi zational
identity, and little investment in future interactions, all have implications for
communication and trust issues within the team. One implication may be that
team members are less willing to initiate conversations and volunteer informa-
tion.
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In addition, drawing individuals from different functional areaswithin the
sameorganization may create conflicting goal swithintraorganizational cultures.
When membersfrom different partsof the organizationjointhevirtual team, the
integration of norms, cultures, and goal smakescommuni cation and collaboration
challenging. One consequence may be confusing loyaltieswithin virtual teams.

Commitment to the Team

Thomsett (1998) stated that one key difference between traditional and
virtual teamsisthe nature of the commitment of the membersto the team. With
virtual teams, thereis*” an armslength commitment,” because many membersare
“assigned” to teams and have more of a commitment to themselves or to their
parent companies. Some virtual team members may place their commitmentsto
their “home” groups or companies above their commitments to the team
members. When thisoccurs, team |oyalty issecondary to the self-interestsof the
individual team member.

To remedy this diminished loyalty and commitment to the team, members
needto spendtimesocializing. Such activity isanimportant aspect to devel oping
common goals and to maintaining cohesion and commitment to the team task.
Several social activitiesare needed (both onlineand F2F) to build trust, support,
loyalty, and commitment. Another way to increase commitment and trust isto
develop a training program. Warkentin and Beranek (1999) found that virtual
team members, who underwent trainingin team dynamics, electronic communi-
cation drawbacks, and rules of netiquette, increased their levels of openness,
trust, and commitment.

Reporting Relationships

One of the basic tenets of management is one of control: control of
employees, control of resources, and control of theenvironment. Piccoli and Ives
(2000) applied Ouchi’ sthree mechani smsof managerial control to virtual teams:
outcome control, behavior control, and clan control. Outcome control, as stated
in Piccoli and Ives (2000), “ stemsfrom the ability to accurately quantify output
and it can be implemented when the organization can rely on ‘ objective’ output
measures’ (p. 577). Behavior control refers to the extent that managers can
monitor and evaluate team members’ behaviors. Clan control is a form of
informal control that necessitatesextensivesocialization, rituals, and ceremonials.
Some researchers recommend that behavior control would contribute the most
toteam effectiveness(Piccoli & Ives, 2000; Townsend, DeMarie, & Hendrickson,
1998). However, clan control creates an environment in which individuals
internalize the values of the organization that are essential to commitment and
loyalty. Although behavioral control isthe easiest form of control for managers,
clan control offers more advantages for managers of virtual teams by building
stronger commitment to the team.
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Virtual teams differ from traditional teams in that they may not have to
subject themselvesto formal structures and traditional reporting requirements.
Many researchers and practitioners are focusing on finding the best way to
“manage” virtual teams (Joinson, 2002; Piccoli & Ives, 2000; Townsend,
DeMarie, & Hendrickson, 1998). However, our argument is that “managing”
teamsis not a question of management but one of facilitation. Such facilitation
of virtual teamswould focusonthe communication, human, and social processes
that would lead to the team members internalizing norms, values, and roles.

IMPLICATIONS

Virtual teams face many challenges and issues. Often, in order to under-
stand virtual teams, researchers and professionals apply concepts and tech-
niques from traditional teams to virtual teams. However, studies indicate that
virtual teamsaredifferent fromtraditional teamsin many ways; not that they are
not as effective, but that they are unique due to the virtualization. Because they
are created viamediated communi cation, the communication processesinvolved
in virtual teams are unique and need to be approached as such. Virtual teams
possess distinctive characteristics that many organizations misunderstand. Or-
ganizations cannot expect team membersto “recreate” the way work is done or
theinterpersonal interactionsthat exist in traditional teams. Organizations may
try to manage virtual teams in similar ways as traditional teams are managed.
However, organizations cannot recreate the essence of traditional teams in
virtual teams.

The socialization process of team members, which is an essential compo-
nent of organizational life, becomesan enigmawhen building virtual teams. What
can the organization do to support the socialization process in order to build
effective and productive teams? What istherol e of the supervisor when dealing
with avirtual team member? What can team members do to learn the unwritten
codes, norms, and rules when faced with distances and short deadlines? The
authorsrecommend three specific approachesto facilitating virtual team social-
ization, and they help to answer the preceding questions.

First, because of varying lifespans of virtual teams, organizations need
appropriate mentoring programs to meet their needs. Galvin and Ahuja (2001)
recognized that newcomers sought information from established members, thus
easing the socialization process. They suggested that organi zations should pair
senior members with newcomersto increase involvement and provide support.
In the long run, this helps to build relationships, which is the foundation for
effectiveteams. A formal mentoring programwould operate by officially pairing
a newcomer (protégé) with an established member (mentor). An informal
program would allow for the pairing to naturally develop. A mentor in avirtual
teamwould model or suggest appropriate and desirablebehaviorsthat would help
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the new virtual team members better understand the processesthey arelearning.
In addition, thisrelationship provides each new member with focused feedback
fromindividual swho have an ongoing understanding of and possibly aninvolve-
ment intheir team. The newcomer would benefit fromlearningthenormsandthe
expectations of theteam. This, inturn, would help him or her devel op a sense of
belonging. Inthelongterm, the mentoring program would be critical toinstill in
virtual team members a sense of commitment to the team.

Second, supervisors need to assume the role of team facilitator instead of
team manager. Research by Kayworth and Leidner (2002) indicated that more
effective leaders display awider degree of behavioral repertoires, as evidenced
by activities related to tasks and relationships. That is, effective leaders
simultaneously demonstrate the ability to be assertive and authoritative, while
remai n empathetic toward team members. Supervisor rel ationshipsare essential
tothesocialization process. I n addition to devel oping prof essional relationships,
supervisorsof virtual teamsal so need tofocuson helpingtofacilitatethe building
of personal relationships. This should be one of the most important goals for
supervisors and organizations. Research points to the importance of a person
who coordinatesand supportsthe socialization process (Galvin & Ahuja, 2001).

Supervisors al so need to focus on facilitation rather than traditional mana-
gerial command and control. Some researchers suggested that supervisors
should use the communication technologies' capacities for archiving data and
communications to monitor the team (Townsend, DeMarie, & Hendrickson,
1998). However, this approach may actually decrease the interactions and
involvement levels of team members, thus hindering the socialization process.
Team members who are being monitored may avoid “small talk,” which is
important for devel oping rel ationships. M onitoring may al so havethe unintended
consequence of creating guarded communication among team members, which
may lead to reduced trust. Instead, supervisors should encourage participation
and open communication and provide resources necessary for the team (finan-
cial, human, training, technology, etc.). They should al so recognize the need for
virtual team members to take the time to get to know each other and develop
relationships.

Finally, individual s being socialized in virtual teams must reconsider their
rolesin the socialization process. In traditional team socialization, newcomers
assumeapassiveroleintheassimilation process. Thereisan assumption that the
only partiesresponsiblefor the socialization of the newcomer totheteam arethe
organi zation, the immediate supervisor, and veterans of the organization. The
virtual team structure cannot afford for the newcomer to play such a passive
role. The virtual nature of the team demands that individuals become active
participants in their own assimilation processes, from the initial stage of
anticipatory socialization. Thisactive participation may taketheform of strategic
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information seeking, pursuing formal and informal mentoring opportunities, and
creating more communication opportunities with supervisors and coworkers.

Thevirtual team structureislesslinear than traditional teams. The lines of
responsibility, authority, and even seniority arelessapparent invirtual teamsthan
in their traditional team counterparts. Competence and the swift acquisition of
skillsandinformation appear moresalient to virtual team socializationthantime
onthejob. Because of thisnew demand for speedin productivity andinformation
processing, newcomers must be more proactive in assuming their new roles
within the virtual team. In other words, the quicker newcomers learn their new
roleswithin virtual teams, the quicker they will becomefully active members of
thevirtual team. To remain apassive participant in ones’ socialization may lead
to rapid virtual team disengagement or termination from the team.

CONCLUSION

Virtual teams are the future for most organizations. Virtual teams are not
thecurrent organizational fad that isinfashiontoday and out of seasontomorrow.
Instead, virtual teamsare hereto stay. Organizationsareturning to virtual teams
asaway to remain competitivein the new century’ s turbulent environment that
is characterized by globalization, mergers, and dependence on information
technol ogies. This new organizational landscape is accompanied by the expec-
tation that organizational members must be productive and effective immedi-
ately. This immediacy calls for new thinking on how to better organize and
communicate. While great attention has been given to how to provide adequate
virtual team infrastructure (e.g., hardware and software), little attention has
been paid by academicians, practitioners, and organizational leaders to the
“human-structure.” We assert that how newcomers are socialized in virtual
teamsisjust asimportant as what software is chosen as appropriate in order to
accomplish work. The problem arises when organizations do not consider
socialization asavital aspect in virtual team devel opment, or even worse, when
organizations attempt to apply traditional organizational socialization to the
unique virtual team structure.

Although we acknowledge that some aspects of virtual team socialization
arethe sameastraditional organizational socialization, they arenotidentical. In
reality, little is known of the process of building effective virtual teams. The
importance of communication and rel ationshipsmakesvirtual teamsachallenge
for organizations that want to focus more on the outcome rather than on the
process of producing effective teams. Organizations need to focus more on
factorsrelated to the internal team process rather than on outcome assessments,
such as cost, productivity, and effectiveness.

If done correctly, virtual team socialization may lead to a strong sense of
loyalty and commitment to theteam and the organization, whichinturn, may lead
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to greater productivity. By eradicating the perceptions by researchers and
organizational leaders that socialization is a “soft” aspect of virtual team
development, greater potential for virtual team member identification and
productivity can berealized. However, thiscan only be achieved by recognizing
the importance of these issues (e.g., relationship development, virtual team
structure) and the potential impact onthebottomline. All virtual team stakehol d-
ersareresponsiblefor effective virtual team assimilation. Theresponsibility of
virtual team socialization resideswith the newcomer aswell asthe organization
and the supervisor. Our recommendations of establishing a formal mentoring
program, transforming the role of supervisor from manager to facilitator, and
supporting a proactive behavior for the newcomer should be identified as high
prioritiesin the devel opment and maintenance of virtual teams. In sum, organi-
zations appear to have a bias in resource allocation toward investing in new
technol ogies. Whiletheseinvestmentsare necessary, organizationscould obtain
a greater return, such as loyalty and commitment, by focusing on newcomer
assimilationinvirtual team socialization.
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Chapter VIII

Negotiating M eaningin
Virtual Teams:

Context, Roles and Computer
Mediated Communication in

College Classrooms

Janel Anderson Crider, University of Minnesota, USA

Shiv Ganesh, University of Montana, USA

ABSTRACT

In this chapter is a study of the communication practices of students and
their instructors collaborating on virtual team projects as part of small
group and team communication classes at three universities — two in the
United States, and one in the Philippines. Presented are three themes from
student and instructor discourse that emerged as crucial in the devel opment
of the teams as they compl eted the project: negotiation of context, negotiation
of roles, and negotiation of technology. The authors hope that attentiveness
to these themes by other faculty facilitating virtual team projects in their
courses will better equip students to effectively work in virtual teams and
lead to greater student learning of the role communication plays in virtual
teams. Attentiveness to these themes may also be of use in corporate applied
instructional and training situations.
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INTRODUCTION

Over thelast decade, anumber of universities, especially thoseinthe United
States, have begun to experiment with distance learning, with students and
instructors based in multiple locations (Contractor, Stohl, Monge, Flanagin, &
Fulk, 2000; Y akimovicz & Murphy, 1995). The functional premium placed on
virtual teamwork and the increasing popularity of distance-learning-based
models of education led to an increased emphasis upon virtual teams in
university-level collegeclassrooms. Inparticular, inan effort to stay current with
the operational norms of contemporary organizations, someinstructors of small
group communication and organizational communication coursesareincluding
unitson virtual collaboration and organizing virtual team assignmentsfor their
studentsin their courses (Jarvenpaa & Leidner, 1998; Monge, O’ Keefe, Stohl,
Y ammine, & Contractor, 1999).

The increased emphasis upon virtual teams in the workplace and in the
university hasnot gonewithout itsshareof criticism. Virtual team-based models
of work were criticized for their poorer communication environments and
increased potential for miscommunication (Handy, 1995). Distancelearningwas
criticized for thereduced pedagogical opportunitiesit providesstudents, aswell
as its excessive reliance on corporate and entrepreneurial approaches to
education (Noble, 2001). Given the increased popularity of virtual teams and
distance learning, these attendant critiques make close examinations of virtual
team communication crucial, particularly in pedagogical contexts.

Our pedagogical interest in this issue led us toward a research question:
What themes in virtual team communication emerge as critical to students’
ability to completevirtual team projectsin university classrooms? | n answering
this question, we used datafrom our own and our students’ experiencesin small
group communication classes, where students and instructors from diverse
backgrounds and in diverse locations collaborated on course projects. Three
themes in our data emerged as crucial in the development of the teams as they
compl eted the project: negotiation of context, negotiation of roles, and negotia-
tion of technology.

We use Bormann’s symbolic convergence theory to understand the impor-
tance of thesethemes, whilealso drawing on Weick’ swork on sense making and
organizingto explainteammembers' negotiation of roles, and themeaningsthey
assigned to technology. First, we offer a review of the literature related to the
themes we identified and the theoretical perspectives that we adopted for this
essay. Second, we outlinethe methodol ogy usedindevel oping thisproject. Third,
we provide an analysis of student and instructor talk from the virtual teams we
studied. Finally, we offer recommendations for other instructorswho use or are
planning to useavirtual team project intheinstructional design of their courses.
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BACKGROUND

Our rendition of symbolic convergencetenetsisbroad, rather than disciplin-
ary. That is, rather than examine symbolic convergence with reference to its
traditional constructs, such asfantasy themes (Putnam, Hoeven, & Bullis, 1991)
or chaining (Bormann, Cragan, & Shields, 1994), we locate the concept with
reference to a general interpretive approach toward communication (Putnam,
1983). We maintain that symbolic convergence is usefully conceived of as a
central concept within the interpretive tradition, rather than as a stand-alone
theory. Accordingly, we see a close correspondence between symbolic conver-
gence and such concepts as sense making, equivocality, consensual validation
and enactment, and selection and retention (Weick, 1979, 1995).

Context

Symbolic convergence theory suggeststhat symbols— stories, vocabul ar-
ies, jokes, and thelike— devel op and converge during small group communica-
tion; infact, the symbolic nature of such communicationisheldto beconstitutive
of small groups (Bormann, 1986). Such convergence is tantamount to the
assemblage of social context and meaning and is, therefore, crucial to “getting
thejob done” inteam settings. Symbolic convergence theory helps explain how
team members share symbolsthat create and sustain ashared consciousnessand
lead to team cohesiveness (Bormann, 1983).

Shared history isanimportant part of the social context of groupsand teams
(Georgoudi & Rosnow, 1985). As Fulk, Schmitz, and Schwarz (1992) noted,
historical events are an important source of understanding among participants
engaging in computer-mediated communication (CMC). Prior context influ-
encesawidevariety of group norms, including how group members expect to be
treated by each other, mechanisms for socioemotional support, and patterns of
group interaction (Levine & Moreland, 1990). It is especially significant in
determining how teams develop a variety of roles and negotiate a range of
technol ogies with which to communicate.

Roles

The concept of “role” can be defined in multiple ways — to delineate
specificinterpersonal relationships, to defineanindividual’ spositioninasocial
network, or to describe behavior expected of aparticular position (Stohl, 1995).
Some scholars conceive of roles in general terms and divide them into task-
related activity, relationship-related activity, and self-related activity (Ketrow,
1991). Within thisframework, one can detect arange of more specificroles, such
as task leader, social-emotional leader (McGrath & Altman, 1966), active
listener (Nichols, 1995), tensionrel easer, information provider, central negative,
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guestioner, silent observer, and recorder (Cragan & Wright, 1999). Symbolic
convergence standpoi nts maintain that attention should be paid to theinteraction
between actual role behavior and collective perceptions about the roles that
specificindividualsplay inthegroup. Bormann (1990) maintai ned that symbolic
convergence in groups enables members to make sense of others’ roles within
the groups. However, such convergent perspectives on individual roles allow
membersto lose sight of the fact that roles are dynamic, and that individualsin
groups take on multiple roles, sometimes simultaneously. The simultaneous
performance of roles could be accentuated in CMC, because, as Kolb (1995)
suggests, computer-mediated discourseismoreinterruptibleand branchesmore
quickly than “real-life” discourse. Consequently, participantsin a CM C discus-
sionmight, by virtueof thefact that they pay attentionto multiple conversational
strands, perform multiple tasks and therefore multiple roles.

Technology

Surprisingly little research was conducted on communication technol ogy
from the symbolic convergence perspective. However, Weickian perspectives
paid afair amount of attentionto thewaysinwhich group membersinterpret and
make sense of technol ogy. For example, Weick (1990) identified three properties
of new technologiesthat are of particular importance at amicrolevel. First, new
technologies are characterized by high degrees of uncertainty for their users;
they have “stochastic” or undeterminable and random effects. Second, they are
characterized by an upswing in continuous events or an emphasison flexibility,
automation, transactions, and reliability. Third, they are characterized by ab-
stract eventsand involvethe devel opment of sophisticated mental mapsin order
to function competently (Weick, 1990). In many ways, it hasbecome harder, not
easier, for individuals to understand CMC, and individuals deal with such
uncertainty by effectuating, or learning by pushing eventsinto action; triangul at-
ing, or obtai ning material from several different sourcesinorder tofigureout the
reliability of an event; affiliating, or comparing what they see with someone
else’s version and negotiating an acceptable middle ground; deliberating, or
learning through careful reasoning; and consolidating, or attempting to put an
event into context (Weick, 1985). Accordingly, it isimportant to ask questions
about the frames that group members devel op about technology, because these
frames serve as content and ground for symbolic convergence about the
technology the group employs.

Using symbolic convergence theory as an interpretive approach to under-
standing small group communication, this project set out to discover themesin
virtual team communication that emerge as critical to students' abilities to
complete virtual team projectsin classroom settings. The themes that emerged
and our method of discovering them are discussed in the following sections.
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METHODOLOGY

We conducted this study in an exploratory and evolutionary mode rather
than a predictive one; consequently, a qualitative approach was appropriate
(Ragin, 1994). Data were collected electronically in Spring 2001 by capturing
student interaction on a WebCT 3.0 system, a platform for online instruction.
Participating in the study were 65 students. Twenty-two were from a university
inthe Philippines, 21 from auniversity in the Midwestern United States, and 22
fromauniversity inthe Northwestern United States. Twenty-five studentswere
male and 30 female. Most students were between 18 and 21 years of age, but
several studentswere older and “ nontraditional.” Eleven teamswere comprised
of students representing each of the three universities. Ten teams had six
members (two students from each of the three institutions), and one team had
five members (two students from two institutions and one student from the
remaininginstitution). Studentswererandomly sel ected for theteams, resulting
inamix of male and female studentsin all the teams but one, whichwasall female.

Students participated in the study as part of a project that they completed
during semester-long classeson small group communication. The online project
asked studentsto collectively identify apublic communication need common to
all threelocales and design a campaign aimed at meeting that need. This project
wasconducted over aperiod of two months. We obtained informed consent from
studentsin two ways. First, students were given a handout and accompanying
consent form explaining the project, the voluntary nature of their participation,
and their ability to withdraw from the research study without any penalty. We
also displayed, on the WebCT platform, areminder that information was being
recorded. In our study, we maintained confidentiality by using pseudonyms.
Students were instructed to use CM C as their only means of team communica-
tion. During that time, theinstructors met onlineweekly and held two telephone
conferences. All three instructors shared prior context; they were formerly
graduate studentsin alarge Midwestern U.S. university.

The data used for this analysis were culled specifically from chat room
conversations. Using a combination of grounded and thematic approaches, 910
pages of datawere analyzed. Themes were identified in the data using a loose
rendition of Glaser and Strauss's constant comparative method, via intensive
reading aswell askeyword searches (1967). Themeswere chosen for this study
according to Owen'’s (1984) criteria of recurrence and repetition. The unit of
analysiswasasingle chat sequence. The data set was comprised of 68 chat sequences.

ANALYSIS

Following from the literature review, we explore how students achieved
convergenceinthreemain areas: context, roles, and technology. In each section,
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we provide samplesfrom discussion transcriptsin order to make our arguments
morelucid and tangible.

Context

There are four major observations we wish to make concerning the
importance and establishment of context among theteams. First, oneof theinitial
actionstheteamstook wasto establish ashared context in whichto completethe
work of theteam. Given that the studentswere from different homeinstitutions,
different academic majorsin many cases, and different parts of the world, they
had no historical or social context onwhichto draw. Rather, students devel oped
shared consciousness and context through their computer-mediated conversa-
tions. Students used the modality of the chat room to negotiate and build context
by developing apool of common meaning through dial ogue.

Our analysis of the chat transcripts reveals that students built context
through discussion of relatively common student topics such as movies, televi-
sion, music, living arrangements, al cohol use, and sexual behavior. Such common
ground enabled team membersto draw on familiar setsof experienceto establish
shared consciousness and social context in which to get the business of their
team done.

In the excerpt below, Kim, Patrick, and Sharon discussed the average age
of students at their respective universities. Kim missed part of the conversation
and explains her absence:

Kim>> Y eah, they’re doing the Fab 5 at 5 on the radio station—they play
5 songs and you have to guesswhat they have in common

Patrick >>i lovethat

Patrick >>funfun

Sharon>> oh! umaand i are graduating this april...hopefully! but at the rate
we're going, it seems we'll be staying one more term!!!

Sharon>> oh! kindaliketripleplay in mtv?

Kim>> | don’t know— | don’t watch much MTV

Sharon>> i'mreally bad at that! i can never guessit right!

Sharon>> so, what movies are showing there right now?

Patrick>> just saw traffic

Patrick>> it was good

Theradio promotionisan exampleof symbolic convergence, asboth Patrick
and Sharon’ s responses indicate their familiarity with such games. Sharon, in
acknowl edging the promotional game, linksit to something similar that doesnot
get taken up by her counterparts, MTV. The conversation continues as Sharon
admits her lack of skill in the game, and seeing that her referenceto MTV did
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not get taken up, moves the conversation to a new topic, movies, as the three
continue to search for points of convergence.

Nearly the entire conversation serves to build a social context. The
conversationranfor 58 minutesand wascomprised of 213turns. Inthefinal turns
of the conversation, shown below, abrief reference to the team project is made,
followed by leave-taking turns. (Patrick already left thechatroom.) Intotal, only
fiveturnswere maderelating to task during the near hour during which members
werecommunicating:

Kim>> | have a hair appt in a half hour

Sharon>> oh ok! you're getting a haircut?

Kim>> Highlights

Sharon>> i see! ok!i'll let you go so you can go to your appointment :0)

Kim>> OK did we decide how we

Kim>> dangit! are going to go about doing our project?

Sharon>> not yet...if you want, let’s just follow the schedule...

Sharon>> let’s chat again sometime in the next couple of daysto talk about
the project...:0)

Kim>> Ok, Pat and | will work onit from our end and hpoefully everything
will come together. ok I’'m free in the evenings any day

Sharon>> ok! bye now! it was nice talking to you! :0)

Kim>> Y ou too, have a nice day!

Sharon>> you 2! tc!

Kim>> Byel!

The second observation we wish to make pertainsto the students’ negotia-
tion of task and social talk within their limited context. Given that they had no
prior social interaction and were operating only with an emerging context, itis
understandable that student team members were relatively hesitant in their
negotiation of task and social talk. Developing such acontext often monopolized
student chat conversations. Asconversation turned to social topics, and students
began to develop context, it frequently took many turnsin the conversation to
return to task topics. When attempts were made to transition to task topics,
student team members were tentative about initiating a change in direction.
Shifts to task talk were cautious and tempered by hesitancy. In the example
below, Sara suggests a shift back to task:

Jenna>> Isit true you guys get drunk, really drunk when you turn 21? Here
in the Phils. we can drink asyoung as 13, | think, not legally of
course

Jenna>> ZIP: Oh, well, | guess where you live - like adorm? or an
apartment? and do your guys REALLY work for support yourselves
all the way through college?
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Sara>> Yeah|'d say that'strue. Probably not everybody. I’m turning 21 in
about amonth. I'll haveto fill youin.

L atisha>> what is the legal age??

Sara>> To change the subject just alittle bit, does anybody have any ideas
about a web page?

Sara’ s move to get the team back to task is not taken up directly. Rather,
10 subsequent turns are taken, still focusing on social topics. At this point Sara
entersback into thediscussion onasocial level, abandoning her effortsto get the
group back to task and asks:

Sara>> Doyou guyslivein apartments or dorms?

Two turns later another member takes up the task subject Sara raised
earlier, but the conversation continues on living arrangements and moves to
cultural normsconcerning the age at which peopl e get marriedinthe Philippines.
Anadditional 17 turnsaretaken on marriage and living arrangementsbeforethe
topic turns back to the task of the Web page.

The third observation we make is that shared context is evident in teams’
dialogue. Interaction between theinstructorsisauseful point of comparison for
understanding the devel opment of context among the student teams. Context is
evident in the dialogue of theinstructors’ chat room transcripts. Theinstructors
had a prior context of being colleagues in graduate school. As such, they had
established friendships with one another, had mutual acquaintances, and had a
shared institutional history. Accordingly, their talk ranged from their prior
context, covering topicssuch aspersonal rel ationshipsandinstitutional gossip, to
topicsrelated to theadministration of thevirtual team project, andtheir students’
progresson the project. Theinstructorstraversed freely between social and task
talk and were ableto carry simultaneous conversationsin the chat session— one
on asocial level and the other on task. In the example below, Instructor Stakes
up asocial topic that was raised 78 turns earlier, when Instructor A mentioned
shewould haveto leave the chat room in one hour to go to an appointment with
her doctor:

Instructor A>> i thought everyone was excited about the proj

Instructor J>> A, your students seem to be really on the ball

Instructor S>>  alot of them are; some of them aren’t, just going by the fact
that a few of them were yet to post until yesterday

Instructor S>>  anyway... next subject

Instructor J>> thiswhole5 point thing seemsto be motivating them

Instructor S>> BTW, Instructor A, are you okay? It’s not a serious visit
to the doc, | hope
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Instructor J>> nextitem up, isproposal format
Instructor S>> Yeah, | like the five point system
Instructor A>> no, theuniv.is“forcing” meto go, been dragging my feet

This example demonstrates the ease with which the instructors move
between task and social talk. Instructor Salternates between task and social talk
as he serves first to maintain the discussion of the task by moving the
conversation on to the “next subject” and then directly takes a social turn,
inquiring about I nstructor A’ s health and the visit to the doctor. Hisnext turnis
atask turn, and the two separate threads of conversation — one task and one
social — continueuntil theinstructors' conversationisinterrupted by agroup of
students who arrive in the same chat room to discuss their project.

Inthefollowing example, theinstructors again communicate at task and
social levels, discussing oneinstructor’ s child and the compl etion of paperwork
necessary to obtain approval for the collection of data from one university’s
institutional review board (IRB):

Instructor A>> How’s your son?

Instructor A>> | got your emailsre IRB

Instructor J>>  He' scool - growing up so fast, getting so independent.

Instructor S>> | have adocument to send you guys

Instructor J>>  isit group assignments?

Instructor S>>  Ishis hair brown?

Instructor A>> How cute!

Instructor S>>  No, thedocument is something that I'd like you to sign and
fax back to me

These examples are typical of the remainder of the instructors' chat room
transcripts. The instructors were able to move back and forth readily between
social and task topics and carry on simultaneous task and social conversations,
drawing fromtheir shared prior context. Assuch, common groundisalready well
established, and theinstructors do not spend time in the conversation searching
for points of convergence.

Thefourth observation concerns the negotiation of task and social talk and
itsrelationto ashared prior context. Astheinstructorsnegotiated task and social
talk, they shifted freely between thetwo arenas, and they employed few explicit
indicators suggesting achangein focus. Rather, they often switched focus with
no reference to the change in direction of the conversation. However, on
occasions when an explicit reference was made to change the direction of the
discourse, it was always to move back to atask-related topic and the reference
was direct. In the example below, the conversation moves freely between task
and social topics with no reference to the change in direction:

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



142 Crider and Ganesh

Instructor S>>  Instructor A, do your kids have a spring break or is that an
American thing?

Instructor A>> submission of gradesis April 10 so April 2 sounds okay

Instructor S>>  If so, you'll have to make a point of asking your students
toinsist that their team matesexplain what happenson spring
break to them ;-)

Instructor A>> spring break=American

Instructor A>> no spring here, perpetual summer

Instructor S>>  Yay!!! April 2isago then?

Instructor A>> ok

Instructor S>> They don't believe in ploughing streets herein [City]. It's
not too cold, but its not easy to walk anywhere

Instructor J>>  but will April 2 give ustime to evaluate/grade and have
enough time for them to adjust +/- 5 points?

Instructor J>> that could take awhile - all of that

Instructor A>> we could ask them to adjust points ahead of time

The conversation moves freely between the social topics of spring break
and related weather and the task topics of due dates and evaluation of the
students’ projects. Theconversationismanagedimplicitly with each participant
balancing their task and social turns with no active conversation management
moves.

On occasion, theinstructors made explicit moves to manage the conversa-
tion, abruptly moving fromsocial talk totask talk. | nthe next example, I nstructor
Jspecifiesthat the conversation turn to task-related talk; eight of the preceding
nineturnswere about her son. Her colleaguesdirectly take up thisabrupt change
indirection of theconversation. Thus, the conversation about her sonisover, and
they move on to dividing the studentsinto teams:

Instructor J>> On atask-related note, | was going to start creating groups
on webct

Instructor J>> and adding my students to them

Instructor J>> Instructor A, how many students do you have?

Instructor A>> We're almost all logged on over here—I have 22

Instructor J>> | have 21, Instructor S has 22

Whereas the chat room transcripts showed newly formed teams using
tentative language to shift the conversation from social to task, the instructors
with an existing context and established relationships are considerably more
direct in their management of the conversation topic. Moreover, their effortsto
manage the conversation by moving it to task talk are unilaterally taken up. All
of theinstructors’ 17 turnsto movethe conversation back to task talk weretaken
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up within four or fewer turns. Eleven of the 17 explicit turns back to task were
taken up directly with the next turn.

Roles

We wish to make three observations about group roles as they emerged
through interaction in the chat rooms. First, traditional group roles such astask
|eadership, social—-emotional |eadership, and activelistening were played often.
Take the following excerpt:

Andrea>> Tom, can you post a discussion on the bulletin board the final
contract. Our professor will ask ustologinlater at 430pm my time
here. So, when we open it, Rinaand I, it’ s ready for her viewing.

Chris>> | have the contract as well.

Tom>> the same one as before?

Chris>> The weekend thing will work for both Nick and |
Chris>> yep.

Tom >> Great

Chris>> we can add the weekend part to it.

Heidi >>  Either Sat. or Sun.?

Andrea>> Yep Tom. Just add that thing about the back-up chat session for
emergency purpose.

Chris>> | actually have to run so Tom do you have it availble now?

Andreais engaging in task |eadership behavior by allocating assignment-
related work to other membersand engaging in procedural communication about
meetings and deadlines. The other members are clearly responding to her cues.
Social—-emotional leadership was also evident in a number of instances in the
form of supportive messages, especially when the group wasimmersed in social
talk. Take the following passage:

Maryann>> Shannon | liketo drink but sometimes | don;t like myself when
| do

Jeff>> | don’t have to go now, its not until 8:00

Maryann>> SO haven’;tin awhile

Maryann>> So you do want to talk to us

Shannon>>  Quit leading uson, damn it!!!

Maryann>> SHannon men are so out of it aren’t they

Maryann>> no offense jeff\

Shannon>> Mar, | totally understand. That feeling made me quit partying.

Shannon>> Men are strange, Mar. Are you dating anyone Mar?
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Maryann>> | can be atotal different person that isn't always fun to be with.
| get really sappy or | get u know touchy
Jeff>> Alcohol isdefinatly alove/haterelationship

Inthisdiscussion about alcohol and partying, thetwo womeninthe excerpt
engaged in supportive communication by empathizing about their experiences
with men. Shannon, in particular, engaged in emotional support by expressing
empathy for Maryann’s feelings about drinking.

The second major observation pertains to the role of secretary/recorder.
Theassumption that recordingisautomaticin CM C situationsbecause members
aretypingintextisbelied by the fact that some members had to engagein more
active “recording” in order to push the group toward a consensus. In such
instances, task leadership specifically involved serving as a secretary/recorder.
Take the passage below:

Michael>> i wasthinking this (long messageto follow):

Lydia>>  drighty.

Michael>> we try to chat once aweek, in thisroom, at a specific time
unlesswe changeit; we check the bulletins at | east three times per
week; dealines are critical; and the punishment/reward system
comes at the end of the project, when we collectively decide who
gets given/taken points

Lydia>>  ok. so what time are we suppose to meet here?

Michael>> well, that really has to be decided as awhole group, right? let's
go for suggestions on the bulliten

Michael>> i'mall for thistime, actually

Michael>> u?

Lydia>> metoo. but i think we have to decide on it right now coz we have
to meet a certain deadline right?

Michael>> right. .. okay, if thisworksfor you, let’s post it as a possible
suggestion, and unless we hear otherwise in the next 12 hours or
so, that’ Il beit

Inthispassage, Michael isclearly playingtheroleof task leader, figuring out
meeting times, pushing the group toward decisions about how often they check
bulletin board announcements, etc. In addition, heis ensuring that the decision
currently being made is “recorded” in a more permanent context — that of the
bulletinboard.

The third observation we make has to do with the emergence of what
appearsto beanontraditional role, whichwelabeled “ accounter.” Memberswho
played this role explicitly constructed reasons and justifications for the role
played by ateammate from their own institution. In 10 out of 11 teams, there
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were two members per location. Some groups tended to treat members who
wereinthe same physical location assharing aspecial relationship, eventhough
in many cases membersin the samelocation did not actually meet each other in
real life beyond limited discussionsin the classroom; in fact, some membersin
the same physical location did not communicate using any other medium than
WebCT and e-mail. At least three groups used the term “ school partner” to refer
to the dyads in each group, and one team actively conceived of itself as having
“groupswithinagroup.” Weidentified 13 “accounter” pairsout of atotal of 32
possible pairs. In the analysis of the accounter role that follows, we selected
excerpts from the communication of one team in particular, in order to provide
aricher sense of the communicationissuesinvolved when virtual team members
areinvolved in accounting for other members. Two specific observations about
theaccounter rolearein order. First, sometimes(thishappened withtwo groups),
both members from a group were together at the same computer, and the
accounter simply communicated on behalf of the other person. For example:

Tom>>  HEY CHRIS

Chris>> Helloooo

Andrea>> that’s agood thing. at least you guys are willing to make
sacrifices for each other.

Andrea>> HelloChris!!!

Tom>>  wow...Theinternet is kinda cool!!!!

Chris>> | have Nick with me here too.

*+*% %% Hejdi— entered groupcom_Room_1. Time:Thu Feb 1509:18:19
2001

Tom>>  hello Nick, good to get ya part of the group bud

Andrea>> Hey Nick!

Andrea>> HiHeidi!!!

Chris>> Sothisiseverybody

Chris>> Nick sayshelloall.

Tom>> isRinacomingtothis

Tom>>  Thank you everyone for being on time

Here, the group acknowledges that Chris and Nick are “speaking in one
voice,” and members signal their acceptance by greeting both Nick and Chris.
M ore frequent than such ventriloquism were situationswhere “ school partners’
were called upon to provide explanations or justifications for the absence of the
other member in their location. For example:

Carol>> anymore, since he hasn’t shown up to any of the chats and hasn’t
posted any messages to the discussion board
Carol>> ifeel heisn’'t doing anything to try
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Jessica>> That's not what we want - is there something else he can do to
makeit up?

Jessica>> If hewasn’t in our group?

Carol>> hehasafull timejob so he said he might not be able to make it to
the chats- but he hasn’t tried to set a diffeent time or at least post
a message to keep us updated at to what he has done if anyhing

Jessica>> Yeah - he sent an e-mail but hasn’t gotten much beyond that.

Carol>> i would like himto bein our group because otherwise i have to do
the whole [state] part on my own- but he hasn’t even been in class
for me to at least assign him something to catch up

Jessica>> | honestly don't know what he' d do...our research portion is
almost over, and we have to have every thing done in another week

Jessica>> He'shaveto jump right in - but it doesn’t sound like he can make
the time for that.

Here, Carol acknowledges her frustration with her uncommunicativeteam-
mate, but al so voices her own dependency on him vis-a-vis her insecurity about
having to do the “state” part on her own. Accounters not only were willing to
excuseirresponsiblebehavior onthe part of teammates, they al so tended to make
moreactivedecisionsinthegroupingeneral. Takethefollowing example, again
from the case of Chrisand Nick. Asbefore, they are seated together, and Chris
istechnically speaking on Nick’ sbehalf. Thegroupistrying to decidetheir next
meeting time, and several members expressed their inability to meet on Sunday:

Heidi>> | can not makeit to Sunday, | will post my information.. | landed
a huge catering job for the [State] Orchestra.great money.. | will be
up to date with the board..Andrea Sat sounds good1

Tom>> iwill bevacationingin florida, but will makeit on sunday

Heidi>> How long are you going for Tom?

Chris>> ok then | will (TOM you are spoiled) we will talk to you all on
Sunday

Tom>> soi should get my info on the surveys and get my research and e-
mail it all torina

(Two other members then expressed concern about the Sunday meeting time).

Chris>> so no chat on Sunday?

(other members agree)

Chris>> ok. no chat on Sunday!

During this process, Chris did not mention Nick’snameasingletime. Itis
possible that she consulted with him, because he was sitting next to her.
However, she used thefirst person throughout the discussion (“ ok, then | will™)
and therest of the group did not ask what Nick thought of the decision. Thissort
of incident did not occur very often, but it isillustrative of the larger process,
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whereby accounters, by virtue of their presence at more chats, ended up
(willingly or not) making more decisions than the peopl e they were accounting
for.

Weal so observed miscommunication between the accounter and the person
being accounted for. For example, there were several times when Chris
promised to update Nick:

Chris>> hey did you guys see that message from Nick?

Chris>>hi:)

Heidi>>Yes

Chris>>1 feel so bad for him!

Heidi>> What happened?

Chris>> he doesn’'t spend much time on the computer, so I'm sure he
doesn’t know how to fix it.

Chris>>it’sokay though. | will update him.

However, in the very next chat, when Nick was logged in as an active
chatter, he demonstrated a lack of awareness of the very decision he wasto be
informed about:

Nick>> got any ideas for the project

*+x%x % \/jckie— entered groupcom_Room_1. Time:Mon Feb 26 09:14:58
2001

Tanya>> i think andrea’ s proposal is good

*-*x*%* \/ickie— left groupcom_Room_1. Time: Mon Feb 26 09:15:16 2001

Tanya>> that has something to do with the virtual teams...

Tanya>> how about you?

Nick>> | am alittle confused about what exactly we are suppose to do.....

Tanya>> i think webct isinteresting...

Heidi>> How would we collect data on webct?

Nick>> could someone summarize the webct interactionproject....

Heidi>> | will start looking for information and asking around to see how
many people are familiar with virtual teams.

Nick>> Do you guys havethelist of objectivesthat we have to turninto the
instructor by tommorrow?

Tanya>> we can touch on the benefits of working with virtual teamsin the
work setting and try to compare that to having virtual teamsin the
school curriculum

Andrea>>nick, it isin the handout already. we basically need to submit the
project schedule.

Here, the group does not actively respond to his requests for clarification.
Towardtheend, thereisasomewhat impatient comment from Andreaindicating
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that the answers to the questions he was asking were available in handouts that
were distributed to each class.

Technology

There are two major observations and arguments that we wish to make
about theway inwhich membersdiscussed and negotiated technology inthe chat
rooms. First, when members expressed frustration with the technology, com-
miseration was the dominant response. For example:

Tom>> thiscomputer isreally slow so bear with me
Heidi>> My computer is slow today too.

Tom>> |am @ work

Tanya>> i’ve seen chris's postings...

Nick>> tom ican feel your pain

Heidi>> Me too.

Here, one can see Tom’s frustration at the technology being echoed by
Nick. Interestingly enough, thiswas one of the few timesthat Nick offered any
form of support (social—emotional or informational) to histeammates. Problems
with technology tended to be a way in which students bonded and created
additional context for their communication. In fact, support was evident even
when students were not actively expressing frustration. For example:

Andrew>> Thisisthefirst time | have every been on achat line

Danita>> Oh, good. me too. As soon as | saw there were more than one,
| didn’t know what to do.

Andrew>> | can't believe how slow it takes to reply to someone

Danita>> At least thisis faster than |CQ.

Andrew>>

Andrew>> What isICQ?.. | have never heard of it till today

Above, itisevident that Danitaand Andrew areidentifying and, therefore,
tacitly supporting each other by establishing/declaring their lack of familiarity
with the technology. However, there were a few odd situations in which
members did not commiserate or support an expression of frustration. In the
following excerpt, Bob types out a sentence that makes no sense, and the other
group members are clearly perplexed:

Bob>> ellsmokerL L bl ‘10Aee:kerkgaboutc. myd wel comesaid commuion
earlierl tiwwith my habitccation

Danita>> What?

Andrew>> Whoa Bob what was that?
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Cassandra>> huh???

Elizabeth>> did you guys get my e-mail from edsamail.com.ph?
Vickie>> what?

Cassandra>> spanish?? french??

What follows is Bob’s protest that there was something wrong with the
keyboard, but no onein the group responded. This may have had something to
do with the team’ s dissatisfaction with Bob’ s contributions, and they may have
been moreinclined to explain hisbehavior dispositionally than situationally.

The second major observation that we wish to make about technology
pertainsto member observations about other forms of technol ogy that they were
using to communicate with each other: e-mail and bulletin boards. E-mail was
used as a means of communicating detail and personal information. In the
following excerpt, Carol and Tabitha are negotiating details involved in their
schedules:

Carol>> | only have about 25 minutesto chat until i hvae to go to school

Tabitha>> i see... can u give us your schedule?

Carol>> Areyouand Vi really good friends, and are both of you there right
now?

Tabitha>> yes we are good friends, but she’s not here now

Carol>> If you give meyour e-mail adressi will e-mail you my class
schedule

Tabitha>> i think she’s at home, she forgot to go online

Tabitha>> alryt, itstabbi @pacific.net.ph

Sometimes, memberstended to seee-mail asamore*trustworthy” medium,
even when it was not necessarily so. Take the following excerpt:

Andrew>> Sounds good to me..Do you have my number?

Danita>> Isitinthe phone book? If you type it over this, anyone can find
it. Y ou could e-mail me.

Andrew>> It’sin the book...But, | could give acrap lessif everyone
knows...Random people call me everday!

Danita>>  I'll call then. Hopefully we can schedul e aspecial group chat this
weekend.

Andrew>> Sounds good..Hang on one more minute I’ m going to check
other rooms to see if anyone else has logged on there.

*xxkx Andrew— left groupcom_Room_2. Time: Fri Feb 23 09:48:50 2001

*4x % %% Andrew— entered groupcom_Room_2. Time:Fri Feb 23 09:49:06 2001

Danita>>  Soundslike agood idea.

Andrew>> [tdoesn’'t ook like anyone elseis going to show..I’ [l E-mail you
with my number just in case
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Thisisinterestingfor at | east two reasons. First, partici pantsare negotiating
a mutually acceptable view of the security or lack thereof in the chat room.
Second, the participantsin question were actually from the sameinstitution and
met three times aweek in class. That they chose to use technology rather than
face-to-face communication pointsto their increasing facility with the medium,
despite their protestations to the contrary in an earlier example.

The other technology that students made frequent reference to was the
bulletin board. Thistechnol ogy wasframed asameansto communicate task and
chat deadlines and status reports. For example:

Patrick >> andi just searched the internet for awhile

Sandra>> i searched the internet too

Patrick>> hey kim.how was the rest of class?

Kim>> | just read the bulletin board and for some reason Uma and Nifer
were under theimpression that the chat timewas at 7am their time
andthey werethe onesthatinitially said 8am. That wasan hour ago
so | don't think they are going to be here.

Patrick>> i realized that too earlier

Kim>> We just worked on that group problem solving thing and talked
aboutit

Patrick>> oh

Here, the group obviously made use of the bulletin board as a place for
posting announcements, using it as a means to solidify deadlines and meeting
times. Students coordinated thetricky issue of chat times (VanRyssen & Godar,
2000) by using bulletin boardsasamediumto communicate chat deadlines. This
was most commonly achieved in groups when members posted their schedules
onthebulletinboard, cal culated timedifferences, and figured out timesthat they
could chat.

Interestingly, students seemed to prefer to use bulletin boardsfor thisrather
than e-mail. In fact, when members appeared to be in a hurry, they made
referenceto the bulletin board as a place to put more “ permanent” information:

Sharon>> |et's agree on a chat time nacoz i have to leavein 5 mins
Umara>> yah that'swhy i said we're only free in the evening
Umara>> gottago!

Kim>> let’sjust post info to each other for now and figure it out later
Umara>> anyway i’'ll check the discussion board later

Umara>> BYE!!!

The idea that bulletin boards were more permanent sources of data or
information can be seen from the fact that some groups actually posted
transcriptsof their chat discussionsonthe bulletin boardsfor memberstoreview:
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Chris>> are you there?

Tanya>> hello!!!

Tanya>> did everybody leave already?

Chris>> Erin, Andrea and | met an hour ago...they had to go, but | am
posting everything on the discussion board

Tanya>> i'mreally sorry i just read your postings today

Tanya>> i was out of town yesterday..

In sum, the students' use of technology demonstrated that as the project
progressed, they made sense of and achieved a measure of convergence about
the meaning and use of each technology, sharing frustrations and successes en
route, and ascribing particular functionsto particular technologies.

CONCLUSION

In discussing the implications of this study, we focus upon pedagogical
contextsinparticular, rather than other contextsfor virtual team communication,
suchasfor-profit, public, or nonprofit contexts. Too many recommendationsfor
business and professional practices have come from research drawn from the
experiences of the average U.S. undergraduate student. The last two decades
of research in organizational and group communication complicated easy
assumptions about effective small group communication and demonstrated the
importance of contextualizing recommendationsfor “real-world” practice based
uponresearch conductedinsimilar or anal ogoussituations (Cheney, Christensen,
Zorn, & Ganesh, 2003). Consequently, webelievethat our recommendationsare
best generalizedtoissuesof pedagogy andinstructionin undergraduate settings.
However, they could also be applicable to other more applied instructional and
training situations.

Theresultsfrom thisstudy have several pedagogical implications. First, in
order to effectively facilitate student virtual teams, instructors collaborating on
such projectsshould enter into the arrangement with ashared context or actively
develop social and task context prior to the beginning of the course. Certainly,
the recommendation that instructors develop a shared context is cumbersome,
but we suggest thisfor two reasons. First, because thereisafair amount of task
negotiation among the collaborating instructors, faculty who enter into virtual
team projectswith aprior context will be better equippedto effectively negotiate
tasksrelated to the student assignment, such as project objectives, deadlines, and
evaluationcriteria. Themoreclarity suchissueshavefromastudent perspective,
the better the learning opportunities for the students. Our second reason for
making this recommendation is pragmatic. Our data suggest that students
(assuming no prior context) spend considerable amounts of time establishing a
context. Instructorswho elect toincludeavirtual team projectintheir curriculum
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will incur asizeableamount of additional work simply by adding thevirtual team
project to the course. The additional time associated with creating arel ationship
and associated context would likely make the project too taxing on one’'s
schedule.

Second, we recommend that instructors assign virtual teams context-
building exercisesearly inthe project. Ideally, such exerciseswould have direct
linkages to the objectives of the virtual team project. For example, if students
need to select a topic as part of the team assignment (related to a decision-
making objective), they may be asked to interview each other in chat rooms to
learn about the social norms, demographics, climate, and campusissues of their
teammates. Such an exercise would begin to establish a context and would aid
in the discovery of points of convergence that may lead naturally to decision
making regarding project topics.

Third, werecommend that whenimplementing virtual team projectsintheir
courses, faculty take time in class to discuss with students the impact that
technologies may have on their work in virtual teams. Specifically, we suggest
that the discussion cover the wide range of experience their teammates may
have with various technologies, the negotiation of roles that may take place
within their discussions, and the pragmatic use of those roles to effectively
negotiate task and social talk. Discussing these topics will raise students’
awareness of the importance of their own communication in teams and provide
a vocabulary for students to use to engage in ongoing dialogue about their
experiences communicating in virtual teams. Likewise, trainers, managers, and
otherssupervising or involved with the devel opment of virtual teamsin nonaca-
demic settings may positively influence the outcomes of virtual teams by
sensitizing them to such issues and by coaching new teams through context-
building activities as the teams commence.

Webelievethat when thethemesdiscussed inthischapter — context, roles,
and frames of technology — are attended to by faculty facilitating virtual team
projectsintheir classrooms, bothintheir own communication andin sensitizing
students to these themes, the virtual team project can provide an effective
pedagogical opportunity for studentsto experience teamwork much asit exists
in the workplace today. Attentiveness to these themes has both pragmatic and
pedagogical potential: pragmaticinthat studentswill bebetter equippedto get the
work of the project done, and pedagogical in that studentswill be more apt to be
aware of andlearn through their communicative behavior asmembersof avirtual
team.

ACKNOWLEDGMENTS

Theauthorswould liketo thank the editors, Prof. Sue Godar and Prof. Pixy
Ferris, for their input and help with this article, as well as the two anonymous

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Negotiating Meaning in Virtual Teams 153

reviewers for their careful suggestions. In addition, we would like to thank the
studentsof theclassesin Small Group Communicationfor participating enthusi-
astically and fully in our research study. Finally, our special thanks and
acknowledgments are due to Dr. Angeli Diaz, without whom our experiences
analyses and reflections would be much the poorer.

REFERENCES

Bormann, E. (1983). The symbolic convergence theory of communication and
the creation, raising and sustaining of public consciousness. In J. |. Sisco
(Ed.), The Jensen lectures: Contemporary communication studies (pp.
71-90). Tampa, FL: University of South Florida, Department of Commu-
nication.

Bormann, E. (1986). Symbolic convergencetheory and communicationin group
decision-making. In R. Y. Hirokawa & M. S. Poole (Eds.), Communica-
tion and group decision making (pp. 219-236). Thousand Oaks, CA:
Sage.

Bormann, E. (1990). Small group communication: Theory and practice. New
York: Harper & Row.

Bormann, E., Cragan, J. F., & Shields, D. C. (1994). In defense of Symbolic
Convergence theory: A look at the theory and its criticisms after two
decades. Communication Theory, 4(4), 259-294.

Cheney, G., Christensen, L., Zorn, T. E., and Ganesh, S. (2003). Or gani zational
communication in an era of globalization: Issues, reflections, prac-
tices. Prospect Heights, IL: Waveland Press.

Contractor, N., Stohl, C., Monge, P., Flanagin, A., & Fulk, J. (2000). Commu-
nication in the global workplace: Advanced E-Quad collaboration
tools to support multi-university cooperative learning and teaching.
Unpublished Manuscript, University of Illinois, Urbana-Champaign.

Cragan, J., & Wright, D. (1999). Communicating in small groups: Theory,
process, skills. Belmont, CA: Wadsworth.

Fulk, J., Schmitz, J. A., & Schwarz, D. (1992). The dynamics of context—
behavior interactions in computer-mediated communication. In M. Lea
(Ed.), Contexts of computer-mediated communication (pp. 7-29). New
York: Harvester Wheatsheaf.

Georgoudi, M., & Rosnhow, R. L. (1985). The emergence of contextualism.
Journal of Communication, 35(1), 76-88.

Glaser, B. G., & Strauss, A. L. (1967). The discovery of grounded theory:
Strategies for qualitative research. Chicago: Aldine.

Handy, C. (1995). Trust and the virtual organization. Harvard Business
Review, 73(3), 40-50.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



154 Crider and Ganesh

Jarvenpaa, S. L., & Leidner, D. E. (1998). Communication and trust in global
virtual teams, [Internet]. Special Issue of Organization Science and the
Journal of Computer-Mediated Communication on Virtual Organiza-
tions. Retrieved October 7, 1998 from the World Wide Web: http://
www.ascusc.org/jcmc/vol 3/issued/jarvenpaa.html

Ketrow, S. M. (1991). Communication role specializations and perceptions of
leadership. Small Group Research, 22(2), 234-254.

Kolb, D. (1995). Discourse across Links. In C. Ess (Ed.), Philosophical
perspectives on computer-mediated communication (pp. 15-26). Al-
bany, NY: SUNY Press.

Levine, J. M., & Moreland, R. L. (1990). Progress in small group research.
Annual Review of Psychology, 41, 585-634.

McGrath, J. E., & Altman, J. (1966). Small group research: A synthesis and
critique of the field. New Y ork: Holt, Rinehard & Winston.

Monge, P. R., O’'Keefe, B. J., Stohl, C., Yammine, P., & Contractor, N. (1999).
Advanced collaboration tools to support multi-university distributed
learning in organizational communication. Paper presented at the
Panel discussion presented at the National Communication Association
Annual Meeting, Chicago, IL.

Nichols, M. P. (1995). The lost art of listening. New Y ork: Guildford.

Naoble, D. F. (2001). Digital diploma mills: The automation of higher
education. New York: Monthly Review Press.

Owen, W. F. (1984). Interpretive themes in relational communication. Quar-
terly Journal of Speech, 70, 274-287.

Putnam, L., Hoeven, S. V., & Bullis, C. (1991). Therole of rituals and fantasy
themes in teachers' bargaining. Western Journal of Communication,
55(1), 85-103.

Putnam, L. L. (1983). The interpretive perspective: An alternative to function-
alism. In L. Putnam & M. Pacanowsky (Eds.), Organizational communi-
cation: Interpretive Approaches (pp. 46-57). Thousand Oaks, CA: Sage.

Ragin, C. (1994). Constructing social research. Thousand Oaks, CA: Pine
Forge Press.

Stohl, C. (1995). Organizational communication: Connectedness in action.
Thousand Oaks, CA: Sage.

VanRyssen & Godar, S. (2000). Goinginternational without goinginternational .
Journal of International Management, 69(1): 49-60.

Weick, K. (1979). The social psychology of organizing. Reading, MA:
Addison-Wesley.

Weick, K. (1985). Cosmosvs. chaos. Sense and nonsensein el ectronic contexts.
Organizational Dynamics, 14(2), 51-64.

Weick, K. (1990). Technology as equivoce. In P. S. Goodman, & L. S. Sproull
& Associates (Eds.), Technology and organizations. San Francisco, CA:
Jossey-Bass.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Negotiating Meaning in Virtual Teams 155

Weick, K. E. (1995). What theory is not, theorizing is. Administrative Science
Quarterly, 40, 385-390.

Y akimovicz, A. D., & Murphy, K. L. (1995). Constructivism and collaboration
on the Internet: Case study of agraduate class experience. Computersand
Education, 24(3), 203-209.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



156 Leonardi, Jackson and Marsh

Chapter | X

The Strategic Use of
“Distance” Among

Virtual Team Members:
A Multi-Dimensional

Communication M odd

Paul M. Leonardi, Stanford University, USA
Michele Jackson, University of Colorado at Boulder, USA

Natalie Marsh, University of Colorado at Boulder, USA

ABSTRACT

Distance, in the context of virtual teams, has traditionally been treated as
an unproblematic, in fact positive, by-product of work practices mediated
by information and communication technologies. Research has largely
overlooked the notion of distance and its relationship to virtual team work
practices and digital telecommunications technologies. Explored in this
chapter is the nature of distance by investigating perceptions of “ distance”
among teleworkers and addressing how virtual team members strategically
use the distance enabled by telecommunications technologies to manage a
variety of organizational practices. Interviews with 46 distance workers
across 10 industries, making up 17 virtual teams, found that members
conceptualize distance across three important dimensions: distance and
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emotion, distance and identity, and distance and communication strategies.
We discuss each of these dimensions and propose moving from a notion of
distance as a mere outcome of the use of information and communication
technologies, to a reconceptualization of it as a multidimensional construct
created and maintained through communication practices.

INTRODUCTION

Onequality of information and communication technologies (ICTs) that has
been taken as straightforward is their ability to support working at a distance.
The concept of distance has been understood, in afairly unproblematic way, to
mean physical distance: The ability to work from some place other than the
office. ICTs were argued to allow increased physical distance by decreasing
“functional” distance — that is, workers can access information and communi-
cate with colleagues more easily and more quickly than without the use of such
technologies (Heaton, 1998; O'Mahony & Barley, 1999; Waisbord, 1998).
Accordingly, our typical understanding of virtual teams revolves primarily
around the notion of distance work; members do not have to be physically
copresent in order to accomplish shared tasks. Y et, this view centers primarily
onthecapabilitiesof thetechnol ogy totransmitinformation. Intuitively, weknow
that distanceisaricher concept thanwhat i s presented in this conceptualization.
Inanimportant sense, distanceisperceived morethanitisobjectively measured.
We “feel” more or less distant from others or from our places of work. Thus,
distance istied to the issue of “connection.” As such, distance is an important
organizational and management concern.

Distance, in the context of virtual teams, was traditionally treated as an
unproblematic, in fact, positive, by-product of work practicesmediated by ICTs
(DeSanctis & Monge, 1998). Accordingly, the notion of distance and its
relationship towork practicesand digital telecommunicationstechnol ogieswas
largely overlooked by researchers of virtual teams as afundamental concept for
teamwork (O’ Mahony & Barley, 1999). Explored in thischapter isthe nature of
distance by investigating perceptions of “distance” among teleworkers and
addressing how virtual team members strategically use the distance enabled by
telecommuni cations technologies to manage a variety of organizational prac-
tices.

DISTANCE WORK AND TECHNOLOGY

Fluid organizational forms emerging over the past decade ushered in new
arrangements and expectationsfor work (DeSanctis & Fulk, 1999; DeSanctis &
Monge, 1998; Keen, 1990; McPhee & Poole, 2001). A “new economy” evolved
in which “postentrepreneurial” professionals adopt “boundaryless careers’
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(Arthur & Rousseau, 1996). Distance work and telecommunications were
alwayslinked. The combination of high gasoline pricesand new capabilitiesfor
data communication allowed for the creation of distance work in the 1970s,
which allowed peopletowork at homewhilestill maintaining contact withthose
attheoffice(Nilles, 1975). Sincethen, the use of telecommunicationstechnol ogy
hasbeen astaplein nearly every definition of distancework (or itsvariants, such
as telework, telecommuting, virtual work, and mobile work) (O’ Mahoney &
Barley, 1999). Regardless of the nomenclature, with each of these terms, an
attempt was made to capture the fact that individual s can work together without
beingtogether physically. Technology, inthisarrangement, hasbeen understood
to create a virtual space for teamwork to take place, while eliminating the
constraints of physical distance between team members (Belanger, 1999;
Jarvenpaa & Leidner, 1998).

Research on distancework centered largely onan enduring themein studies
of communication technology: The ability of technologies to eliminate or to
transcend barriers of space and time (Bailey & Kurland, 2002; DeSanctis &
Monge, 1998). Though usually not framedinthismanner, theseareal sorecurring
interests in studies of virtual teams. For example, in investigating perceived
advantages and disadvantages of telework, Teo and Lim (1998) suggested that
factors of telecommuting distance and quality of work life are issues of
overcoming space, and factors of commuting and child care are issues of
managing time. For thetraditional worker, an officeprovidesconstraintsrel ated
to space, including the geographical location of the office building, and the
positioning of theworker within that building, and the positioning of workersto
each other. Similarly, time constrains the traditional worker in the following
ways: through thelength of the traditional workday, through set timesfor lunch
and breaks, and through theability to have one’ stimeinterrupted (Perlow, 1997).

One of the most prominent themesin literature on distance work concerns
thesocial effectsof technology onvirtual team members, especially uponfamily
and workplace structure. Individual mental health issues, i.e., stress, isolation,
and loneliness are al so consistently addressed asacrucial element in all virtual
work situations (Bailey & Kurland, 2002). Unilaterally, scholars focusing on
communication in virtual organizations focused on the concept of distanceasa
by-product of particular technologies (Contractor & Eisenberg, 1990; Fulk &
Boyd, 1991; Haythornthwaite & Wellman, 1998; Trevino, Daft, & Lengel, 1990).
Inanattempt to explain how distance workersusetel ecommuni cationstechnol o-
gies, scholars crafted several theoriesthat predict mediachoice. These theories
predict that when individuals choose a medium for el ectronic communication,
they seek out technology that provides amedium as similar as possible to face-
to-face (F2F) communication, thus reducing perceived distance (Korzenny,
1978).
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Two theories of media choice are especially influential. The first, social
presence (Short, Williams, & Christie, 1976), assertsthat communicationsmedia
differintheir degree of social presence, andinthisway, becomeakey factor that
molds interaction. In short, social presence is the degree to which individuals
perceive amedium to replicate the physical presence of another communicator.
Second, media richness (Daft & Lengel, 1986) predicts that when individuals
have to communicate delicate or complex information, they will choose the
richest mediapossible. A medium’ srichness, or fidelity, can be measured by how
well ittransmitsinformation normally encountered in F2F communication, such
asimmediate feedback, multiple cues, and language variety. Further, research-
ersposited that social presence and information richnessinvolve two important
physical dimensions, bandwidth (the ability to exchange information from all
human senses) and synchrony (when people can communicate at the sametime)
(Hinds& Kiesler, 1995). Many empirical studiesof computer-mediated commu-
nication (CMC) supported the propositions of these theories (c.f., Kayany &
Y elsma, 2000; Korzenny & Bauer, 1981; Trevino et al., 1990). As Ware (2000)
summarized:

1. Social presenceis essential for intense and relational CMC.

2. Richer mediafacilitate more accurate and meaningful transmission of ideas.

3. Individualsprefertosolvecollaborative, equivocal tasksthrough amedium
that is able to sustain relationships and facilitate spontaneous, interactive
communication.

Media richness models, which are based on organizational information-
processing theory, have become prominent in the choice of communication
media in organizations The outcome of such research, however, has largely
positioned distance asan evil that must be overcome by the choice of rich media
that restore social presence. Seldom isthedistanceinherent invirtual work seen
as something positive. Research on new organizational forms (DeSanctis &
Fulk, 1999) showsthat the relationship between organization and technology is
anything but predictableandis, infact, an emergent process (Dutton, 1999; Fulk
& DeSanctis, 1999; Poole & DeSanctis, 1990) in which the users of technol ogy
play acritical role in shaping the alignment between technology and communi-
cation practices. Adopting an emergent perspective compels usto question the
assumption that the distance virtual team members experience in their work
arrangements must always be negative and |eads us to the research question of
thisstudy:

Do virtual team members use the technologies available to them

to strategically manipulate the distance inherent in their work

arrangements in order to accomplish certain individual work

objectives?
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METHODOLOGY

Participants

Thisstudy included the participation of 46 virtual team membersor distance
workers, representing 10 industries and 20 companies, and working in seven
states in the United States (with one respondent from the United Kingdom).
Seventeen virtual teamsarerepresented acrossavariety of industries, including
public relations, computer manufacturing, publishing, paper processing, and
telecommunications. Participants in this study were recruited by snowball
method and by cold callsmadeto variousorgani zationsthat wereknownto utilize
virtual teams and to allow distance work. Bailey and Kurland (2002) were
careful to point out that though much of the current research about people who
work at a distance focuses on workers who rarely meet with others, most
organizational members who work in virtual teams often participate in F2F
meetings as well. In order to advance research on the latter population, our
sample consistslargely of virtual team members who maintain regular-interval
physical contact with other team members. All participants self-identified as
working at adistance, although they used many different namestoillustratethis
work arrangement, including telecommuters, teleworkers, virtual teamers, vir-
tual office employees, and quite often, simply, employees.

Procedure

A standard protocol wasusedfor all interviews, yielding datapointsof rough
equivalenceand, therefore, all owing systematic compari son acrossrespondents.
Interviews ranged from 20—45 minutes, averaging approximately 30 minutesin
length. The protocol asked respondents to describe not only their use of
technology but also the nature of their work and their relationships to their
organizations, their managers, and their coworkers. We asked them to identify
aspects they were satisfied with, aswell as what they wished to see changed or
improved. Participants were asked a series of questions about their work
practicesbeforeand after they began working remotely, their uses of technology
to dotheir work, their relationships with team members and organizations, their
perceptions of themselves as distant, and the strategies they used to either
increase or decrease feelings of distance. All three researchers then reviewed
transcriptions of the interviews' references to distance; given the exploratory
nature of thisstudy, we explicitly sought to beinclusiverather than exclusivein
identifying these references. Our analysis then focused on these references.
Because we were interested in how respondents conceptualized distance, we
allowed patterns and themes to emerge inductively through discussions among
the researchers. From this analysis emerged a set of three dimensions. Finally,
each dimension was assighed to one member of the research team, who then
analyzed the data again using a procedure of constant comparison to develop
each dimension in more detail.
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FINDINGS

Our findings show that virtual team members frequently used various
communication strategies in order to increase and decrease perceptions of
distance between themselves and virtual team members. Through the use of
such strategies, participants conceptualized perceptions of distance across two
dimensions— emotion, and identity. Participantsin thisstudy actively engaged
in the distance they experienced as distance workers and manipulated it through
the use of communication technologies and through their own work practices.

Distance and Communication Strategies

Communication and information are often central components of distance
work. Despite their physical separation from the office, workers are expected
to remain connected to the organization. The most obvious manifestation of this
connection is through communication. As a result, workers employ various
communication strategies to manipulate the strength of this connection and to
mai ntain control over their environments. However, the strategiesdiffer accord-
ingtohow “distance” isconceptualized. Few of our respondents conceptualized
distance as equal to the number of miles away from an office where one works.
And, even those who referred to what we might call “actual distance,” did not
indicate that their communication strategies changed as this distance changed.
Several respondents indicated that the nature of their work did not depend on
their physical location; their work would not change if they worked at home
instead of in an office, for example. One respondent stated the following:

It's kind of hard to say just because this is such a weird job. |

mean, if | was in an office outside of the home, 1'd still be just as

remote in one sense, because my work is outside of any office,

because it’s traveling to schools or that sort of thing. So, whether

my office was here or somewhere else, | don't think it makes a

difference.

Another respondent commented as follows:

| sat at my computer all day long and talked on the phone and
went to visit clients and sat with them, and then came home and sat
on the phone some more. | did essentially exactly the same thing
| would have done when | was in the office except for | tended to
work longer...

Thisis not necessarily a surprise to the distance worker, “I think we could
pretty much do our job from wherever. | mean, it’snot brain surgery. We don't
have to touch anyone physically.”

Communication strategies of distance workers reflect and respond to the
ways in which they conceptualize distance. This section presents two such
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conceptualizations: distance as a feeling of connection to a group of other
individuals, and distance as one’s “presence” in a location. In these
conceptualizations, distance becomes something that is perceived rather than
measured. As such, communication strategies may act to either increase or
decrease the extent to which individual s perceive themselvesto be working “ at
a distance.”

Distance as connection

Themost common perception of distanceisthat of connectionto others. For
most respondents, frequent conversation was critical to establishing and main-
taining afeeling of connection. Respondents varied, however, in whether they
saw distance work as necessarily decreasing opportunities for conversation.
Sometimes, individuals saw working at a distance as removing them from the
occasions of talk:

| have a really good friend who | work with. She only lives in

Walnut Creek (half hour car trip) but we never talk. It seems like

so much effort to call her up just to chat. There’'s no yelling over

the cubicle, that kind of stuff that keeps you connected.

Other respondents referred to missing out on “water cooler talk” or talk
being easier when colleagues are “just being a few offices down.” For these
respondents, F2F interactionswere crucial to connection, “ And[invirtual teams]
you don't get that true interaction asif that person were right at your desk and
you were asking him something.” Many respondentsindicated that some types
of relationshipscould not devel op without F2F interaction, particularly mentoring,
client development, or customer service, and instruction or training.

To compensate for this perceived lack of connection, respondents advo-
cated a number of communication strategies. The most common was to create
special occasions for coworkersto come together for conversation and interac-
tion in a F2F context. One occasion is the launch of a new team:

| think before the virtual teamer gets integrated onto the team,
you need to invest in some form of face to face contact with the
rest of the team. So, when you first bring them on, fly them out to
your office, get to meet them face to face, spend a day with them,

get to know them as people, and then the working relationship is

better moving forward.

Another occasion isannual meetings:

| just came back from the meeting in San Diego and the meeting
itself was pretty much a waste of time, ... but it's strange, because
you see these people once or twice a year and you feel like they're
really your good friend and you know them so well...
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For some, such meetings seem to provide relationship development in a
concentrated form:

The one thing that helps me stay connected or feel connected?

That's a really hard question. Well, the things that, | mean, | know

this sounds nuts but like our annual meetings are crazy. They are

so much fun. People live for them. | mean, they're like big class

reunions. And, that helps a tremendous amount.

A second strategy wasto use technol ogy to maintain or increase one’ slevel
of conversation with others. In a sense, by increasing connection, workers
actually decrease distance:

Because my very best friends in the company are located in San
Diego, Omaha, S. Louis and Honolulu. You know, | can’t just go

see them, | can’t say like, hey, let's go get coffee. ... But, with

email and voicemail, we probably talk anywhere from three to 20

times a week. And, we really keep in touch that way and it really

helps to keep you from feeling so isolated in a job that could get
really lonely.

Or, asonerespondent commented, dismissing theideathat distanceworker
would feel less connected, “Well, when people are calling you all day long, it's
hard to disappear.”

A final communication strategy for increasing connection was to plan or
scheduleinteraction. Thisranged from bei ng more conscientiousabout planning
meetings, to arranging social engagements such as lunch dates. As one respon-
dent remarked, “If you want to be around people, you have to plan it.”
Communication becomes strategic, rather than taken for granted:

For one thing, you have to put yourself out. You can’t expect

people to come to you. You can’'t go to meetings and sit there and

hope that everybody comes over and introduces themselves to
you. | mean, you have to go out and introduce yourself to them.

Inthisperspective, communicationisintentional, andindividual sarereflec-
tive about what mode of communication is necessary, “Look at the task that
needs to be accomplished, and map it to the interface that is necessary to
complete the task.”

Distance as“ presence”

A second conception of distance is tied to a sense of place or location.
Distance becomesthe perceived proximity to that place, or to the kind of social
environment that one would beimmersed in at that place. It isinthisconception
that the idea of the “ office” becomes most salient:
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Yeah, | guess it would have to, because, if you were not the kind
of person that could work in this situation, and you needed to be
in the same place every day, and to have people, and be in an
office, and that kind of environment, you couldn’t do this job.
Because, this job can get lonely.

For some, an office environment is not desirable:

| could not stand having to go to the same building, and sit in the
same office, and do the same thing, in the same place, with the
same people, every single day. | would go insane.

Y et, others miss the office environment,

| think it's harder, because sometimes you want that immediate
gratification. And you want a quick answer ... | have my GM
located in San Jose, and she's not always available, so | have
schedule time to meet with her to discuss certain issues when had
she been in the office | could know what she was up to and then
maybe just pop in and get my question answered really quickly,
so | find it at times frustrating ...

Inthisconceptualization, distance can mean, ontheonehand, independence
and increased control over one's own work that comes from being freed from
the expectations of office life. For example, office workers may be expected to
always be available; distance workers appreciated having fewer interruptions.
Inparticular, respondentsvalued the ability to avoid theinformal social interac-
tions that for them characterized office work:

Like being in an office, when | was in the school, and | hadn’t

always been a teacher, | had worked in different business offices

before, but a lot of time gets wasted with just people chitchatting.

And, the same thing happens in school, and | was never really

able to get any substantial work done.

The view of another respondent issimilar:

But | know | do work smarter. You don’t realize how much of your
day is spent socializing when you're at the office. When | go in |
get annoyed that people talk so much and don’'t even work.

Onthe other hand, distance from an office can al so mean missing out onthe
advantagesthat comefrom beinginvolved with coworkers, such aslearning from
oneanother’ sexperiences, resources, and knowledge. A number of respondents
recognized thisand responded with communication strategiesthat recreated the
sense of an office, virtually, for example, through electronic lists or online
newsletters. For our respondents, these virtual offices decrease the sense of
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distance, while avoiding what they perceive as the shortcomings of a physical

office:
One of the things that they [the organization] did do is they
provided an email list. And, | think that the thing that made it so
attractive to so many of us was that now we could talk to each
other. You know, not only could we communicate with our
corporate office and our printing plant, but now we could email
each other. And, that was fabulous.

Our findingsshow clearly that distanceismanipul ated strategically through
communication strategies, such that distanceiscreated, conveyed, and managed
communicatively. In other words, distance workers constitute distance through
communication.

Distance and Emotion

Oneconsequence of thesocial constitution of distanceisthat it reconfigures
the emotional relationship distance workers havewith coworkers, the organiza-
tion, and thetask at hand. M odel s of mediarichnessand social presence describe
atype of distancethat isfelt more than onethat is observed. Individual s cannot
easily measure the distance between themselves and coworkers, but they can
feel acertain amount of distance from one another. The findings presented here
show that distance workers have distinct emotional responses to and relation-
ships with various aspects of their job, precisely because they feel a certain
amount of distance from the typical trapping of work office life.

Distance workers in this study largely felt that the distance between
themselves and their coworkers was positive for a number of reasons. Partici-
pants said repeatedly that they felt more productive and relaxed when working
at adistance from coworkers. They did not haveto “wastetime” worrying about
office dynamics and other problems that occur in normal office settings. As
suggested above, they instead could focusintently onthework and improvetheir
own productivity.

In thisway, participants viewed an increased feeling of distance from the
office and from coworkers as an advantage of distance work. As members of
virtual teams, participants noted that they did not have to make small talk with
the people they did not care for and did not have to worry about appearances,
dressing appropriately, of being uncomfortable in the office. Feeling distanced
from their job helped participantsto feel more relaxed and energized about and
committed to their work.

Although perceiving moredistancefromtheir job wasgood for participants
in terms of their productivity and overall morale, increased distance could
increase anxiety if, as one participant noted about her work, “you’re just still
going or you work alot on the weekends and things like that just because it’s
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there. You' re not as distanced from it.” So, while distance workers might feel
more distant from the pressures put on them by coworkers, they may also feel
more stress from a more intimate relationship with their work.

Distance workers who participated in this study experienced a critical
emotional conflict that placed them in a paradox: They were happy to be
distanced from coworkers so that they could focus more on their own work, but
lack of interaction with those same coworkers made them feel overly anxious
about their work. In order to assuage this tension, participants enlisted several
strategies. One key move distance workersin this study made in order to move
their focus off their work alone was to reclaim informal communication.
However, participants did so by taking advantage of the distance that they
already enjoyed for allowing them to avoid much of what they perceived to be
the senselesstalk that occursinthe office. One participant recounted amovethat
her team members made in this direction:

Well, actually, one of the things that a lot of us have now is we

have formed our own like, Yahoo's users group thing, and there's

about 10 of us, and so, it's really neat. Because, if you have a

problem or question, you can email and everybody gets it and

they can respond if they choose, that kind of thing.

Participants observed that rather than calling others or arranging F2F
meetings, they often engaged in asynchronous forms of communication when
they wantedtotalk informally. By doing so, they could respond to the comments
they wanted to and could also participate only when they wanted distraction or
help. However, not all of the communications activities arranged by distance
workersinthisstudy were asynchronous. Participantsexplained that they would
often take advantage of times when they were able to talk live with coworkers
to serve adual purpose: (a) to be able to spend afew minutes concentrating on
something other than the work, and (b) to maintain working relationships by
interjecting planned brief social interactions. Asan example, many participants
acknowledged that they would call a coworker on the telephone three or four
minutes before a scheduled client call so that they could talk socially. The
distanceat whichthey worked, however, allowed them to plan theamount of time
they wished to talk, thus helping to reduce their work anxiety, while simulta-
neously restricting the annoyance of too much social time. As one participant
commented:

If I call [our sales rep], | always ask her how she’'s doing, what

did you do over the weekend, you know, she took a few days off,

well, what did you guys do, did you go on a bike ride, you know,

how’s your Mom doing... it takes the focus off of work for a while.
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Thedistance from coworkersand workplace experienced by participantsin
this study created distinct and often conflicting emotions. Participants were
awarethat distancefunctioned to attract or distract them fromtheir job and work
tasksin avariety of ways. Participants were clearly aware that they could also
usetheir feeling of distanceto their advantage by enlisting strategiesthat would
helptocontrol it, and thushel pthemto obtai n optimal emotional connectionswith
their coworkers and their work.

Distance and I dentity

Thetraditional understanding of identity creation posits that an individual
observes and adopts the values, attitudes, and behaviors exhibited by others.
Essentially, thisistheprocessof identification that isnot only continuousbut al so
assumes F2F interaction as a necessity. The traditional understanding of the
processof identification ischallenged by the emergence of the distance worker.
It would seem working at a distance would hinder the process of organizational
identification due to the lack of F2F interaction. However, the process of
identification evolved for distance workers, as technologies such as voicemail,
e-mail, corporate chat rooms, and video phones provided mediated interaction.
For themajority of individual sinthisstudy, the process of identification wasnot
hindered by physical distance, but in fact, it was enhanced by the ability to use
technology to apply “quality control” to their interactions, eliminating unneces-
sary “water cooler” gossip and focusing on talk that accomplishes tasks and
establishestrusting relationships. What emergesfromthisstudy istheevolution
of the process of identification as mediated interaction. Distance workers
characterize their distance work processes as the same as the office work
processes and further associate these behaviors with their identities as profes-
sionalsof their organizations.

One of the first findings presented above is that participants described
distancework asnodifferent fromworking fromtheoffice. Thisfindingiscrucial
to understanding theidentification processes of distance workers. Ononelevel,
the perception is that it makes no difference to their work. But on a more
important level, distance work makes no difference to their identity. One
participant emphasized that she was no different from other organizational
members when stating the organization understands her “not as Sarah,
Telecommuter, but Sarah, Global Communications Professional.” Distance
workers emphasized their work as simply taking place remotely, but the values
and behaviors associated with their identities as organizational members could
not be differentiated due to working at a distance.

This finding accentuates a new conceptualization of identification and
distance. Physical distance did not prohibit interaction for the process of
identification; rather, distance workers utilized mediated communication as a
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means of developing and maintaining professional identities. Workers used
various strategies, depending on their communicative preferences: sustaining
constant contact with others through telephone conversations, engaging in
informal social talk, or being able to be reached at any time. The particular
strategy is not as important here as is the observation that distance workers
actively managed their identitiesinaway that would occur “ naturally” if they did
not work at a distance. The socialization of organizational values and expected
behaviors occurred through mediated interaction.

A further findingisapossible professional identity of the" distanceworker.”
Participants described the particular personality traits and behaviors that dis-
tance workers possessed. For example, all participants described how the
distanceworker actually extendsthe workday and workslonger and harder than
those at the office. Although remote work routines may parallel the office
routines, distance workers identified with the values of working longer and
harder than those at the office. Thus, the identity of the distance worker begins
toemergeasnot simply amember of aparticular organization but onewhoworks
harder than those at the office. Distance heredid not mean that theindividual was
less a part of the organization but was actually more committed and more
dedicated. For example, as a participant said:

...My tendency was to always work longer... you're always
tempted to go and just say, oh did that email come in, or is there
something else | need to do, can | tweak that paragraph. It's
pretty hard to draw the line.

Participants described working remotely as corresponding to the val ues of
working hard and producing for the organization that provided the opportunity to
work at a distance. Technology for the distance worker reconceptualizes the
meaning of distance. Physical distancedoesnot alter the sense of work practices
andit doesnot alter theloyalty and dedication of organi zational members. Rather,
technology providesan*“always-on” connectionaswell asmediated socialization
of how to be a distance worker.

The process of identification has not altered for distance workers in the
sensethat interactionisnecessary inorder to observeand adopt thetraits, values,
and behaviors expected in organizations. What evolved are the types of
interaction and the means for interaction. Identification for distance workersis
to connect with organizational membersthrough technol ogies. Through e-mail,
telephone, chat rooms, and so forth, the distance worker connects to and
interactswith other members, who provide socialization on how to be not only a
member of the organization but also a distance worker for the organization. To
fully exemplify this, one participant stated thefollowing:

It [distance work] definitely takes a kind of personality. It also

takes a sort of commitment and sort of a belief in the organization
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(and | hate to sound corny), but [its] philosophy...And to feel
connected, you sort of have to believe in that. And, | obviously
believe in it, but the people that work here, | think do as well. And,
to feel connected, you sort of have to buy into that idea...you're
just the kind of person that you work [here].

CONCLUSION

The findings presented in this chapter lead to implications for theory and
practice about the conceptualization of distance among virtual team members.
As revealed in distance workers' observations of their work arrangements,
distance is much more than amere outcome of the use of ICTs; it israther atool
virtual team memberscan useto managetheir relationshipswiththeir coworkers
and their organizations. Media choice theories such as social presence theory
and mediarichnesstheory paid attentionto thewaysinwhichindividual sattempt
to reduce distance through the selection of an appropriate medium. While such
theories were instrumental in directing attention to how distance can be
perceived to be reduced, they have not addressed how distance can be used
strategically to benefit distanceworkers. Our findingsurgeareconceptualization
of distance as a multidimensional construct created and maintained through
communication practices and not only through physical location. Although we
have only scratched the surface in this chapter, we began to show several ways
in which distance workers use distance strategically to create communication
practicesthat work to relate them to their jobsin specific ways, ways that were
not possiblein traditional office work arrangements.

Beyond social presence and mediarichness, thereis evidence that technol -
ogy is central to the perception and creation of distance, but thisisnot so much
aproduct of media characteristics. Instead, workers actively engage to control
and shape perceptions of distance. The use of technology is one part of alarger
strategy for adapting to distance work. The use of multiple technologies, in
particular, appears among our respondents as critical to avoiding problems and
maximizing the potential of distance.

A second key finding is the relevance of the kind of work to the nature of
distance. What to some is anxiety-producing isolation from coworkers is to
others a way to become more connected with clients. When working at a
distance, participantsin this study were cognizant that the space that separated
them from their virtual team members was both positive and negative in terms
of their own well-being at work. When focusing on the task-based functions of
their jobs, most participants felt that working at a distance enhanced their
productivity and efficiency on the job. Accordingly, participants used a variety
of communication strategies in order to maintain a certain amount of distance
from their coworkersin order to take advantage of thisincreased work ability.
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When musing on the maintenance-based functions of their job, however, many
participants observed that distance created isolation. In order to combat this,
participants enacted several communication practicesto mitigate the perceived
distance in their work arrangements.

Third, our study reinforces the findings of earlier studies regarding the
critical link between distance and time. Distance work is often adopted in order
to control one's time and schedule; virtual teaming requires conscientious
planning and scheduling of time. Distance workersmust not | et their work bleed
over into personal time. Most participantsin this study perceived an orthogonal
relationship between distance and time. First, as distance from virtual team
members increased, so did the amount of time participants felt that they could
spend on work tasks. Second, as participants spent more time interacting with
one another via different communication media, they felt that the distance
between them decreased. It is important to keep in mind that both of these
relationshipsare perceptual and not necessarily related to any objective measure
of distance. For participants in this study, time was often the independent
variable that influenced participants’ perceptions of distance.

Theseinsightssuggest practical strategiesfor managersand team members
to use to understand how distance — and feelings of connection — are created,
and how this might improve work practices and team dynamics. Overall, these
findingsmay challengetheideaof distance, asastableconstruct for understand-
ing thistype of work in comparison to traditional office-based work. Distanceis
fundamentally relative. Any objective sense of distance is possible only if we
start with a single location as representing the heart of an organization and its
work. Y et, what thisstudy demonstratesarethe possibilitiesfor organizationsto
mirror what workers have already done, and use distance strategically. For
example, by giving workers laptops, work is disengaged from an office, and
distanceis measured by aworker’ s accessto ahard drive and modem. L ocating
workersat client sitesmay makethem physically distant from the office but may
also heighten their identification as members of the organization by actively
representing it to others.

In sum, paying attention to distance as an opportunity directs our attention
to the way it is strategically manipulated through communication practices.
Distance workers have clearly begun to challenge our traditional notions of
distance and prompted usto examineitsrolein the creation and maintenance of
virtual teams.
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Chapter X

How Hard Can It

Beto Communicate?

Communication Mode and
Performance in Collabor ative

R& D Projects

William H. A. Johnson, Bentley College, USA

ABSTRACT

Survey data and case studies of collaborative R&D projects are used to
analyze the relative usage of communication modes [e.g., face-to-face
(F2F), categorized as soft modes, versus written, categorized as hard
modes]. Incremental (versus radical) innovation projects tended to use
more written communication, as did those in which project managers
defined the significant problems. Those with high ambiguity or equivocality
did not rely more on F2F, but predictably, conflict and goal changes
negatively impacted communication and performance. Despite managers
insistence that F2F communication is critical, only the use of written
communication was associated with project success. Soft communication
modes (F2F) may be needed to set direction in projects involving radical
innovation, or any other project in which goals are unclear and not well
agreed upon. However, when the innovation is incremental, and goals are
understood and accepted, the use of hard communication modes (written)
is no deterrent to success.
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INTRODUCTION

Does the fact that virtual, geographically dispersed research and devel op-
ment (R&D) teams have to depend more heavily on computer-mediated and
written forms of communication, designated “ hard” modesin thischapter, have
an effect on project success? Specifically, as might be predicted from intuitive
thinking about communication modes, does this put them at a disadvantage?

Described inthischapter isresearch that examinesthese general questions.
It begins with a succinct discussion of past research on communication,
colocation, and project performance, which focuses on the relative effect of
communication modes, described along a continuum ranging from hard to soft
modes, on project communication and performance characteristics.

Hard modes are tangible channels of communication, such as documents
and computer-mediated communication (CMC), that rely on “hard” technolo-
gies. Soft modesutilizesocial interaction, or “ soft” technol ogies, archetypically
through face-to-face (F2F) contact. Virtual teams and geographically dispersed
collaborative projects, by definition, must rely to agreater extent on hard modes
of communication than do nonvirtual, colocated teams. Does that put such
projects at a disadvantage in terms of achieving success, as extant research and
theory on communication modes suggests it might? The conclusion of the
literature review is mixed, and it is suggested that this is due to significant
variablesof thefunction of communicationwithin project management that were
neglected in past research.

Several hypotheses were developed and tested using a survey of collabo-
rative R&D projects sponsored by a private consortium engaged in funding
research on intelligent systems and robotics technologies, called PRECARN.
The sample (n = 25 projects) constituted 80% of all the projects sponsored by
PRECARN. While most of the hypotheses were confirmed, there was one
interesting finding. While managersinsist that soft communication modeswere
the most important for project success, the data did not provide strong support
for that claim.

Thefact that hard modes were significantly and positively associated with
project success suggests that virtual teams may not be at a disadvantage after
all, duetotheir more heavy use of harder modesof communication, provided that
certain criteriaare met. The chief criterion appears to be the lack of conflict or
equivocality and asolid agreement among project participants asto the goal s of
the project. The chapter concludes with a discussion of the situations in which
soft modes may be necessary, based on normativetheory and case analysesfrom
the larger research project. From the analysis, several suggestions for manage-
ment are made regarding the situations in which virtual teams may effectively
rely to alarge extent on hard modes only.
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BACKGROUND

A substantial amount of research was conducted on the role of communi-
cations and information sourcing in R& D projects and other teams designed for
innovation. Seminal work was conducted by Allen (1977) and resulted in a
number of related works (e.g., Nagpaul & Pruthi, 1979; Pasquale, Triscari, &
Wallace, 1985; Ritchie, 1977). Much of this early research dealt with the flow
of information and suggested that col ocation of individual sled to greater informal
contact and eventually greater communication flow. For example, a 10 meter
increase in distance was found to result in a 70% decrease in probability of
informal contact (Allen, 1977). All of this data suggested the importance of the
likelihood of F2F contact to information flow (Allen & Fusfield, 1975; Hough,
1972; Rothwell & Robertson, 1973; Tomlin, 1981).

F2F contact can be categorized as a soft mode of communication, which
requires social interaction skills and is synchronous (i.e., taking place in real
time). Hard modesinvolve communication across geographic distancesand may
be asynchronous (McDonough & Kahn, 1996), utilizing digital and artificial
technol ogies for communication purposes. Hard and soft modes can be visual -
ized as anchor points along a continuum of communication technologies or
channels, asillustrated in Figure 1. While the designation of modeisequivalent
in many ways to the well-established categories of media richness theory, the
terms of designating mode are used here for a number of reasons. One reason
stems from the notion that each mode implies the primary use of either soft or
hard technologies (McDonough & Kahn, 1996). Furthermore, the term “rich-
ness’ implies a judgment that hard modes of communication, such as written
documentsand e-mail messaging systems, are somehow | esspowerful or worthy
(rich) mediathan F2F communi cation asmodesof communicationingeneral. For
example, information flows in some F2F situations may actually be as con-
strained, or more so, as compared with the case of written documents, and thus
no richer as a medium of communication in decreasing equivocality (Schmidt,
Montoya-Weiss, & Massey, 2001). A final reason stemsfrom theintuitiveusage
of theterms* hard” and*“ soft” inreal project management situations. Soft modes,
as designated here, are often thought to require soft skills by managers for
effectivecommunication. A hard modeintheform of awritten document isoften
referred to as a “hard copy.” Along the continuum of usage depicted in Figure 1,
project managers often refer to e-mail messages as* soft copies,” distinguishing
them fromthe hard copy mentioned earlier and implying that the communication
technology fits where it was placed in the schematic of Figure 1.

Two major categories can be used to distinguish hard modes from soft
modes. The first category is time. Harder modes tend to be “timeless” in their
communication power, because they exist outside the immediate interaction
between sender and receiver and, therefore, allow for asynchronous communi-
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Figure 1: Communication modes, their characteristics and similarity to
information richness.

Communication Continuum Time & Information
Technologies of Modes Colocation Richness Similarity
Face-to-face meetings Soft Synchronous& High Media
Colocated Richness

Personal telephone calls

Virtual conferences

Email
Fax

Hard Asynchronousé& Low Media
Letters Disper sed Richness

Source: Based on Daft and Lengel, 1984.

cation. For example, awritten document may bestoredinafilefor yearsand then
be reexamined asif it were new. The second category is geographic space or
distance. Hard modes, asthey may be disembodied from the sender, can also be
useful in communicating over great distances. Soft modes, particularly the
archetypal mode of F2F communication, require synchronous colocation. Thus,
the softer a communication mode becomes (or more toward the soft mode end
of the continuum of Figure 1), the more constrained the communication isin
terms of time and location. Of course, thispointsout that the designation of hard
versus soft along the continuum is a matter of degree, such that communication
technologies need to be compared to see their relative positions along the
continuum of Figure 1in designating the softnessor hardnessof themode. A new
communication technology, such as the virtual F2F meeting, for example,
involves a mixture of hard and soft technologies, but in comparison to areal,
colocated F2F meeting, it isconsidered aharder mode of communication. Inthe
research described here, thearchetypal formsof mode (i.e., F2F communication
for soft modes and written documents for hard modes) were used.

Recently, researcherslooked at thedifferent rol esthat each communication
mode playsintheR& D processestaking placeacrossorganizational boundaries.
This is pertinent, because the R&D processes within and between many
organizations are increasingly dispersed geographically (Gassmann & von
Zedtwitz, 1998, 1999; Gerybadze & Reger, 1999) and thusrequire harder modes
of communicationininterpersonal interaction. Anempirical question arisesasto
whether this requirement in utilizing hard modes of communication puts these
types of geographically dispersed virtual projects at a disadvantage. For ex-
ample, arecent study of virtual teams at Sabre, Inc. indicated that the major
challengesfor managing virtual work groupswere building trust, cohesion, and
teamidentity, and overcomingisolation among team members(Kirkman, Rosen,
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Gibson, Tesluk, & McPherson, 2002). In general, it is often believed that there
isarequirement for the presence of at |east some soft modesfor project success,
at least at the beginning of projects (Boutellier, Gassmann, Macho, & Roux
1998). It was even stated (Handy, 1995) that “ paradoxically, the morevirtual an
organi zation becomes, the moreits people need to meet in person” inrelation to
trust building.

A review of the literature, however, suggests that there are mixed results
regarding the effectiveness of soft modes on project performance. Some studies
suggest the primacy of soft modes to project success (Allen, 1977; Boutellier,
Gassmann, Macho, & Roux, 1998; Daft & Lengel, 1984, 1986; De Meyer, 1985;
Lewis, 1998; McDonough & Kahn, 1996; Pinto, Pinto, & Prescott, 1993). Other
studies suggest no relationship, implying that hard modes suffice for successin
virtual projects(Ocker, Hiltz, Turoff, & Fjermestad, 1996; van Engelen, Kiewiet,
& Terlouw, 2001; Y 0o & Kanawattanachai, 2001). In other studies, conflicting
evidence was found (Hauptman, 1986; Hedlund, Ilgen, & Hollenbeck, 1998;
Kivimaki, Lansisalmi, Elovainio, et al., 2000; Patti, Gilbert, & Hartman, 1997;
Schmidt, Montoya-Weiss, & Massey, 2001).

THEORETICAL PREDICTIONS

The theoretical literature suggests an explanation for these contradictory
findings. Theinformation tasks performed viacommunication may be amoder-
ating variable. The analysis concerning the information tasks performed by
communication modes, whichisbriefly described in the next few paragraphs, is
summarizedin Table 1. It stemsfrom Daft and Lengel’ s(1984, 1986) influential
media richness theory combined with the principles of process management.
Normative theory suggests that soft modes, which in mediarichnesstheory are
known as a “rich communication medium,” will be needed at different times
during a project to build a shared understanding among project participants or
reduceequivocality, defined (Daft & Lengel, 1986) as" the existence of multiple
and conflicting interpretations’ (p. 556) of asituation. Thiswill be most often
needed at the project’ sbeginning (Boutellier, Gassmann, Macho, & Roux, 1998).
Hard modes, typically seen as “lean media’ channels of communication, are
most useful for the integration of data and information used for decreasing
uncertainty. Hard modeshel p decrease uncertainty, whichis, by definition, alack
of information, by providing moreinformation on aspecific but highly uncertain
problem. Theresulting artifact of hard mode communication (e.g., pieceof paper
or e-mail message) can be extensively examined and referred to in decision
making over time, whereasdecisi on making in soft mode communication may be
more ephemeral (videotaping the soft modeinteraction may helpin utilizing the
communication over timeby allowing for reexamination and rei nterpretation; but,
note that the resulting videotape would then be categorized as a harder mode of
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Table 1. Theoretical analysis of communication mode.

Framewrork Hard Modes Soft Modes
Teclmolozies Teclonques  [rdtemahion and Focal- Face to Face Contact
Hilezmead Fonmrne aton

eclnolbgies (TCTs) THF Meetings”
[ Whitien Domuverds
[ledia Faclmess Thecyy  Dectemes Tncertanty  [Decreases Equivnca]itjr
[Frocess Maazement Planagzes Dlamazes
[Fespechve FOUTTINE Processes MOH-EOUTINE Processes
Chrecton of Technolbgzical [neremertal [Fadioal
Drrweeation
[Meeded v hen? Treestambris lighand  Phaed undevstand mz of
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communication). lronically, despite their power in promoting real-time social
interaction, soft modes can be confounded by social influence (Nemeth & Staw,
1989; Schmidt, Montoya-Weiss, & Massey, 2001). Under conditionsof real-time
social interaction, new information may beignored (Stasser & Titus, 1987), and,
because reducing uncertainty requires moreinformation, soft modeswill not be
as useful in decreasing uncertainty. Thus, a theoretical analysis suggests that
hard modeswill be more associated with uncertainty reduction than soft modes.

Analysisof theinformation tasks performed by each communication mode
al so suggests that communication processesin incremental technological inno-
vation, whichwould beexpected to havelower equivocality associated with them
than more radical projects, will take place primarily via hard modes. It is thus
predicted that incremental innovation projects will use hard modesto a greater
extent than will radical innovation projects. According to the framework
summarized in Table 1, such aproject will also be associated with uncertainty
reduction. Atfirst glance, it might seemthat radical innovation projectsal so need
uncertainty reduction. Eventually in the devel opment of a new technology this
may betrue; however, it isargued that whereasincremental innovation requires
reduction in uncertainty, radical innovation, by its very nature, tends toward
utilizing uncertainty for innovative purposes. That is, uncertai nty reduction does
not necessarily lead to successinradical innovation until theinnovationisbetter
known — but by then, it may be considered an incremental innovation. Assuch,
radical innovation may require taking many uncertain paths to lead to success,
but incremental innovation requires project participants to stay closer to the
original incremental objectives. Thus, anincremental innovations project should
utilize hard modes more extensively.

Research findingsby Zack (1994) into the use of electronic messaginginan
ongoing work group that performed cooperative tasks comply with the predic-
tions made in Table 1. For example, he found that communication was more
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effective: when F2F meetings were used to build ashared interpretative context
when it wasdeficient; when el ectroni c messaging wasused to communicate only
within an existing shared interpretative context; and when communicators
complied with communication procedure by choosing the expected mode of
communication. Another case study of one distributed R& D community found
soft modesrelated to equivocality reduction and suggested that asthe compl exity
of the group tasks increased, so should media richness (Lewis, 1998).

With the above arguments and observationsin mind, the following hypoth-
eses were made:

Hypothesis 1: Project managers perceptions are that both soft and hard
communication modes are equally important to project performance.
Hypothesis 2: Both soft and hard communication modes are equally important
to project performance.

Hypothesis 3: Greater total frequency of communication is associated with
greater project performance.

These first three hypotheses are general and concern the effect communi-
cation is believed to have and actually does have on project performance. The
first two can be seen asnull hypothesesregarding differencesin communication
modes. The former tests the perception of management, and the latter tests the
actual relationship utilizing data from the research described next in the
methodol ogy section. The communicationsliterature suggeststhat communica-
tion in general and both types of modes are important to the process of project
management, but that some will be more or less important than others at
particular timesduring the project (e.g., Boutellier, Gassmann, Macho, & Roux,
1998). Longitudinal effects were not tested with the data here. However, given
the cross-sectional nature of the research, the overall perception of managers
should reveal that both are important to the project in general. The next
hypotheses are contingent hypotheses |ooking specifically at types of tasks and
project innovations and their associated communication modes.

Hypothesis 4: The more incremental the technological innovation of the R&D
project, the greater the use of hard modes of communication in general.
Hypothesis 5: The more centrally defined the problems (i.e., when goals are
determined by project management and not participants) of the project, the
greater the use of hard rather than soft modes of communication.

These two hypotheses rel ate to the argument made above concerning hard
modes, which theory suggests are useful for uncertainty reduction when
equivocality isnot aproblem. A reduction in equivocality is operationalized as
centrally defined problemsand goals. Hypothesis5 specifically looksat theratio
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of hard to soft modes, suggesting that although soft modes may actually be
utilizedin casesof well-definedincremental projects, their relativeutilizationwill
be less than that for hard modes.

Hypothesis 6: The greater the changein aproject’ sgoals during the project, the
greater the use of soft modes of communication.

Hypothesis 7: The greater the conflict over aproject’ sgoals, the greater the use
of soft modes of communication.

These last two hypotheses relate to the argument made above concerning
soft modes, which theory suggestsare useful for equivocality reduction. Chang-
ing project goals is an indication of increasing equivocality, and conflict is
ultimately manifested asequivocality. Normativetheory suggeststhat the use of
soft modes of communication should be used to counteract equivocality.

Of course, it must be kept in mind that media richness theory and the
analysis made here are based on normative arguments. Just because a project
hasagreat deal of equivocality doesnot mean it will utilize soft modes but only
that it should utilize soft modes. This should be the case in well-performing
projects, so the hypotheses above can be used to test this normative behavior
when also looking at performance. The reason that projects should utilize soft
modes under increasing equivocality is because of their positive effects on
performance under such conditions. Or, put another way, utilizing soft modes
under increasing equivocality will help in avoiding the negative performance
effects associated with conflict. As discussed later, evidence suggested that
misalignment with the predictions of the normative theory was associated with
low performance. Briefly described in the next section are the data used to test
these hypotheses.

METHODOLOGY

The data reported here were obtained from a survey of 25 collaborative
R& D projectsinvolving at least three different types of organizational partici-
pants. Each project utilized a combination of soft and hard modes. All projects
involved various participantswho weregeographically dispersed, suchthat much
communication and work was done virtually, although top project management
met F2F periodically and during emergenciesthroughout any particular project.
The actual ratio of soft to hard modes depended upon the particular needs and
management stylesof individual projects. Thecollaborative R& D projectswere
part of 32 projects (of which 30 were potential respondents due to time and
memory issues) that to that date were all sponsored by PRECARN, a private
consortium engaged in funding research on intelligent systems and robotics
technologies (examples are a digital microscope capable of analyzing aliving
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sampl e utilizing multiple spectroscopic testsand alumber grading system based
on noninvasive measuring techniques). The research was part of alarger study
that examined the factorsand processes of technical knowledge creationin such
projects. In that larger study, six of the projects were examined in more depth
using a case study methodology (Yin, 1989). Data pertaining to the issue of
communication modes in the project is reported here from the survey and the
case studies.

In both cases, data were obtained from the senior management of each
project. In the case studies, this meant interviewing the senior manager or
participant from each of the organizations involved in the collaborative R& D
project. Twenty-one people were interviewed from six projects. Most of these
interviewstook placearoundthetimeof project completion, sothat memory bias
was hot thought to be problematic. In the surveys, project leaders and, in some
cases, other senior managers provided responsesto a self-report survey. Forty-
two responseswere obtained for the 25 projects, with 11 projectshaving multiple
respondents. Thiswasutilized in triangul ating responses and testing for internal
consistency of the items used. The research was conducted at the project level,
so each response within the same project was expected to be somewhat similar.
In fact, the inter-rater reliability (using Cronbachs alpha) for the projects with
multipleinformantsaveraged 0.76 (s.d. = 0.09; range = 0.62-0.90) for the survey
guestions used. Samples of the items examined in this chapter are displayed in
the appendix. The achievement of technical objectives was determined from a
two-item scale (+ = 0.72), and it signified project success for purposes of the
research. All survey items were measured using a Likert seven-point scale.

RESULTS

Displayedin Table 2 aretheresults of the survey item “How effectivewere
thefoll owing communi cation modesin advancing thetechnol ogi cal objectivesof

Table 2: Perception of the effectiveness of communication modes.
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Table 3: Spearman rank correlations.
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Table 4: Regressions on achievement of technical objectives.
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the project?” While hard modeswere perceived by management asimportant to
project performance (e.g., averages of greater than five on the seven-point
scale), the average of 6.4 for the archetypal soft mode was found to be
significantly higher than the other averages at a 99% confidencelevel. Assuch,
Hypothesis 1 was only partially supported. The evidence (i.e., mean responses
to survey items) suggeststhat managersthought that softer modes, in particular,
F2F meetings, were most important to project performance, even though
response means were high for the harder modes as well.

However, when the actual association between communication mode and
performance in terms of achieving technical objectivesisexamined, only hard
modes, and not soft modes, are significant. Thisis seen in the correlations of
Table3andtheregression analysisof Table4. Thus, Hypothesis2isnot entirely
supported. The evidence suggests that only hard communication modes were
significantly associated with the achievement of technological objectives.

Hypothesis 3 was supported. The scale of total communication regressed
on achievement of technol ogical objectives, aswell asthe correlation data, was
positiveand significant.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



184 Johnson

Displayedin Table5istheregression analysisfor the hypotheses concern-
ing hard modes. The evidence suggests that hard communication modes were
associated withincremental innovation, and thus, Hypothesis4issupported. The
evidence also suggests that hard, but not soft, communication modes were
associated with more defined problems, and thus, Hypothesis 5 was supported.
Shownin Table 7 isregression analysis using ascale of the ratio of hard modes
to total communication. This is an indication of the relative usage of each
archetypal modeinaproject, and theresultsfromthisanalysis, asshownin Table 7,
parallel those found for the modes when looked at independently.

Table 5: Regressions on hard-mode scale.
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Table 6: Regressions on soft-mode scale.
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Table 7: Regressions on ratio of hard-mode-to-total-communication scale.
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Table 8: Regressions on total communication scale.
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Table 9: Regressions on achievement of technical objectives.
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Shownin Tables6 and 7 areresults contradicting thetheoretical predictions
madeearlier. Hypothesis6 wasnot supported. I nfact, projectsinwhichthemain
goals changed were negatively, and strongly, associated with all the scales of
hard, soft, and total communications. This suggests that projects with changed
goals may have resulted in, or been the result of, negative and destructive
influencesthat resultedin, or weretheresult of, |esscommunication among team
participants. Although thisstudy doesnot and cannot makejudgmentsregarding
causation (e.g., does low communication cause poor performance or vice
versa?), theresultsin Table 8 confirm that goal change and total communication
within projects were, in fact, negatively related.

Hypothesis 7 was also only partially supported. Asseenin Tables8 and 9,
projectsinwhich thereweresignificant conflictsover goalswere negatively and
significantly related to the use of hard and soft modes, and in this case, goal
conflict also had asignificant negativerelationshipwith project success. (Again,
causation is speculative. It is impossible to tell in this study whether conflict
caused poor performance or vice versa.) Conflict over goals in these types of
multiorganizational projects often resulted in retreating to one’ s own organi za-
tion. Thisparallelsasignificant finding fromtheanalysison knowledgecreation

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



186 Johnson

factorsthat demonstrated that tension or chaosin collaborative R& D projectsis
often destructive and rarely “creative” (Johnson, 2002).

DISCUSSION

The results of the analysis suggest that there are moderating variabl es that
may havethe power to explain thevarying rel ationship between communication
modesand proj ect performance. Thefindingsleadto some practical implications
to managerial practice in managing communication processes in virtual and
collaborative R&D projects.

First, the results suggest that project managers need not worry too much
about the utilization of expensive soft modesif and when the project’ sgoalsare
agreed upon and the problemsto be solved by the project team areclearly defined
by management. The less that these conditions are met, the more likely soft
modes need to be utilized to ensure the project is successful. In a number of
cases, soft modes may not be needed. The devel opment of the open source code
for the operating system, Linux, is a case in point. This development was the
result of anetwork of volunteer programmers acting as atrue virtual team. One
reason for the success of such a constructionist undertaking was the simulta-
neous existence of standard and variant versions, where the selected definition
of the next generation was centrally controlled (Axelrod & Cohen, 1999). That
is, when aproblem in the operating system was defined (most often by the users
of the system), decentralized “volunteer” programmers (also users of the
system) worked on fixing the bug, but for the final adoption of the software,
Linux’s central management held the power to decide whether to keep the
solutionsgenerated. Assuch, problemswere concretely defined by the program-
mer-users, but the ultimate goals (via adoption of the solutions) were made by
central management.

A second major implication of the study points to the importance of the
management of conflict and the changing of goal's, which needscareful attention
by project managers. The data from the study suggest that conflict within
collaborative R& D project teamsisassociated with lessoverall communication
among participants, not more, although it is difficult to determine what causes
what. Shown in Table 8 isthe relatively strong negative relationship. Conflict
either resulted in less communication, or less communication resulted in more
conflict. Anecdotal evidence from case studies of the projects examined
suggests that both directions of causation may apply. It is easy to understand,
however, that conflict cannot be resolved without communication and, in
particular, without soft modes that allow for the expression of reconciliation in
collaborative projects. Reconciliation may bedifficultto convey viahard modes,
especially when disagreement already exists between parties.
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For example, in one of the projects studied, which was devel oping technol -
ogy toward a multimodal microscope system, the sections of theinitial project
proposal were written separately by two major participants and were then
spliced together. The resulting zeitgeist of the project environment was that the
main goals differed substantially for various project members. The lead re-
searchers for the project, which were at prestigious Canadian and U.S.
universities, felt that the commercial partner would not commercialize the
technology, because its expertise was in satellite optics engineering and not
microscopy. Communication started off poor and remained languid for theentire
life of the project. One potential project member dropped out early because of
lack of communication. Interproject conflictsinevitably devel oped, and commu-
nication, when it took place, was often via hard modes. A typical example was
a letter from a participant’s lawyer regarding intellectual property issues and
potential legal action. All inall, communicationwaspoor. Theoverall result was
that the project was suspended for 6 months, while the main financial sponsor,
PRECARN, intervened and helped facilitate negotiation sessions on the future
of the technology developed in the project. In the end, there was some measure
of success, becausethe technol ogical devel opment was sound, and theinterven-
tion of PRECARN management helped to facilitate reconciliation. However,
with better management and communication, the entire project may have been
more successful and completed earlier, thussaving time, money, and aggravation
ingeneral.

While the results reported here bode well for the utilization of hard modes
invirtual projects, amoreinteresting finding wasthelack of association between
soft modes and project success. While the specific hypotheses made were
rejected, the findings fit with the theory developed. The lack of soft mode
communicationin projectswith conflict and the associated poor performanceare
exactly what one would expect from the normative theory. Unfortunately, the
small “n” makes multivariate analysisimpossible, but theindependent relation-
ships between conflict, communication, and performancefit theoretical predic-
tions. Of course, another reason for the lack of evidence for Hypotheses 6 and
7 may be that goal changes and conflict did not affect most of the projects
examined in this research (e.g., the means for the goal changing and conflict
items were only 2.3 and 2.6 on seven-point Likert scales). However, what
appears to support the normative theory is that for those limited number of
projects that were affected by conflict, the effects were most often adverse, as
the one case study above indicates. Theory and practice suggests that in such
situations, more communication, particularly utilizing soft modes, and perhapsa
communicationsfacilitator, asinthe case exampleabove, isnecessary torealign
project participants’ commitment and shared understanding of the main prob-
lems to be solved. Further research is necessary to see if it is possible to
overcome such barriers in communication purely through harder modes of
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communication. Already, however, the research of Schmidt, Montoya-Weiss,
and Massey (2001) shows evidence of the superiority of virtual team decision
making over F2F in some situations, and van Engelen, Kiewiet, and Terlouw
(2001) described amethodol ogy based on hard modesthat improves new product
development team performance via managing polarity, a concept related to
conflicting interpretations of asituation or equivocality.

Overall, the findings of this research show that virtual collaborative R& D
projects may not be at a disadvantage due their necessarily greater reliance on
the use of hard modes of communication. What appears to be of utmost
importancetotheutilization of hard modesisthetype of technological innovation
and establishment of well-defined centralized goal s associated with the project.
The first may be beyond management’s control, but the second is definitely
something that management can utilize by making surethat project goalsarewell
defined and actively managed by project managers. In terms of mediarichness
theory, thefindingssuggest that |ow equivocality projects can utilize hard modes
extensively, without adverse performance effects. Under theseideal conditions,
hard modes can sufficefor project success. However, if and when these projects
undergo extensive goal changes or conflicts arise among project participants,
then communi cation takeson greater importance, and specifically, theutilization
of soft modes needs greater and more careful scrutiny. The general reaction
upon the introduction of conflict is often to decrease communication in general
and, ironically, soft communication modes specifically. Thisisthewrongthingto
doinsuch cases. While conflict may be agood thing in generating new ideasfor
solving the problems faced by the project, the combination of conflict and lack
of communication is a recipe for project failure. Soft modes in these types of
situations will be more effective than hard modes because of the need to
reestablish ashared understanding of the conflicting issues. Of course, in many
situations of conflict, communications take the form of hard modes because of
theuneasethat conflicting participantsmay feel in soft modesituations, like F2F
meetings. In situations of deep conflict, the use of afacilitator or moderator to
help in F2F meetings is suggested, based on the success of PRECARN's
intervention in the case mentioned above. Of course, before a facilitator is
approached, project management must recognize the conflict and the need for
greater, not | ess, soft-mode communication.

As with all research, there are limitations to the generalizability of the
findings. The biggest threat to generalizability concerning the recommendation
to use primarily hard modes for virtual projects is that the types of projects
examined in this research were engaged in intelligent systemsinnovations. As
such, they arewell suited to the use of computer-mediated technol ogies by their
participants, both because the technol ogies devel oped are often digital in nature
(making them ideal for hard mode communication) and because the participants
arehighly knowledgeabl e and experienced with digital formsof communication.

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Communication Mode and Performance in Collaborative R&D Projects 189

Asan interviewee in one of the projects studied stated, “ That’s sort of agiven
in our industry — everybody’slifeisaround e-mail. It’ s such an effective way
of communicating.” Lesscomputer-sophisticated participants may not beaswell
suitedto utilizing primarily hard modessuccessfully. However, withtheincreas-
ing use of e-mail messaging, thisissue should become less problematic. People
involved in virtual teams are most likely to be recruited with computer skills
anyway. Nevertheless, more research is needed in the area of communication
modeto determinethenuancesinvolvedingeneral practice, including theeffects
on other definitions of project performance. For example, the limitations of this
study meant focusing only on achievement of technological objectives, whichis
only one of many potential criteria of project success, albeit an important one.
Regardless, it is hoped that the results reported here provide a small glimpse
toward how to better manage communication in these virtual, collaborative
projects.

CONCLUSION

The research reported here found, as might be expected, that conflict was
associated with poor communication. But the fact that geographically dispersed
collaborative R& D projects, with heavy use of hard modes of communication,
might be at a disadvantage was not found, as projects primarily utilizing hard
modeswere al so associated with successin achieving their technical objectives.
Instead, it seems that careful design of virtual projects can create a context in
which hard modesof communicationwill suffice. Thus, with careful design, hard
modes of communication may create a sufficient sense of relationship or media
richness to prevent the breakdown of communication that is associated with
project difficulties. Managers who do not have the option of using soft commu-
nication modes|like F2F meetings may take comfort in the knowledgethat under
certain conditions, they can successfully manage the communication processes
that lead to positive project performance within the virtual collaborative R&D
project.
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APPENDI X

The items concerning managers' beliefs of the varying importance of
communication modes are listed in Table 2.

Items concerning frequency of communication camefrom survey questions
asking respondents to choose along a seven-point scale from never to often:

How often were various communication modes used (Never — Often):

. Face-to-face meetings were used as important sources of ideas.

. Face-to-face meetings were used for developing a shared understanding
between members of the project.

. Face-to-face meetings helped develop shared technical skills.

*  Written documents were used to express new ideas.

*  Written documents were used to increase learning in the project.

Total communication was determined from a scale consisting of all of the
items (£ = 79%). Soft modeswere determined from ascal e consisting of thefirst
three items (x = 76%), and hard modes from a scale consisting of the last two
items (+ = 80%). Alphasareall Cronbachs alphaand are considered reasonabl e,
given that anything between 60 and 90% is generally considered good.

Items concerning Hypotheses 4 through 7 came from survey questions
asking respondents to choose along a seven-point scale from agree to disagree
(i.e., Agree — Disagree):

1. Incremental innovation
» Thetechnology is a significant incremental improvement over previous
technology.

2. Problemdefinition
» Project management defined all the significant problems facing the
project.

3. Goal change
 The project’s main goals changed during the project.

4. Goal conflict
» There was significant conflict over the goals of the project.

The achievement of technical objectives was determined from atwo-item
scale (£ = 0.72), where the two items were as follows:

. Overall, the project was successful in meeting most of itsoriginal goals.
e All of theoriginal technological objectiveswere met.
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ABSTRACT

Explored in this chapter are available technological tools for virtual teams.
Beginning with asynchronous messaging systems, the technology of e-mail,
discussion lists, electronic bulletin boards, Web logs, and short message
service are reviewed. Next, synchronous messaging systems, including
chat, instantaneous interactive messaging, and videoconferencing are
examined. Then, the chapter turns to information-exchange/data-
management systems and focuses on tools like the Internet, File Transfer
Protocol, Gopher, Telnet, the World Wide Web, and Internet alternatives.
Commercial (proprietary) groupware packages and specialized
conferencing tools conclude our exploration.

INTRODUCTION

Considered in this chapter are the software and communication technol o-
giesthat enable and facilitate virtual teams. Virtual teams utilize awide range
of technol ogical applications, primarily, but not limited to, computer, audiovisual,
and phone applications. Our focusin discussing the support system technol ogies
employed by virtual teams will be on the team member as end user rather than
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on the hardware, as installation, programming, and setup as considerations of
hardware and programming are not in the domain of this book.

DEFINITION OF TERMS

Two broad termsaretraditionally considered in adiscussion of thetechnol o-
gies utilized by virtual teams: decision support systems and group support
systems. As stated in Simon (1965), decision support systems are “heuristic
programming techniques” (p. 47) that support decision making. As decision
support systems are not specific to team/group work, the term “group decision
support systems” isused torefer to systemsthat support group decision making.
Whiletheterm “distributed group decision support systems” is sometimes used
in reference to virtual groups, a more commonly used term in use is “group
support systems.” The latter has come to refer to computer software and
hardwareused specifically to support group functionsand processes (Easterbrook
etal., 1992; Miranda, 1994). While group support systems (GSS) are associated
with group decision support systems (GDSS), GSS is often used as a broader
term. GSS can be defined (Narayan, 1997) asa“diverse set of toolsto facilitate
individual activities, group processactivities, and coordinationrelated activities
tobeundertakenin either synchronousor asynchronousmanner” (p. 1). It should
be noted that GSS often comprise technol ogies that are not necessarily limited
to computers and are often used in everyday life, such as telephones and
videoconferencing. Noncomputer and computer technologies may be deter-
mined to be GSSif they possess one of the following characteristics: “it fosters
collaboration between people, it fostersthe sharing of information, andit enables
the communi cation between groups of people”’ (Burns, 1995 in Brusic, 2003, p. 1).

A third, related, term used in the literature on virtual teamsis “computer-
supported collaborative (or cooperative) work.” Popularized by the seminal
work of Bowersand Benford (1991), the term encompasses computer systems,
software, and hardware (Scrivener & Clark, 1994), inadditionto suchtraditional
methodsof communication asface-to-faceinteraction, audio systems, and video
systems (McGrath & Hollingshead, 1994).

Whatever theterminology used, the technol ogical support systemsused by
virtual teams encompass a wide range of technological applications that allow
individuals and teams to communicate, exchange information, interact
collaboratively, and manage data, within the group and outside of the group,
synchronously and asynchronously. To organize our discussion of thetechnol o-
gies used by teams, we will use the classification scheme of messaging/
conferencing systems, information-exchange/data-management systems, and
commercial groupware packages.
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MESSAGING SYSTEMS

Messaging systems enable and facilitate communication among team
members. Communication among team members can be one-to-one or one-to-
many and synchronous or asynchronous. The earliest methods using computers
and the Internet were largely asynchronous, with limited synchronous commu-
nication. The advent of the World Wide Web and wirel ess technology increas-
ingly allowspeopl eto use messaging systemsto communicateinreal time. Inthis
section, we will consider asynchronous messaging (e-mail, discussion lists,
bulletin/message boards, Weblogs, and short message service, or SMS), syn-
chronous messaging (chat and instantaneous interactive messaging), and
conferencing.

Asynchronous Computer Messaging Systems
E-mail

E-mail isthesimplest form of messaging. Itinvolvesone person composing
an electronic (computer) message that can be sent to one or multiple recipients
through a networked computer — that is, via el ectronic data-transfer networks.
E-mail messagesvary inform from oral or “phone-like” messagesto literate or
“electronic memosand letters.” Although e-mail has some similaritiesto phone
andtraditional memosand letters, it differsinimportant waysfrom both. E-mail
has built-in information-management features that allow for easy storage and
retrieval, aswell as easy editing, replying and sending attachments.

E-mail today has become about as “transparent” and easy to use as the
telephone for interpersonal communication. Perhaps for this reason, e-mail is
today the primary means of communication in organizations (Barnes, 2003).
Wireless access to the Internet frees users from the constraints of a networked
computer and allowsfor greater flexibility intheuseof e-mail. Today, e-mail can
be sent and received from means other than the traditional desktop or laptop
computer. By far, the most common alternatives are handheld Personal Digital
Assistants (PDAS). Newer cell phone technol ogies, with embedded computing
and wireless access to the Internet, also provide easy alternatives to the
computer.

Audio and video e-mail

Although e-mail hastraditionally beentext-based, evolutionsinthetechnol-
ogy increasingly facilitate vocal and visual featuresfor e-mail. The cost of such
softwareiscurrently high, but some freeware exists. One example of afreeware
telephony program melding voicemail and e-mail is the Talk99 freeware from
M ediaRing.com (http://www.mediaring.com). Talk99 allows computer usersto
call others computer usersfor free, and it incorporates aVoizMail feature that
allows users to send voicemail in the form of an e-mail message.
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Web cameras provide a newer technology that takes e-mail a step beyond
its “phone” and “mail functions” by providing visual and (with a microphone)
verbal elementsto e-mail. Although audio and video e-mailsarenot yet popul ar,
theadvent of cheaper technol ogy may bethecatalyst for change. Today, sending
video e-mail requiresthesimplest of “add-on” technologiestotheaverageuser’s
personal computer: camerasand software. Video e-mail softwaretoday ischeap
and accessible. Someexamplesare CyberLink’ sVideoLiveMail (www.cyberlink-
usa.com/) and Cornell University’s CU-See Me (www.cuworld.com/). Most
commercial groupware (such as Lotuses’ Domino® and Microsoft Windows®
XP Messenger) also have embedded software that enables videomail.

Monthly subscription services are available to enable those who wish to
incorporateadded visual and verbal dimensionstotheir e-mail onaregular basis.
One example is Talkway® Communication’s VMailTalk Express™
(www.talkway.com), which, for amonthly fee, providesawebcam, a12-month
account, and 25 video e-mails per month. A more sophisticated commercial e-
mail programisAvistar® CommunicationsvBrief ™ videoe-mail (www.avistar.com)
that allows usersto create, manage, distribute, and track video e-mail to single
recipients or to groups. Because video e-mail messages from vBrief are
wrapped in a custom-designed HTML template and contain streaming video,
personalized text messages, and linksto Web pages and attachments, they have
the advantage that no special software isrequired by recipientsto view vBrief
messages, which appear in a recipient’s regular e-mail inbox (Business Wire,
October 2002). Thevariety of choicesand the ease of accessibility and use make
e-mail, the simplest form of messaging, one of the most widely used by virtual
teams.

Electronic bulletin boards

Electronic bulletin boards (BB Ss) are “worldwide, posted public messages
on a wide variety of subjects’” (Lamb, 1999). BBS services provide bulletin
boards where messages can be posted by individualsand read by groups. BBS's
are often linked to particular projects or classes, providing a forum in which
participants can view assignments and readers' responses. Because BBS's
function in much the same manner as bulletin boardsin public forums, they are
of limited use to virtual teams. They are a means of providing connected or
disconnected individual s with a means of sharing knowledge and information,
andthey help closethe distance andisolation gap betweenindividual s. Asstated
in O'Leary (2002), BBS' screate intimate communities among people who may
bedispersed around theworld. They bring together thosewith common interests
and concerns who would otherwise never connect.

Those who like the listserv or BBS formats and would like to use them on
the Web can do so through linksto their personal Web pages. Thosewho cannot,
or wouldrather not, link team tasksto personal Web pages can use I nsidetheWeb
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(http://www.insidetheweb.com) to post messageson abulletin board and enable
threaded discussions. Inside theWeb isafree bulletin-board service that can be
used to post messages, can serve as a forum for extended discussion, and can
be used to keep track of group discussions. Designers can set up parameters for
where the message board is housed, posted, and responded to.

Another freeware program message board available on the Web is ngBook
(www.bigfoot.com/~huangng). Whilelargely geared toward educators, it allows
for the creation of a discussion forum, as well as a BBS-style posting of
comments.

Discussionlists

Discussion lists provide an asynchronous communication medium with
some similaritiesto e-mail. Discussion lists, such as listservs and newsgroups,
allow communicatorsto post and read messages. While neither newsgroups nor
listservsare primary meansof communicationfor teams, moderatedlistservsare
of themost useto team members. Moderated listservsare generally subscription
based and all ow for threaded di scussi on among participants. Team memberscan
set up discussionliststhrough any networked computer system with the capacity
to process and store messages from list members.

Weblogs

Weblogs (or blogs) are a Web-based variation of discussion lists, with the
difference that they are individually maintained journaling sites. Individuals
regularly post opinions, commentary, and analysison their blogs. Discussionis
facilitated through the provision of linked e-mail addresses so that readers can
engage in dialogue. Like other technological innovations, Weblogs have inte-
grated themselves into the corporate world. Business software like
Manilla™ (http://manila.userland.com) and Traction® (http://www.traction
software.com) now allow corporate intranet teams to converse with each other.
Thissoftwareservesasa“ community-building and coordinating tool” (Herman,
2003). Businesshlogsal so allow for instantaneous communi cation between team
members, for tracking of team communi cation and decision making, for commu-
nicationwith clientsand other businesspartners, and for serving asinformational
references for team members and clients to consult (Herman, 2003). Other
Weblog softwarevendorsinclude Blogger™ (http://www.blogger.com), Move-
able Type (http://www.moveabletype.org), and phpNuke (http://
www.phpnuke.org).

Short message service

At thiswriting, short message service (SMS) is agrowing phenomenonin
the United Statesand Canada. Already popular in Europe and Asia, SMSallows
wirelessindividuals to exchange short (less than 160 characters) text messages
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with other wireless users. At 5-20 cents per message, SMS messages are
growing in popularity in the business sector, for they are typically cheaper than
voicemail messages (Computer Weekly, 2003). As one business user puts it,
“SMSis away for some to keep costs down during peak hours’ (Dickinson,
2002).

Business communications specialist TOPCALL noted that many “busi-
nesses feel SMSisahighly efficient and powerful way of alerting recipientsto
time-specificinformation” (Business Wire, 2003). SMSisaconvenient method
for sending and receiving information (Denison, 2003) and is an “effective,
affordable, intrusive and yet discreet communication” tool (Wilfahrt, 2002). In
addition, itisa“silent” form of communication (January, 2002) that allowsusers
to communicate with each other as well as allows users to send immediate
messages to several recipients (Devi, 2003).

Accordingto Telephony (2002), therewereapproximately 13.4millionSM S
usersintheUnited States, and that number isexpectedtoincreaseto 95.1 million
by 2006. That growth is due in part to the six major U.S. cellular companies
allowing open SM Samong their systems (Hamilton, 2003). Userswill nolonger
need to bel ong to the same cellular network to send and receive SM S messages.

SMS offers several benefits to virtual teams. Global applications, like
general staff and other internal communication, aswell as specific applications,
likeremindersof or changesin meeting times, or quick answersto questions, are
some of the advantages SM S offers (Mills, 2003). The limited character length
allows for “straight-to-the-point” messages to be created (Y ap, 2003), thus
discouraging lengthy or superfluous messages. Communicati on can occur when
voice calls would be inappropriate or unfeasible (Bermant, 2003), e.g., during
meetingsand presentations. I n addition, with the advent of M ultimediaM essag-
ing Service (MM S), text messages can how be accompanied with photographs
and videos (Fitzsimmons, 2003). Although slow to catch oninthe United States,
SM S appears to be poised to integrate into business communications along the
same lines as the cellular phone and the handheld computer.

Synchronous Computer Messaging Systems

I nstantaneous i nter active messaging

Synchronous interactive communication programs are available in many
different platforms. The name of the program depends on the platform used —
in UNIX platforms “Talk” and “nTalk”, on BM VM/CMS systems “Tell” and
VAX systems “Send” and in the popular America Online software “Instant
Messenger” or “IM.” All of these systems allow for real-time text-based
communication among communicators. Because communicationisinreal time,
participants must be online at the same time. However, they are still free of the
constraints of geographical presence and, with new technol ogies and embedded
computing, asin PDAsand cellular phones, communicators are not locked into
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one location. To facilitate the use of Talk/Tell/Send/IM, most systems allow
participantsto check whether others are logged on at the same time, employing
user IDs or preestablished lists.

Sinceitsadoption by such subscription servicesasAmericaOnline, Y ahoo,
and MSN, synchronous communication using freeware has achieved great
popularity, and it expanded into use in business and industry. As stated in
Schwartz (2002), “According to Stamford, Conn.-based Gartner Inc, 42% of
business Internet users use IM in the workplace, even though 70% of IT
departments don'’t support it.”

Membersof virtual teams using synchronousinteractive messaging should
note that the netiquette governing the use of Talk, Tell, and Send messages in
corporate and higher education environments largely does not exist on popular
software platformslike AOL’sIM. Whileit is considered inappropriate to send
frivolous Talk/Tell/Send messages[abreach significant enough to cost the user
their computer privileges, according to Sudweeks, Collins, and December
(1995)], the same does not hold truefor IM users. Team members may be better
advised to refrain from using IM for task purposes.

The U.S. Navy uses Lotus® Sametime® messaging software for its ship-
to-ship and submarine-to-shore communications. As Schwartz (2002) pointed
out, “TheNavy valueshaving writtentranscriptsof all ordersand communiqués,
which is possible using Sametime.” Other software packages include
QuickConference® (http://www.quickconference.com) and Ikimbo’s
Omniprise® (http://www.ikimbo.com).

Despite the lack of an industry standard, and the inability of different
messagi ng systemsto communicate with each other, the use of IM in businesses
is growing. Schwartz (2002) states, “IDC in Framingham, Mass., predicts that
worldwide, corporate M usewill shoot up from 5.5 million usersin 2000 to 180
millionin2004.”

Chat systems

The simplest form of online conferencing is chat, a software protocol that
enables participants to interact virtually. Internet Relay Chat (IRC) is an
Internet-based network that enables multiple communicators to synchronously
interact in an online environment. IRC is easily undertaken by connecting to a
server on the IRC network. Because of its ease of access, IRC can be a
convenient and powerful meeting tool for virtual teams. However, issues of
privacy arise, as IRC is a public forum and thus cannot exclude other partici-
pants. Somefeel that the useto which usershave put IRC — oftenfor interaction
of asexual or fantasy nature— givesit adubiousreputation (Sudweeks, Collins,
& December, 1995).

Commercial networks and proprietary groupware and course management
software al so have chat systemsthat provide cyber meeting placesfor real-time
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communication. Privacy and related issues are of significant concern on
commercial networks, where chat rooms largely provide forums for frivolous
social interaction. Several chat rooms designed specifically for business and
industry use exist, including WebTrain (http://www.webtrain.com), Magma
Communication’'s Chat Server (http://www1l.magma.ca), ParaChat™ (http://
www.parachat.com), Volano® Chat (http://www.volano.com), and divine Ex-
pressions® (http://www.divine.com).

Synchronous Conferencing Systems

While they also enable synchronous and interactive communication,
conferencing systems are more specifically designed to facilitate synchronous
virtual meetings than chat or IM. While many corporate and higher education
facilities maintain on-site teleconference rooms (with computer-controlled au-
diovisual transmission between locations), the value of computer-enabled
conferencing comes from allowing team members at separate geographic
locations to work together in real time.

Proprietary conferencing packages

Various free proprietary software packages currently exist to facilitate
computer conferencing. One example is Microsoft® Netmeeting® (http://
www.microsoft.com/windows/netmeeting). Thisdownl oadabl e softwareallows
users to engage in audio- and videoconferencing. In addition, NetMeeting 3.0
software also offers real-time white boards, online chats, file transfer, and
program sharing.

Another example of conferencing freeware is Sun Microsystems’
(freeware.thesphere.com) Java-oriented (mostly educational) software pro-
grams and iVisit (http://www.ivisit.org). At the time of this writing, Sun
Microsystems hasthe Java® Shared Data Toolkit, JavaWeb Server™ and Java
WorkShop™ available for download.

Videoconferencing

While similar to computer conferencing, videoconferencing uses Web
cameras or other hardware to provide visual images of the communicators.
Videoconferencing hastheadvantageof “richer” communication, asit “ returns’
some of the dimensions of traditional F2F communication lost in computer
conferencing. Verbal and visual aspects of communication are present in
videoconferences. High-end business videoconferencing vendorsinclude First
Virtual Communications (http://www.fvc.com) and Polycom iPower (formerly
PictureTel) (http://www.polycom.com), which operate over private ISDN lines
or private |P networks, and lower-end vendors like GrassRoots Communica-
tions’ Grass Roots Live (formerly FocusFocus.com) (http://
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WWwWw.grassrootscommuni cation.com) and SeeSaw.com by Reality Fusion (http:/
/www.realityfusion.com) (Metz, 2001).

Videoconferencing systemscan al so be built around chat systems, incorpo-
rating audio and visual elements. An example of acomputer program that allows
usersto broadcast live audio and video to others, and providesthe ability for all
viewers to participate interactively, is WebCast ProServer (http://
bant.ms.ornl.gov). A related service is WebCast Personal ICQ® (http://
www.icg.com), which is an Internet telephony software package that weds
message boards, chat rooms, data conferencing, and file transfer onto the same
site. Several other software programs exist that allow for real-time business
collaboration, including Netopia® Timbuktu Pro (http://www.netopia.com),
Genesys' Meeting Center (http://www.genesys.com), Altiris® Carbon Copy
(http://www.altiris.com), and Tandberg® Management Suite (http://
www.tandberg.net).

INFORMATION-EXCHANGE/
DATA-MANAGEMENT SYSTEMS

Finding, exchanging, and managing information, and sharing data and
information resources are essential to the functioning of teams. While virtual
teams have access to all the information resources of traditional teams, in this
chapter, wewill only consider information and data management resourcesthat
are technological in nature.

The Internet

The Internet as it exists today is a vast system of networked computers,
reaching across the globe. The Internet originated in the 1970s with the first
wide-area computer network, ARPANET, the Advanced Research Projects
Agency Network, a government-sponsored experiment that linked research
universities and the military. ARPANET grew to encompass other networks,
including NSFNET and tens of thousands of local, regional, national, and
international networks (Barnes, 2003; Sudweeks, Collins, & December, 1995).
Thelnternet utilized packet switching and communication protocol sto enablethe
transmission and sharing of information across the Internet (Barnes, 2003).
Today, the global network that is the Internet houses and accesses enormous
amounts of information and isthe single largest information resourcein existence.

The immense amount of information on the Internet requires shared
communication protocols and necessitates software programs to search, re-
trieve, and manage information.
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File Transfer Protocol (FTP)

File Transfer Protocol (FTP) isaprogram for transferring information and
public domain software from one computer location to another. The host
computer stores (archives) and maintainsinformation, which can be obtained by
any user using “anonymous FTP.” The program ARCHIE is a useful related
service that can be used to search the contents of most FTP archive sites.

Although FTP protocols were developed before the advent of the World
Wide Web, post-Web iterations of FTP exist. Companies such as Netmanage
(www.ftp.com) provide services for users to access host applications from a
desktop or abrowser; publish host screens as customized, intuitive Web pages;
integrate host applications with other business systems; and transform host
applications from a desktop or a browser.

Gopher

A second network information tool is Gopher, aprogram developed by the
University of Minnesota. Gopher’s usefulness comes from its ability to find
information on many different computersonthelnternet, including public access
databases, onlinebooks, news, and phonedirectories. Theprogram VERONICA
workswith Gopher, providing theability to search keywords (Sudweeks, Collins,
& December, 1995).

Telnet

A software program that can be used with FTP and Gopher is Telnet, a
software application that connectsremote computers, generally through atel net
port. That is, users “telnet in” from one networked location to another. Telnet
allows users to execute commands remotely through atelnet interface (Telnet,
2003). Telnet’'s usefulness as an information management tool comes from its
ability to obtain information from public access databases.

Internet Alternatives

Tobypassthedelays, slowdowns, and interruptionsthat networked comput-
ers on the Internet are sometimes subject to, a number of alternative networks
are in development. Access to these alternatives can expedite the working of
virtual teams. Some of these alternatives are Internet 11, National Science
Foundation’s very-high-performance Barebone Network Service (vVBNS), the
Department of Energy’s Energy Sciences network (Esnet), and NASA’s
Research and Education Network (NREN). The alternative network that
received the most publicity is Internet 11. This faster, more powerful network
was set into motion in 1997 by 34 universities. The plan was to connect the
universities through a new network of high-speed cables. Internet Il was
projected to run up to 1000 times faster than the existing Internet, with
correspondingly increased capacity and potential s. Thus, not only would commu-
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nication be improved but also information management features could be
enhanced, as would audio and video capabilities.

World Wide Web

One aspect of the I nternet demands special consideration. The World Wide
Web isthelargest part of the Internet today, globe spanning, still growing, and
the single largest source of information in existence. The Web is an Internet
medium that uses hypertextual links (Barnes, 2003), an “interconnected assort-
ment of Internet computer servers that conform to the same network interface
protocols’ (p. 11). Put more simply (Cozic, 1997), it is “a collection of
commercial, educational, and personal ‘Web sites’ that contain el ectronic pages
of text and graphics’ (p. 6). The Web brings together, to a hitherto unprec-
edented extent, research, history, literature, art, science, news, and entertain-
ment, aswell ascommercial information and personal Web pages. TheWeb also
providesinformationin multimediaform: graphicsand audio and video material
are easily and freely available. Through the use of search engines, virtual teams
can access data, information, and records on almost any issue of interest. As of
2001, there were over 26,000,000 host sites on the Web (Barnes, 2003, p. 68).

Theremarkable amount of information onthe Web necessitates specialized
software tools for information location and retrieval. Browsers are programs
that enable the finding, interpretation, and display of documents in hypertext
markup language (HTML). They provide a “point-and-click” function that
facilitates the utilization of the Web as an information source. The first text-
based browser evolved into today’s popular Netscape® Navigator, with rival
browsers such as Windows® Internet Explorer (Barnes, 2003). Miniature
browsers in PDAs and cell phones make wireless access to the Web possible.

Search engines arerelated software toolsthat help userslocate and retrieve
information onthe Web. Both search engines(suchasY ahoo!® and AltaVista™)
and meta-search engines(such asGoogle™ Dogpile®, ProFusion, WebCrawler®,
MetaCrawler®, and Ask Jeeves®) exist freeto all users, with some competition
among providers.

Online Databases

The Internet and Web enable access to thousands of online databases,
which have made collections of information available online. Library catalog
systems(OPACs), specialized information (scientific, legal, medical, etc.), news
services, business and academic databases, to name but a few, are all online.
Library systems, like the New York Public Library (http://www.nypl.org),
newspapers (see, for example, the New York Times, www.nytimes.com), and
television news sources (such as CNN, see www.cnn.com) all provide access
to archived information online. Similarly, many universities make academic
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databases available to both account holders and nonaccount holders. The sheer
number of databases available today makes adetailed consideration impossible
here. One suggested resource to learn more about online databases is Radford,
Barnes, and Barr's (2002) Web Research: Selecting, Evaluating and Citing.

COMMERCIAL (PROPRIETARY)
GROUPWARE PACKAGES

So abundant isthe number of proprietary groupware systemsnow available,
that adetailed consideration is beyond the scope of this chapter. But the pivotal
role commercial groupware plays in the working of virtual teams calls for a
discussion, even if limited in scope. This section will, therefore, consider
representative commercial groupware from three perspectives: comprehensive
groupware packages as provided by commercial giants (Microsoft, Novell, and
Netscape), specialized (and smaller) conferencing providers(eStudio, Vermics,
and the National Center of Supercomputing Applications), and course manage-
ment software (BlackBoard, eCollege, and WebCT). Additional information on
the host of other commercial software systems can be found on the Groupware
yellow pages, (http://www.csua.berkel ey.edu/~mogul/groupware/), which pro-
vide links to academic and business resources, or through discussion on the
Group Support Systems List.

Comprehensive Proprietary Groupware packages

Several software giants have long-developed groupware packages, some
reaching back across three decades. In the category of software packages
developed specifically as groupware areincluded L otus Notes® and Domino®
(http://www.lotus.com), Novel |® GroupWise®, (http://www.novell.com/prod-
ucts/groupwise), Netscape Collabra (http://wp.netscape.com/collabra/v3.5/
index.html), Fujitsu Teamware® (http://www.teamware.com), and NCSA
Habanero® (http://www.isrl.uiuc.edu/isaac/Habanero/). Other software sys-
tems [such as Microsoft Exchange (http://www.microsoft.com/exchange/) and
Oracle® Collaboration Suite (http://www.oracle.com/ip/deploy/cs/), aswell as
various Course Management Software] have larger functions but can also be
applied as collaborative tools. Here, Lotus Notes and Domino, Microsoft
Exchange, and Netscape Collabra will be considered as representative soft-
ware.

Lotus Notes and Domino

The most widely used groupware system (in terms of market penetration)
isLotus Notes, and Domino, the Web-enabled version of Notes. Asstated onits
Web site (Lotus, 2003), Notes is an integrated collaborative environment that
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presents” comprehensive messaging and collaborative application devel opment
capabilitiesin oneintegrated solution.” Messaging through e-mail and threaded
discussions, informati on management through shared databases, data exchange
acrossdifferent platformsinreal time, and custom application development are
possible. Web functions are enabled through Domino.

Microsoft Exchange

Lotus’ major competitor is Microsoft Exchange. Although many users are
familiar with Exchangefor e-mail and scheduling capabilities, the software can
function asacomprehensive groupware package, with messaging in theform of
e-mail, instant messaging, Internet voicemail, and chat services. I nformation and
data management aswell as conferencing functions exist through the Exchange
2000 Conferencing Server that providesdata-, audio-, and videoconferencing, as
well as application sharing and browser access to all Web Store content with
user-friendly URLSs.

Netscape Collabra

Netscape Collabraisan online groupware tool. M essaging toolsinclude e-
mail and online discussions. Specific groups of users can be defined with access
control. Information management tools include online information exchange,
linksto newsgroups, and prioritization of postings or messages.

Specialized Conferencing Tools

Far more than comprehensive groupware systems, companies providing
specialized conferencing tools are rapidly growing. In this section, we will
discuss three representative providers (eStudio, Vermics, and the National
Center of Supercomputing Applications). Other conferencing tools include
OfficeClip™ sOfficeClip-In-A-Box (http://www.officeclip.com), Hyperwave' s
eKnowledge (http://www.hyperwave.com), Flypaper™ TeamSpace (http://
www.flypaper.com), and Groove Networks' Groove Workspace™ (http://
WWW.groove.net).

A growing trend in business communication is to use Web services or
application service providers (ASPs) instead of comprehensive proprietary
groupware packages. Web services and ASPsusethe World Wide Web to allow
for project collaboration between multiple partners and organizations (New
Straits Times-Management Times, 2002). Alwang (2001) pointed out that
“web-based collaboration provides a cost-effective solution without the head-
achesinherent with supporting complex in-housesystems.” Serviceslike Thurport’s
HotOffice™ (http://www.hotoffice.com), OnProject’s OnProject (http://
www.onproject.com), NetDocuments® Enterprise (http://www.netdocuments.com),
Punch WebGroups® (http://www.punchnetworks.com), and TeamDrive (http:/
www.teamstream.com) all narrowly focus on document management, asdo numer-
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ous other specialized services. Services like Entellium™ (http://
www.entellium.com), eRoom™ (http://www.documentum.com), and BlueStep™
(http://www.bluestep.net) are broader in nature and offer several services and
subservices, including communication services.

National Center of Supercomputing Applications’ Habanero

As stated in Narayan (1997), this software system represents “a new
generation of universally accessiblecollaborative environmentsbuilt by devel op-
ing and extending existing robust frameworks” (p. 3.). It isaJava-based system
that provides applications that let the user interact with existing messaging,
conferencing, and information management tools on the Web, e.g., whiteboard,
“clip-n-ship,” local neighborhood, Telnet, and chat (Habanero, 2003).

Vermics

A commercial software package that bridges course management software
and commercial groupware is Vermics. This distance-learning distribution
program has excellent applicability to teamsin higher education and business
settings. To some extent, Vermics provides messaging, conferencing, and
information management tools. Messaging options include two-way audio and
video interaction; conferencing includes interactive collaborations, interactive
white boards, shared presentation control, and use of DVD, VHS, and document
cameras; and information management options include guided Web browsing,
access to existing Web content, and application sharing. Because the Vermics
platform is based on standard Internet Protocol (IP) and PC technology, this
commercial softwareis easily used in higher education and industry (Business
Wire, July 2002).

e-SudioLIVE

This desktop Web-casting system provides limited messaging tools with
interactive features such as surveys and text chat. Itsvalueto virtual teamslies
initsmultimediaconferencing and informati on management tools. E-StudioLIVE
software supplieslive and on-demand streaming audio and video, PowerPoint®
slides, guided Web tours, Web graphi cs, and multimediaonline presentationswith
interactive features. This software could be useful to team members who meet
virtually to present information, work on product devel opment, and conduct some
(althoughlimited) problem sol ving or decision making.

Representative Course Management Software

In higher education, most of the commonly used instructional technology
software packages contain features that are useful to virtual teams, as will be
demonstrated here. Such software was created for educational use, primarily as
course support, or as a vehicle for online courses. However, the usefulness of
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course management software for virtual teams goes beyond the classroom.
Faculty and staff membersat institutions of higher education with subscriptions
to the softwarewill find it useful for facilitating virtual team functioning. (Note
that subscriptions are not necessary to use course management software, asfree
instructional technology software programsexist. See, for example, ThinkWave
Educator, ClassBuilder, NgBook and Class|nformation Manager.) With student
and other virtual teams in mind, groupware features of the three most used
course management systems will be considered here: WebCT, Blackboard and
eCollege (comparison data obtained from Edutools, 2003).

BlackBoard 6.0

BlackBoard offers virtual team options comparable to comprehensive
proprietary groupware. M essagingtoolsincludee-mail toindividual sand groups,
with afile attachment option. Discussion lists options exist, with posts possible
in plain text, formatted text, or html, with attachments and URLs. Threaded
discussions can be viewed by date and by thread. Conferencing tools are
adequate. Chat and internal groups are options. Private chat rooms can be
created, and all chats are archived. Internal small groups can be created, with
their own whiteboards, discussion forums, and synchronoustools. Information
management and data resource options include file exchange, with options to
upload files to a private or shared group folder. Whiteboards also exist, with
image and PowerPoint uploading and group Web browsing. Whiteboard sessions
are archived.

WebCT 3.8 and Vista 1.2

While similar to the previous platform, WebCT offers more groupware
features. M essaging functionsare expanded: participantscan e-mail individuals
and groups and attach files, they can also archive files and forward messagesto
external e-mail accounts. E-mail is searchable by subject lines. The use of
discussion listsissimilar, with postsin plain text, formatted text, or html, with
attachments and URL s. Discussions can be viewed by date and thread and al so
by topic. Conferencing isbroader, asup to four simultaneous group discussions
in private chat rooms are supported, with archived chats. Internal groups can be
created, with separate discussion environments and shared group presentation
folders. Information management and dataresourcesare morelimited here, with
files uploaded to a group folder. Whiteboards are supported.

ECollege AU

While sharing many features with the two previous platforms considered
here, this software of fers some notabl e added features. M essaging tool sinclude
e-mail toindividual sand groups, with afileattachment option, but e-mail canalso
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be spell-checked and sent viaasearchabl e addressbook. Discussionlistsoptions
exist, with posts possiblein plain text, formatted text, or html, with attachments
and URLs. Threaded discussions can be viewed not only by date and thread but
also by topic. Private chat rooms can be created, and all chats are archived.
Conferencing tools are a little stronger. Chat and internal groups exist, with
archived private chat. Internal small groups can be created, with their own
whiteboards, discussion forums, and synchronoustools, aswell asassignments,
activities, assessments, group e-mail lists, and journal areas. Information man-
agement and data resources are a little broader, with file exchange, options to
upload filesto a private or shared group folder, and archived whiteboards with
image, PowerPoint uploading, group Web browsing, and polling. Another added
feature here is virus protection.

CONCLUSION

With the rapidly expanding use of virtual teams, particularly after Septem-
ber 11, 2001, wesee agreater need for suitabletechnol ogy. Focusing onthe end-
user rather than on the hardware, we surveyedin thischapter the existing support
systemstechnol ogiesthat are availableto virtual teams. Asynchronous messag-
ing systemslike e-mail, discussion lists, bulletin/message boards, Weblogs and
short message services, synchronous messaging systemslike chat and instanta-
neousinteractive messaging, and conferencing were examined. In addition, the
use of informati on-exchange/data-management systems, likethe Internet, FTP,
Gopher, Telnet, the World Wide Web, and Internet alternativeswere examined.
Commercial (proprietary) groupware packages and specialized conferencing
tool s conclude our examination.

As technology advances and becomes more accessible and easier to use,
we will seeincreasing use. Virtual teams now span continents and time zones,
24 hours a day, seven days a week. Solomon (2001) stated, “As businesses
become more interconnected and more global, they must learn to make faster
and smarter strategic decisions, and to take advantage of technol ogi cal advance-
ments.” Virtual teams need to take advantage of all resourcesavailableto them,
especially computer technology, to maximize development and growth and
minimize problems and errors that can arise when working in cyberspace.
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ABSTRACT

In this chapter, we examine the differences in processes and results when
creativity techniques are used in the management of traditional and virtual
teams. To do this, we discuss the following three main elements: the
definition of creativity and its relationship with team performance; the
variables that enhance creativity in a virtual team; and the most suitable
creativity techniques for a virtual environment. We draw two main
conclusions. First, creativity can help virtual teams become more effective,
and second, not all the methods that foster creativity in a face-to-face
context are appropriate in the virtual environment.

INTRODUCTION

The transition to the so-called information society, and particularly the
emergence of toolsbased on the new information and communication technol o-
gies, is profoundly affecting productive processes and working methods. As a
consequence, numerous changes are taking place within the organizational
context. For example, the number of knowledgeworkersisincreasing, divisions
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between companies and departments are disappearing, networks are being
created between countries, minority workers are being included, and workers’
needs are being recognized.

These changes require more flexible and adaptabl e structuresthat result in
new formsof organization. Oneof theseisthe establishment of virtual teamsthat
allow employees to work outside the office and to communicate and interact
effectively with other colleagues in a “virtual” way. For many businesses,
survival in the new era depends on the effectiveness and creativity of these
virtual teams.

Many studies already showed how ateam can become more creative, and
therefore more efficient, but only a few researchers focused on how a virtual
team can use creativity techniques to perform better. In this chapter, therefore,
we study what differencesthere are (both in terms of processes and in terms of
results) when creativity techniquesare used in the management of traditional and
virtual teams. To do this, we discuss three main elements: the definition of
creativity and its relationships with team performance, the variables that
enhance creativity in avirtual team, and the most suitable creativity techniques
for avirtual environment.

CREATIVITY ASA TOOL FOR IMPROVING
TEAM PERFORMANCE IN TRADITIONAL
ORGANIZATIONS AND STRUCTURES

Creativity is the shortest way to search for unconventional wisdom and
produce paradigm-breaking ideas and innovation. However, aswe will show in
this chapter, creativity is also a tool for improving organization and team
performance. Tounderstand this, weneed to addresstwo elements. First, wewill
discuss the meaning of creativity. Then, after reviewing the literature, we will
answer this question: “Is there a reliable relationship between creativity and
performance?’

Meaning of Creativity
Most researchers believe that the key to organizational success lies in
developingintellectual capital and acquiring anew set of thinking: thecreativity
to produce an idea and the innovation to translate the idea into a novel result
(Roffe, 1999). We can say the following (Roffe, 1999):
...the key is to turn ideas into useful knowledge and the useful
knowledge into added value. In practice, this means bringing
together the creative thinkers so that they can discuss and
elaborate on their ideas, even if they do not really want to. It also
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means finding the resources necessary, when resources are
limited, and trying to manage what is often an unpredictable,
unmanageable process. (p. 1)

Explaining themeaning of creativity isnot straightforward. Thereare more

than 1000 definitions of creativity (Aleinikov, 1999, p. 840), but, from all these
definitions, most researchers agree that the two elements that define creativity
are novelty and usefulness (Torrance, 1966; Amabile, 1996). Creativity was
also defined in terms of either a process or a product, and at times in terms of
a certain kind of personality or certain kinds of environmental conditions
(Torrance & Goff, 1992). As Firestien (1996) pointed out, in 1961 Mel Rhodes,
who was trying to find a universal definition of creativity, described : Person,
Process, Product, and Press. These Four “P” shighlight themeaning of creativity
asit istoday most broadly understood:

The Creative Person. Highly creative people are characterized by
several cognitive factors, which are components of performance, such as:
fluency, flexibility, originality, and elaboration (Bleedorn, 1998). However,
thereisanother critical factor: astrong belief in one' s personal creativity.
Dobbins and Pettman (1997) stated, “from the law of belief we know that
we always behavein amanner consistent with our beliefs. If webelievewe
are creative, then we behave in a manner consistent with being creative”
(pp. 521-522).

The Creative Process. How are problems found and solved? Problems
with clear solutions are solved using conventional and routine thinking
approaches, and fuzzy and unclear problems (“ill-defined problems”) are
solved using a creative thinking approach. The Creative Problem Solving
(CPS) process, first develop by Alex Osborn in 1963, is the most widely
used model for dealing with ill-defined problems. Researchers, such as
Parnes(1981), VanGundy (1992), Basadur (1994), and Treffinger, | saksen,
and Dorval (1994) contributed to its devel opment.

The Creative Press. The third “P” in creativity research involves the
press of the environment, which facilitates creative processes and prod-
ucts. A suggestionfor igniting the creative spark isto create an atmosphere
conducivetocreativity. Thisadviceappliesin two areas: physical environ-
ment and corporate attitude (Smolensky & Kleiner, 1995). As far as the
organization is concerned, happy, open, optimistic, and encouraging envi-
ronments foster creativity.

TheCreative Product. Thelast “P’ istheresult of creative work and can
range from a product to a specific behavior (Richards, 1999). This
creativity dimension is highly related to the other three. So, if acreative
product isexamined, information about the qualitiesof thecreative person,
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about the creative process used, and even about the creative environment
in which the product was devel oped can be found (Puccio, 1994).

These Four “P’s of creativity emphasize that each of us is inherently
creative, andthat itisjust amatter of stimulating the part of our brain that comes
up withthe new perspectives. There areworkabl e techniquesfor bringing about
the desired creativity aswell as friendly designed environments.

Creativity and Team Performance

Although team-centered structures dramatically improved product and
operational performance, organizationsnow realizethat futureradical improve-
ments in performance hinge on creativity (Feurer, Chaharbaghi, & Wargin,
1996). Needless to say, organizations have not sufficiently addressed the issue
of creativity, and, as a result, the potential of teams has not been completely
fulfilled.

In the past few decades, team performance research has not focused on
creativity. Several researchershypothesized that variation in team performance
can be explained by differences in team structure. Stewart & Barrick (2000)
demonstrated that structural characteristics related to the allocation of tasks,
responsibilities, and authority influenceteam performance. Waller (1999) showed
how the frequency of information collection activities has apositive association
with performance. Other studies established that |evels of group efficacy vary
among groups that appear to have equal skills, abilities, and resources (see
Gibson, 1999). For teams to be productive, there must be a balance of skills,
abilities, and personalitiesamong the group (Belbin, 1993).

Awareness about the fact that process plays a vital role in team perfor-
mance increased attention on devel oping theoretical models of team effective-
ness, with team processes occupying a central role (Hackman, 1983). Such
models view processes as mediating mechanisms linking variables such as
member, team, and organizational characteristics with criteria such as perfor-
mance quality and quantity. In other words (Marks, Mathieu, & Zaccaro, 2001),
“teamwork processes are the vehicles that transform team inputs to both
proximal and long-term outcomes” (p. 358).

These results can be related to studies on how group potency (or the
collective belief of a group that it can be effective) affects group satisfaction,
group effort, and team performance (Lester, Meglino, & Kosgaard, 2002).
These authors found that group process factors and, specifically, charismatic
leadership affect work group outcomes.

Other issues worthy of investigation are the effects of work group compo-
sition and interpersonal conflict on performance. Personal characteristic diver-
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sity (Harrison, Price, & Bell, 1998) and functional diversity (Bunderson &
Sutcliffe, 2002) can affect work group processes and outcomes.

Ontheother hand, research on creativity directly correlated withindividual,
team, and organizational performanceisrare. Most creativity research stresses
how teams can be used to foster creativity (Mohram, Cohen, & Mohrman, 1995)
or how therole of an organizational and team environment affects the creative
behaviors of individuals and teams (Amabile & Conti, 1999; Taggar, 2002).
These studies further demonstrate the importance of creating the appropriate
social conditions [such as diversity of information, organizational values and
norms, flexibility of organizational resources, and supervisory behaviors and
attitudes (Baker, Winkovsky, Langmeyer, & Sweeney, 1976)] to enhance
creativity.

According to the componential model of creativity and innovation in
organizations (Amabile, 1983, 1988, 1998), five environmental components
affect creativity (Amabile & Conti, 1999):

1. Encouragement of creativity (which encompasses open information flow
and support for new ideas)

2. Autonomy or freedom (asense of individual ownership of and control over
work)

3. Resources (to perform the job)

4.  Pressures (including positive challenge and negative workload pressures)

5. Organizational impedimentsto creativity (including conservatismandinter-
nal strife)

In Amabile’ s research, the work team environment is considered to exert
apowerful impact on creativity by influencing the employee’ sintrinsic motiva-
tion. Management practices indicate that performance can be fostered by
allowing freedom and autonomy to conduct one’ swork, matching individualsto
work assignments, and building effective work teams that represent a diversity
of skills and are made up of individuals who trust and communicate well with
each other, challenge each other’s ideas, are mutually supportive, and are
committed to the work they are doing (Amabile & Gryskiewicz, 1987).

At this point, it can therefore be argued that team and creativity research
arerelated. They both consider that environmental and structural factorsarekey
elementsof organizational and team performance. Therefore, acreativity-based
management aimed at fostering team and organizational performance must
manage both types of variablesin order to enhance employees’ internal drives
to perceive every project as a new creative challenge (Andriopoulos & Lowe,
2000).
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CONTEXT FOR CREATIVITY IN VIRTUAL
TEAMS: DIMENSIONS THAT ENHANCE
CREATIVITY IN A VIRTUAL TEAM

We will now discuss the factors that enhance creativity in avirtual team.
However, astherearemany barriersto creativity inavirtual context, wewill also
consider several controversies regarding cyberspace and team effectiveness.

Creativity Variablesin a Virtual Team

Nemiro and Runco (1996) identified six factorsthat are necessary in awork
environment to foster creativity in work groups: autonomy and freedom, chal-
lenge, clear direction, diversity/flexibility/tension, support for creativity, trust,
and participative safety. These variableswere al so devel oped by other authors.
However, these studies have not addressed dimensions that may be necessary
when groups no longer interact in traditional structures (Nemiro, 2001). Infact,
so far, the only research seriously conducted about thisissue isthat by Nemiro
(2001).

Nemiro (2001) identified several key elements that influence creativity in
virtual teams and, therefore, result in effectiveness and high levels of perfor-
mance. From our point of view, the more important of these elements are as
follows:2

. Goal and roleclarity: Many authors, such asBal and Teo (2001, p. 208),

Lipnack and Stamps (1997), George (1996), and O’ Hara-Deveraux and
Johansen (1994, p. 125), have seen purpose asthe essence of virtual teams.
It was proven that virtual teams experience more affectiveness and task
conflict®than dotraditional teams (Hinds & Bailey, 2000) because of three
direct consequencesof their virtuality: mediated communication, unshared
context, and nonexistence of bureaucratic rules and regulations. All of
these types of conflict are associated with reduced performance on virtual
teams, although the literature on creativity suggests that a low level of
conflict in ateam can enhance group creativity and therefore its perfor-
mance (see, among others, Runco, 1994). But, as Hinds and Bailey (2000)
stated:
...distance, coupled with a reliance on mediated communication,
can create depersonalised interactions. These interactions promote
inappropriate interpersonal behavior, make it difficult to share
information, and block the feedback necessary to identify
miscommunication. (p. 3)

Having clear goals and objectives can help virtual team members stay
focused and oriented to each other and their tasks, keepintuneand aligned, avoid
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false assumptions and indecision, and therefore reduce conflict and achieve a
high level of performance.

Aswell ashaving ahigh level of shared vision, goals, andrules, roleclarity
appearsto be animportant factor for successful creative virtual teams (Nemiro,
2001). Although thereis aneed for flexibility so as not to kill creative thinking
among team members, 4 expectations about roles and responsibilities must be
clarified and made explicit. Doing so will help to identify the necessary criteria
for selecting or devel oping virtual team members, thereby assuring that different
pointsof view and different perspectivesare considered, giving riseto acreative
virtual team.

e Trust: According to Duarte and Snyder (1999), “Trust is a critical
structural and cultural characteristic that influences the teams' success,
performance, and collaboration. Without trust, building atrueteamisal most
impossible” (p. 139). Virtual teams that want to be creatively effective
must learn to build trust among their members. Two explanations support
this assertion. On one hand, trust and participative safety are crucial for
group creativity, because these dimensions encourage participation in a
nonthreatening, nonevaluative environment, which is one of the most
important factorsfor achievingindividual and group creativity. Ontheother
hand, when there istrust within avirtual team, irrespective of the level of
geographicor temporal virtuality, each team member commitsto having the
freedom and the responsibility to contribute his or her best.

. Communication patter ns: Henry and Hartzler (1998) found that keeping
the synergy and creativity flowing, without frequent face-to-face (F2F)
interaction, isthegreatest challengetoavirtual team. They also believethat
communicationisthemain vehiclefor keeping ateam together and moving
forward.®> Communication and information exchange enables interaction,
which hel psto buildrel ationshipsand create bonds. Theserel ationshipsand
bonds are essential for people working in virtual teams, because within
cyberspace, it is easier for individuals to “disappear” or drop out of the
discussion.

Thefindingsof Nemiro (2001) highlight theimportanceof thisthird variable.
He reported that in the highly creative stories, team members described
situations in which they communicated regularly with one another, shared the
results of their efforts, offered open and honest feedback, and updated informa-
tionregularly.

Virtual team communication cannot take place asit doeswithin aF2F team.
Schein (1993) pointed out that most communi cation workshopsemphasize active
listening, which means paying attentionto spokenwords, body language, tone of
voice, or emotional content. Virtual team members who want to communicate
successfully cannot actively listen in this sense. Therefore, other tools must be
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explored, for example, the use of multiple media or several communication
technologies (Bal & Teo, 2001). However, asVan der Smagt (2000) showed, it
iscrucial toensurethat dialogueisthe primary form of interaction between team
members:
In a dialogue, the difficult part is to make one’s own assumptions
manifest, not the exchange of insights with others. The attitude in
relation to other actors is one of openness, which makes it
relatively easy to get behind the position and possibilities of
actors. (p. 155)

As with F2F teams, the creative interplay of ideas in cyberspace will
determine the effectiveness of the virtual team. Although the dimensions
discussed inthissection® for enhancing the creativity of virtual teamsmay bethe
same as those needed by other types of teams, they become crucial when
virtuality isthe main characteristic of agroup. However, virtual teamsmay also
suffer fromlack of creativity and, therefore, fromlow performancelevels. Inthe
next section, we will highlight the main obstaclesto creativity in virtual teams.

Virtual Teams' Creativity Barriers

Brynteson, Wiger, and Hardt (1998) identified threefactorsthat may hinder
creativity inavirtual team. First, it may bemoredifficultto achievetrust, andthis
may undermine the creative process. Nemiro (2001) also noted that trust may
develop more slowly between virtual team members than between F2F team
members. Kossler and Prestridge (1996) stated that with less visual contact, it
may take longer to identify and adjust to the habits, quirks, and skills of team
members. When trust is not enough, there are fewer opportunities to build
relationships and establish effective communication patterns, or to clarify,
negotiate, and share a common direction.

Second, technol ogy, rather than the creative process, may becomethefocus
of the team. Brynteson, Wiger, and Hardt (1998) believed that “fumbling with
technology, or worse, a preoccupation with technology, may cause the team to
use lock step, linear thinking, which forces asingle, linear solution” (p. 2). Bal
and Teo (2001) agreed and reminded us that the glamour or convenience of
technology should not seduce teams, which can end up serving the technol ogy
rather than having the technology serving them.

Finally, someindividualsmay haveadifficulttimeunlockingtheir creativity.
Team members can be affected by the traditional barriersto creativity, such as
rulesandtraditions(i.e., statushierarchy, formalization barriers, and procedural
barriers), cultural barriers (social influence, expectations, and pressures to
conform due to social or institutional norms), and resource barriers (including
lack of people, money, time, supplies, or information needed for creativethinking
or implementing creative ideas).
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TOOLSFOR ENCOURAGING
CREATIVITY IN A VIRTUAL TEAM

So, how can team creativity be encouraged? V arious tool s and techniques,
used by individuals and groups and mostly focused on generating ideas, proved
useful inavariety of creativity problem-solving situations. Until now, however,
no serious research was conducted into which creativity techniques are the most
suitable in avirtual environment. In this section, we will propose and describe
some of the methods that can help to make a virtual team more creative.

Our experience shows that three variables must be considered when
selecting a technique: the effectiveness of the method in finding innovative
solutions, the technological context or support system through which the tech-
nigue can be implemented, and the level of interaction that the technique
requires.

Thefollowing techniques proved useful from apractical point of view. We
selected them to illustrate how to achieve effective team creativity and how to
adapt toavirtual environment with anonverbal type of interaction between team
members.

Diverging versus Converging

As stated before, the creative process is a model that is used to deal with
ill-defined problems. This model is usually presented as a series of steps that
guide the process. A unique feature of the model isthat each step first involves
adivergent thinking phase in which one generates alot of ideas, and second, it
involvesaconvergent phaseinwhich only themost promising ideas are selected
for further exploration.

In this section, we will differentiate between diverging and converging
techniques. Because in the creative process diverging is more difficult than
converging, we will emphasize the first type of technique.

Diverging Techniques

Diverging techniques can be classified according to their primary use of
related or unrelated problem stimuli (VanGundy, 1992). If the method of
stimulation is changed, people can be encouraged to change their paradigm
(McFadzean, 1998, 2000). From McFadzean's point of view, idea generation
techniquescan bedividedinto paradigm preserving (brainstorming, brainwriting,
5W + H, forcefield analysis, and the Word Diamond are some of the examples
developed by VanGundy, 1992), paradigm stretching (such asobject stimulation,
metaphors, rolestorming, attributelisting, or assumptionreversal), and paradigm
breaking (for example, rich pictures, picture stimulation, and collages).

Paradigm-preserving techniques develop ideas using related stimuli and
combining words and ideas. These techniques are useful when a high level of
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innovationisnot required. They are not uncomfortableto use, sogroupswithlittle
virtual experience can use them. Comfort is a key variable during the creative
process. McFadzean, Somersall, and Coker (1999) found that participants who
were uncomfortable with the process were less effective during creative
sessions. Paradigm-stretching techniques use forced association and unrelated
stimuli to encourage participants to devel op creative ideas. Finally, paradigm-
breaking techniques help participants to overcome long-standing patterns of
thinking. One way of achieving thisisto think visually instead of using words.
Both paradigm-stretching and paradigm-breaking techniques require more de-
veloped and experienced teams (M cFadzean, 2000).

For our purposes, we sel ected three diverging techniquesfor useinavirtual
environment. Thesewereel ectronic brainwriting, synectics, and attributelisting.
We selected these because they are useful for a wide range of situations,
including helping virtual teamsto find abalance between creativity and comfort
(McFadzean, 2000), between creativity and the level of imaginative thinking
required, and between creativity and the technological context. Knowing how
each of thesetechniquesworkswill helpthereader gainfurther insight into these
relationships.

Electronicbrainwriting

Brainstormingisnolonger an unknownword. Many teamsall over theworld
successfully tried thistechnique, whichisbased on four uncomplicated ground
rules: (a) defer judgement (i.e., avoid criticism and evaluation); (b) welcome
freewheeling (because the wilder the ideathe better); (c) look for quantity; and
(d) seek combination and improvement of ideas.

When electronic means are used, atraditional brainstorming session isnot
possible, because simultaneous participationisrequired. However, avariation of
this technique may be useful when a virtual team wants to try a brainstorming
process: thisiscalled electronic brainwriting. Thisnew technique combinesthe
concept of brainwriting with modern electronics.

Brainwritingisaquieter version of brainstorming that capitalizesontheidea
of hitchhiking. As Davis (1998) explained:

...members of a small group are instructed to write down an idea
or problem solution, then pass the paper to the person on the
right. The next person may:

1. Use the idea to stimulate another idea, and write the new idea
on the paper.

2. Modify the idea and write down the modification.

3. Write down a completely new idea.
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The process continues until the sheets circulate back to the original owner.
Ideas are discussed further. (p. 176)

In an electronic brainwriting session, the idea or problem solution can be
posted onto an Internet bulletin board or on a company intranet, and responses
can be registered there. E-mail can also be used. The advantage of these two
electronic methods is that they do not require simultaneous participation of
members in a single location. In Siau’s (1995) words, electronic brainwriting
“transcends the time and space constraints that burden groups who meet face-
to-face; namely, that all of their members must be at the same place at the same
time” (p. 211).

Davis (1998) noted that some of the disadvantages of conventional brain-
storming groups disappear with electronic brainwriting. These are as follows:

1.  Production blocking (because the ideas are available for consideration at
each member’s convenience)

2. Evaluation apprehension (due to the fact that there is no F2F interaction)

3. Social loafing (in away, it is compulsory for everyone to participate)

4.  Group size (because many individual s can belinked across space and time,
while in aconventional brainstorming session, the number of participants
must be limited to 10 or 12)

If peoplewereavailablesimultaneously, other communicationtechnol ogies,
such as synchronous video systems, team chats, telephone conferences, and
interactive computer conferences, could beusedin order to allow team members
at diverse locations to participate in a virtual brainstorming session. If this
happened, brainwriting would nolonger be necessary, and the new version of the
technique could be call ed el ectronic brainstorming.

Synectics

Synectics is the “joining together of different and apparently irrelevant
elements’ (Gordon & Poze, 1980a, 1980b). Itisamethod that usesanal ogiesand
metaphors (unrelated stimulus) in order to analyze a problem and develop
possible solutions. It does so through two different mechanisms. The first aims
to make strange things look familiar and is designed to help the user better
understand the problem. The second aimsto make familiar things look strange
in order to provide a better perspective of the problem and so encourage more
creativesolutions.

There are four different types of analogies (Davis, 1998):

1. Direct analogy: With thistechnique, the problem solver is asked to think
of waysinwhichrelated problemsweresolved. Theobjectiveisto compare
the problem with anal ogous facts, information, or technology.
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2. Personal analogy: This mechanism emphasizes the use of emotions and
feelingsin order to devel op anideaof purely technological problems. That
is, withthismethod, thethinker achievesnew perspectiveson aproblem by
imaginatively becoming part of that problem.

3. Fantasy analogy: With this Freudian approach, the problem solver thinks
of fantastic and ideal solutionsthat can lead to creative yet practical ideas.

4. Symbolic analogy: This technique uses objective and personal visual
images in order to describe a problem.

The synectic process goes as follows (Gascd & Torres, 2002):

1. An assertion about the problem under consideration is read to the whole

team.

The team members work on making the strange look familiar.

3. Therigid and superficial solutions are eliminated. At the end of this stage,
there is a common understanding of the problem to be solved.

4.  One part of the problem is selected. Each team member describes how he
or she seesthe situation, using metaphorsor anal ogies. Theleader collects
everybody’ s point of view. One of these perspectivesisthen selected to be
further analyzed.

5. At this stage, the operative mechanisms are used. The leader poses
guestions that require answers that use analogies. The leader selects one
of these answers for deeper analysis.

6. Thelast analogy, used in Phase 5, and the problem asit is understood, are
related, and a practical application is developed.

7. A new perspective (i.e., anew point of view) for solving the problem is
born.

N

Because simultaneity is not needed when a synectic processis carried out
(the team members can take their time when analyzing the problem and finding
analogies), it is easy to develop it in an asynchronous virtual context. Also,
because individuals have to work alone for awhile during the process, interper-
sonal distractions, particularly in Phase 2, must be reduced, because they may
interfere with logical, fantasy, and analytical capabilities. Duarte and Snyder
(1999) showed that when these requirements are in place, less social presence
may work better.

Finally, cartoons, drawings, pictures, collages, and other typesof imagesare
said to be animportant source of anal ogies (specifically of symbolic analogies).
Some of themore popular Internet search engines, such as Google™ includethe
possibility of finding images that can be used to start the synectic process with
arich variety of ideas.
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The characteristics of the synectic process may mean that it takes longer
than a brainstorming session. For thisreason, communication technol ogies that
allow for simultaneous interaction may not be suitable with this technique. A
combination of e-mail and an electronic bulletin board or an intranet is more
suitable when avirtual team wantsto usethe synectic process. Theleader would
be the only one allowed to use e-mail, which is more appropriate when
unidirectional communicationisrequired (for example, when giving information
about the problem or when posing questions). Therest of the team must use the
second type of electronic devices, because this ensuresthat the information and
the ideas the team members have are shared among all the participants. Only at
the final stage, or when a little debate is required, may a simultaneous or
synchronous virtual interaction take place. In such cases, the videoconference
works best.

Because of thetime an individual needsto work on hisor her own, and the
role of the leader, synectics has an important disadvantage for virtual teams. It
can lead to afeeling of detachment from the group, particularly if the process
lasts longer than expected. Thisis why it is fundamental to set a deadline for
which to finish the exercise.

Attribute listing

As Davis (1998) said, “brainstorming is a general thinking strategy that
mainly requirescreative attitudes and a creative atmosphere. Attributelistingis
a more specific technique for generating new ideas” (p. 178). There are two
forms of attribute listing: attribute modifying and attribute transferring. With
attribute modifying the thinker lists the main attributes (characteristics, dimen-
sions, parts) of the problem object or process and then thinks of ideas for
improving each attribute. Two brainstorming processes are then required.
Therefore, the same argumentsfor using electronic brainwriting when working
with avirtual team also apply when referring to this technique. Moreover, the
same electronic means suggested for electronic brainwriting are suitable for
attribute modifying.

Attribute transferring is another name for what we called “analogical
thinking” or “synectics.” Instead of carrying out a single synectic process, the
team must start with a brainstorming session to decide attributes on which to
focus. After that, the steps we explained earlier are followed.

The main disadvantage of this method is the amount of time required. As
stated earlier, both attribute-listing variations include two different processes
that may take longer when they are developed virtually than when they are
developed F2F. There may betwo consequencesof this. Thefirstisdetachment.
The second is free-riding, which is the tendency to invest less effort in group
projects, because members can sit back and leave the work to others. Thisis
mainly due to boredom and lack of interest in the creative process.
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Converging Techniques

Training in creative problem solving always emphasizes divergent tech-
niques. This is because we are already used to converging (i.e., to bringing
together possibilities, choosing alternatives, strengthening, refining, andimprov-
ing ideas, and reaching aconclusion).” We do not intend to expand on thistopic,
becausedivergent thinkingisonly effectivewhen convergent thinking skillsand
techniques balance it, but we must say afew words about the use of convergent
methods by virtual teams.

First, using converging techniques in a virtual environment is not time-
consuming. Although the problem solver needs some time to analyze the
different ideas brought about by the divergent process, he or she usually does so
quickly. This is why communication technologies that gather team members
together at a certain time (such as video conferences or audioconferences) can
be suitable for a convergent process, as long as all the participants have the
required information for converging before the session begins.

Second, convergent methods are simple and often require only a single
action by each participant. Thisallowsthevirtual teamto use popular electronic
means, such as e-mail or even telephones. In these cases, the only requirement
isto appoint aleader to collect the messages from the team membersand inform
them about theresults. A simple voting system (for example, voting for thetwo
tothreeideaseach participant likesthe best, then selecting thetwo to threeideas
with the highest number of votes) can easily be carried out in this way.

Finally, because at an eval uation stage alot of information is needed about
the previous creative process steps, the Internet, the electronic bulletin board,
and the group intranet are suitable tools for displaying the data required for
making adecision. Each participant will view the sameinformation, at the same
time, for the sameamount of time, and in the same physical format, thusallowing
the team members to make their decisions given the same contextual factors.

Although it may be easy to virtually converge, this technique is more
complicated than simplevoting, because, likethe eval uation matrix technique, it
involves applying other methods. In the example, brainstorming is needed in
order to select thecriteriaaccording to thevalue at which eachideawill berated,;
also, participants need to debatein order to reach agreement on how to rate each
idea. Time constraints and the need to be available simultaneously will again
become serious obstaclesfor the convergence process. For thisreason, easy-to-
use converging techniques are recommended in avirtual context.®

CONCLUSION

In this chapter, we analyzed the relationship between creativity and team
performance and some of the variablesthat enhance creativity in avirtual team.
We also explored several creative tools that can play important roles in the
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creative processes of teams. Our two main conclusions are that creativity can
help virtual teams to become more effective, and that not all the methods that
foster creativity in a F2F context are appropriate in the virtual environment.

However, several questions remain unanswered, and more research is
needed. In particular, threeimportant i ssuesneed further development. First, the
relationship between creativity and virtual team performance needs to be
thoroughly explored. Successful studies will determine how structural and
environmental factorsinfluenceteam creativity. Second, although virtual teams
arealready usingidea-generation techniques (asweshowed), their strengthsand
weaknesses need to be carefully and academically explored. Finally, it is
important to consider the effects of technology on both individual and team
creativity. Technology hasrisksthat can sometimesoutweighitsbenefits. When
applying creative techniques, people need to focus on the creative process and
not on the technology being used. Technology must be easy to use, and it must
be effortless and unsophisticated — the simpler the technology the better.

Theoretical and empirical research into creativity and virtual teamswill be
challenging. Thisisparticularly truebecause, inour experience, virtual teamsare
still searching for creativity.
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ENDNOTES

! Excerpt from “Perspectives. The science of creativity.” Management
Development Review, 10(6/7), 203—304, 1997.

2 Other variables could be explored, but two reasonsled usto consider these
dimensions in particular. First, the few existing studies of virtual teams
focused on the variables considered in this section, so only those elements
further studied in the research works analyzed are listed here. Second, as
we stated in the “ Creativity and team performance” section, these are the
more important factorsto consider when looking for creative, productive,

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



Virtual Teams and their Search for Creativity 231

and effective teams. Thisiswhy we previously referred to, among others,
the works of the following:

(a) Stewart & Barrick (2000), who showed that the clarity of tasks and
responsibilitiesisrelated to team performance

(b) Waller (1999), who considered that information collection and commu-
nication activities have a positive association with team performance

(c) Amabile (several studies), who stated that effective work teams are
made up of individuals who trust and communicate well with each other

s For our purposes, affective conflict isdefined as conflict that is character-
ized by anger or hostility, and task conflict is defined as disagreement that
is focused on work content.

4 Also, Lipnack and Stamps (1997) said that because of the dynamic nature
of virtual teams, the roles played by team members must be multiple and
flexible.

5 For the purpose of thischapter, communication, to be effective, hasto flow
in two ways.

6 Asstated before, thevariablesconsidered arethe main ones, although other
authors may have emphasized different or complementary ones.

7 Some peoplewould also say that we are used to eval uating and criticizing.

8 Videoconferences or computer chats may be considered a solution when
debate is needed. Thiswill be true as long as all the team members share
the same time borders.
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ABSTRACT

The purpose of this chapter is to explore the experiences of 15 different
teams from two Fortune 500 companies: a food distribution company and
a financial services company. The objectives of the virtual teams for these
two companies were twofold: first, to learn how to work in virtual teams,
and second, to complete a business project critical to their respective
companies. We begin this chapter with a brief explanation of how the teams
were organized and for what purpose. Then, the focus is more specifically
on the factors that made some teams more successful than others, including
the impact of geography, the problem of free-riding, top-level support, and
gender differences.

INTRODUCTION

In response to criticism that management education and executivetraining
programs lack relevance to the “real-world” corporate experience, more com-
panies are demanding that their training and development dollars produce
tangible results. As a result, companies are turning to “blended training de-
signs,” ! such asaction learning, that combinetraditional classroom experiences
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with other methods. Actionlearninginvolves*asmall group of peoplesolvingreal
problemswhileat the sametimefocusing onwhat they arelearning and how their
learning can benefit each group member and the organization as a whole”
(Marquardt, 1999). As companies become more geographically dispersed,
action learning programs are being used to increase knowledge sharing and
cross-functional teamwork through the development of virtual teams.

The integration of virtual-team-based activities into action learning pro-
grams appears to be necessary and appropriate for an increasingly global and
technology-driven workplace. Virtual teams allow organizations to maximize
efficiency and effectiveness by tapping the knowledge, skills, and expertise of
employees around the globe and increasing opportunities for information or
knowledge exchangethrough expanded social networks (M ajchrzak, Rice, King
Malhotra, & Ba, 2000). Y et, experts suggest that more virtual teams fail than
succeed. The failure of many virtual teams to realize their potential is often
attributed to theinability of team membersand team leadersto communicateand
coordinate team work processes across time and space boundaries. Action
|earning desi gnsin an executive education setting represent oneway to armteam
members and team leaders with the skills and knowledge needed to perform
effectively inavirtual environment and to provide an opportunity to apply those
lessons in solving real business issues. The objective of these programs is to
develop competent virtual team members, reinforceteamwork, transfer learning
across geographic boundaries, and promote innovation and creative problem
solving.

Unfortunately, managers and educators are only beginning to understand
what makesvirtual teamseffective. The majority of what we know about virtual
teams comes from case studies and anecdotal descriptions of virtual team
experiences or from laboratory experiments involving students in controlled,
unnatural work environments. Hence, prescriptions for effective virtual team
performance may bebased on untested findingsor from student experiencesthat
do not reflect the realities of the workplace. These ill-conceived prescriptions
may threaten the ability of management educators to develop and administer
action learning programsthat create effective virtual team practicesfor partici-
pants and participating companies. More research is needed to study virtual
teamsintheir natural working environments. By studying virtual teamsduring an
action learning program, we can better assess the factors that contribute to or
hinder team performance and identify how action learning programs can be
designed to facilitate the development of effective virtual teams.

The purpose of this chapter is to accomplish the latter two objectives by
describing the experiences of 15 virtual teams organized into action learning
teams in an executive education setting. Each of these teams was assigned the
task of analyzing a business problem facing their organizations and generating
solutionstothe problems. Nine of the 15teamswerefrom aFortune 500 financial
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services company with global operations, and six teamswerefrom amajor food
distribution company operating in several regions across the United States.
Theseteams’ experiences and effectivenessvaried widely, providing an oppor-
tunity to assess the conditions associated with effective team performance. To
identify thefactorsthat influenced team performance and how various elements
of the educational program facilitated effective teamwork, we gathered data
from both of the executive education programs in which these companies
participated, through the use of surveys, participant interviews, and direct
observation. In this chapter, we discuss our findings and how they may be used
todesign actionlearning programsthat promoteeffectivevirtual teamwork inthe
corporate setting.

The chapter is organized as follows. First, we review research relating to
virtual teamsand computer-mediated communication (CM C) that suggestswhy
virtual team dynamics may differ from those of colocated or face-to-face (F2F)
teams. Next, we describe the virtual project teams that we studied, their
organizations, and their action learning projects. We then compare the perfor-
mances of these teams and discuss the factors that influenced team effective-
ness, including company culture, theimpact of geography, the use of technology,
theimportance of senior sponsorship, and the quality of teams’ work processes.
We conclude with observations regarding the differences between colocated
and virtual work teams and the implications of these differences for managers
and educators charged with developing effective virtual teams.

BACKGROUND

Decades of research and practice on work teams suggest that teams are
more likely to be effective when team members work toward a common goal,
havethe knowledgeand skillstoreach that goal, and adopt reasonabl e strategies
for achieving those goals (Hackman, 1987). Thisresearch, however, implicitly
assumes that team members are colocated and therefore fails to consider the
unique challengesassociated with communicating and coordinating work across
time and space boundaries. In this section, we discuss some of the inherent
differencesbetween col ocated and virtual teamsand highlight thekey challenges
that thesedifferencespresent for establishing ashared goal, developing theskills
necessary towork virtually, and creating and adopting effectivework processes.

Commitment to a Common, Shared Goal

For virtual team members, it may be more difficult to establish acommon
goal than it is for members of colocated teams for several reasons. First, goal
setting and consensus building typically require that team members recognize
their similarities, shared values, and expectations. Physical proximity enables
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these perceptionsto devel op and reinforcesthese perceptionsby providing team
members with greater opportunities to monitor others' behaviors, to exchange
relevant nonverbal information (e.g., visual cues), and to engageintheinformal
“water cooler” conversations that build social ties (Finholt & Sproull, 1990).
Without the opportunities for exchanging important social information, virtual
team members may find it difficult to establish a shared sense of meaning and
purpose around their work.

Second, contextual differences between virtual team members' local work
unitsmay al so makethe establishment of acommon goal moredifficult. Because
colocated team members work in the same location, they should share many of
the same work experiences, such as the same work climate, physical surround-
ings, and accessto technology. Contextual factorsinfluence how team members
communicate to one another and provide important information about the types
of goals that are reasonable and attainable (Cramton, 2001). In virtual teams,
many contextual factors may vary acrosswork units. For instance, some virtual
team members may work in technology-driven or “paperless’ offices, where
most work — including collaborativework —isaccomplished electronically. In
contrast, team membersin other locations may work in moretraditional offices,
where most work is accomplished through formal and informal F2F meetings.
Team members from these different units may have different ideas about what
can be accomplished in avirtual team environment, making it more difficult to
establish goals that each team member can agree upon.

Third, it may bemoredifficultfor virtual team membersto direct their work
efforts toward the shared virtual team goal, because they must balance their
virtual team responsibilities with competing local demands. Said differently,
virtual team members will likely have expectations and goals at their “home
units” that they must fulfill in additiontotheir responsibilitiesonthevirtual team.
Team members may weigh the importance of their local demands more heavily
thantheir virtual demands, becausethelocal work ismoreimmediateand visible
to coworkers and supervisors. Moreover, because virtual team members cannot
monitor one another’ sbehaviorsin“real time,” they may find it easier to reduce
the effort they afford to their virtual team, believing that those reduced efforts
may go undetected (Shapiro, Furst, Spreitzer, & Von Glinow, 2002). Weeksor
months may go by before team memberstalk to one another, and team members
may easily manufacture excuses for not doing their fair share of the work.

Knowledge and Skills

Effective virtual teaming also requires specialized skills, knowledge, and
technical capabilities. For example, team members must understand how to
communicate using varioustechnol ogies, ranging from simple, lean technol ogies,
liketelephonesand e-mail, to more complex innovations, such asdecision support
systems or specialized collaborative software packages (e.g., Lotus Notes®).
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Effective communication requires more than simply knowing how to use
different technologies. It also requires that team members transmit content and
meaning using these technologies. In the absence of visual cues (e.g., body
language) or verbal cues (e.g., intonation), team members must supply contex-
tual information that transmits meaning in nontraditional ways. E-mail users
attempt to provide the emotional context of messages through symbols such as
happy faces: ) or viacapital letterstoindicate outrage, emphasis, or aggression,
but these symbols can only convey rudimentary feelings. Moreover, electronic
media rarely provide feedback that allows the message sender to confirm
whether the meaning of a message was received and interpreted as intended.

Virtual team members must also understand the importance of matching
their assigned taskswith the use of appropriate technol ogies. Research suggests
that higher-performing virtual teamsnot only useinformationtechnologiesmore
than low-performing teams, but they also have a better understanding of which
technologies are best suited for agiven task (Hollingshead & McGrath, 1995).
Achievingthefit betweentask andtechnol ogy hel psvirtual teamsensurethat the
appropriate task and non-task-related information is conveyed across geo-
graphic boundaries. For instance, routine tasks that do not require a lot of
contextual information or complex communication may be performed efficiently
using alean technology, such ase-mail. More complex tasks, such as consensus
building, require richer technologies that also convey body language or verbal
cues.

Finally, virtual team members must be able to demonstrate trustworthiness
and possess the propensity to trust (Jarvenpaa, Knoll, & Leidner, 1998). To be
successful, virtual team members must be able to trust that teamwork is being
carried out in each other’ s absence. Virtual team members often do not see one
another and cannot observe one another’ s behavior all of the time. Hence, they
must work under the assumption that team membersarefulfilling their expected
responsibilities. Thepropensity totrustisparticularly important to hel p ateam get
off thegroundinitially. Trust enablesmemberstotakeaction at theteam’ sonset,
which helps the team maintain trust and deal with uncertainty, ambiguity, and
vulnerability associated with dispersed work, until team members have timeto
demonstrate that they are, in fact, trustworthy (Jarvenpaa et al., 1998). Over
time, team memberslearn who performswell, who fulfillstheir responsibilities,
and who helps out others.

Team Processes and Strategies

Theprocessof identifying and implementing effectiveteam work processes
may also be more challenging for virtual teams. Virtual team members often
work in different time zones, so most of their work must be accomplished
asynchronously, that is, during different times and on separate occasions. Al so,
technological breakdowns may impede team communication and information
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flow. Thedisjointed workflow can create scheduling and coordination problems
that teams must managein order to maintain forward progress. Therefore, teams
must devel op procedures for maintaining workflow and for handling communi-
cation breakdowns, such aslost e-mails, attachmentsthat cannot be opened, and
conference calls that go awry.

Virtual teams may be especially vulnerable to communication miscues
because of their reliance on electronic rather than F2F communication and
because team members may speak different languages or come from different
cultural backgrounds, where communication styles vary. Hence, the devel op-
ment of communication norms may be especially important for preventing
misunderstandings and maintaining work flow. For instance, what some team
members may consider acceptable behavior is likely to vary from country to
country and even from the East to the West coast of the United States. For
instance, in some cultures, silence may signal agreement with another team
member’s idea, while in others, it may signal respectful deference. Subtle
differencesinlanguage and meaning may be hard to detect when team members
cannot observe verbal and nonverbal behaviors. Team members must also
develop backup proceduresfor lost e-mails, attachmentsthat cannot be opened,
and conference callsthat go awry. Thus, virtual teams need to establish specific
communication norms, such aswhen and how to criticize each other’ swork, who
should be copied on e-mails, and how to edit documents.

Summary and Implications for Action Learning Using

Virtual Teams

Cumulatively, research and practice provide substantial information onthe
uniquechallengesassociated with virtual teams. However, much of thisinforma-
tion isbased on anecdotal evidence or on laboratory studiesinvolving students.
For managersand educatorscharged with devel oping virtual teams, aneed exists
to study virtual work teamsin a natural work setting to identify the factors that
influenceteam effectivenessand how action |earning programsmay be designed
to create and support effective teams. The teams we studied from two executive
education programs provided such an opportunity. For both teams, wewere able
to observeand collect information regarding anumber of work process and task-
related variablesto identify what factorsinternal to these teamswere associated
with stronger team performance. Additionally, inher roleasprogramdirector for
both executive education programs, the first author was able to plan and
implement many aspects of the action learning programs used by the participat-
ing companies. Asaresult, wewere able to examine how factors external to the
team (e.g., specific elementsof thetrainingintervention and senior management
support) can contribute to team performance.

Inthe section that follows, we describethe 15 teamsthat participated in the
two executive education programs and the nature of their action learning
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projects. We then highlight performance differences between the teams and
offer our insights as to which factors, both internal and external to the teams,
differentiated the more successful from the |l ess successful teams. We conclude
by discussing the implications of our findings on virtual team development
programs used in management education.

THE TEAMS AND
EXECUTIVE EDUCATION CONTEXT

The virtual teams we studied represented a financial services company
(FINSERV) and a food distribution company (FDIST). FINSERV provides
investment banking servicesand financial servicesfor high-net-worthresidential
and institutional customers. FDIST manufactures alimited number of products
and distributes alarge selection of food productsto institutions, such as schools
and hospitals, and to fast-food chains and individually owned and operated
restaurants. For FINSERYV and FDIST, participation in the executive program
wassel ective. Participantswerealready in positionsof substantial responsibility,
were nominated to participate in the program by someone more senior than
themselves, and were considered to have potential beyond their current level s of
responsibility. Neither of the teams from the financial services or the food
distribution company had prior experienceworking onavirtual team. Infact, one
of the stated goals for both the FINSERV and FDIST programs was to develop
rel ationshi psacrossbusinessunitswithinthe United Statesand, for the FINSERV
teams, internationally.

During the first meeting of each executive education program, individuals
were assigned to project teams, each of which was charged with completing a
challenging business project over several months. Specifically, team members
were expected to research a critical business issue or problem currently
affecting their organization and to make recommendations for solving or
improvingit. Althoughtheir assignmentsweresimilar, the FINSERV and FDIST
teams differed along several dimensions, including the degree to which their
projects were structured, how they were eval uated, and how much instructional
support was provided from program administrators. We summarize these
differencesin Table 1.

Financial Services Teams (FINSERV)

The FINSERV teams were organized as part of a women’s leadership
program, an executive education experience provided by the Kenan-Flagler
Business School in Chapel Hill, North Carolina, and the Center For Creative
L eadership (CCL) in Greensboro, North Carolina. Senior-level women attended
a leadership program at two separate time intervals. At Time 1, the women
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Financial Services
(FINSERV)

Food Distribution
(FDIST)

Purpose of program

Objective of team
assignments

Participants

Location of team
members

Project assignments

Duration of project

Key dates

Organized as part of awomen’s
leadership program

Move the company forward on
issues of importance to participants
in the program

45 senior-level women from a
variety of functional areas (e.g.,
human resources, marketing,
investment banking, finance)

Globally distributed

Selected by the team members

3 months

Time 1: Team members
participated in a 5-day training
program in Phase |; teams allowed
time to discuss projects.

Time 2: Presented projects with
recommendations 3 months | ater

Organized as part of an
executive management training
program

Move the company forward on
avariety of critical issues
identified by corporate leaders

29 mid- and senior-level men
and women from avariety of
functional areas (e.g.,
operations, human resources,
sales management)

Distributed within the United
States

Assigned by executive
education staff and company
senior managers

8 months

Time 1: Three-day residential
training

Time 2: Three-day residential
training

Time 3: Three-day residential
training

Time 4: Three-day residential
training to include project
presentations to senior
management and faculty

participated in afive-day training program emphasizing issues of globalization,
managing change, technol ogy, communication skills, and specific challengesin
thefinancial servicesindustry. At Time 2, approximately three monthslater, the
training program emphasized individual leadership skills, personal style, and
individual assessment of strengths and weaknesses. Between Times 1 and 2, the
participantswere expected to compl ete action learning projectsinvirtual teams.

The teams typically included five or six women who differed in terms of
geography, age, cultural background, and job function. For example, someteams
included membersworking in London, Hong Kong, or Europe, and in functions
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such ashuman resources, marketing, investment banking, and finance. Of the45
women participating in the program, six were from London; one from Los
Angeles; onefrom Canada; two from Jacksonville, Florida; onefrom Paris; one
from Little Rock, Arkansas; two from Hong Kong; one from South Africa; one
from Stamford, Connecticut; 10from variousofficesin New Jersey; and 18 from
several officesin the New York City area. All teams had representatives from
multiplecountriesandlocationswithinthe United States, suchthat each team had
to deal with time-zone differences. All business was conducted in English.
Although each participant spoke English, thewomen from Hong Kong struggled
with English idioms. During the first five-day residential executive education
program (Time 1), theteams selected topicsfor their action learning assignment,
which included the projects summarized in Table 2.

During Time 1, team members spent aminimal amount of time at the end of
each day discussing and planning their projects. Program instructors provided
teams with written directionsfor the projects, project expectations, and recom-
mendationsfor working with asenior sponsor. However, instructorsprovided no
information about how to work effectively in avirtual environment.

M ost of the work on the projects was conducted in team members’ natural
work environmentsin the interval between Time 1 and Time 2 of the program.
Inthe early stages of the project, the groups set up conference callsin order for
all team members to exchange information. All groups found it difficult to
communicate synchronously because of large time-zone differences and other
work commitments that appeared to take precedence over attending the

Table 2: FINSERV project teams.

Team Project Description

1 To create aportal of choice for select global platinum clients

2 To determine the operationa “financial” benefits of implementing Web-
based collaboration tools

3 To build and foster a diverse cross-enterprise network of leaders
4  Todevelop atriad mentor program
5  Todevelop anew Web-based employee orientation

6 To identify methods for retaining talent and becoming the employer of
choice

7 Research best-practices for recruitment and retention
8  Toformulate amanager — and leader — selection process

9 Research job rotation experiences across business units and regions
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conferencecalls. Although conference call timeswere agreed towell inadvance
by individuals on theteams, it was common for one or two members of the team
to be absent during a call.

As the projects proceeded, the project teams were more likely to share
documentsandindividual work asynchronously. Despitetheavailability of Web-
conferencing software, such as WebEx™ and Microsoft®’ s PlaceWare, teams
relied on morerudimentary formsof information sharing, suchassendinge-mails
with attachments. One participant, whose team membersincluded women from
London and various officesin the United States, said:

We didn't use web conferencing software for several reasons.

Different parts of the organization use different technologies.

What is used in the U.S. may not be used in the U.K. Also it just

seemed easier to conference call and send each other attachments.

At the FINSERV organization, Web-conferencing is used routinely for
formal presentations by executives and for training financial advisors but is
generally not used for informal conversationsbetween or amongindividuals. As
one participant noted, the technology produces adetectabl e transmission delay,
which makes it less than ideal for communication. Moreover, for teams with
members from different time zones, synchronous methods of communication
may beinconvenient. For example, to communicate with Japan from the United
States, individual sinthe United Stateswould becalling their Japanese coll eagues
in the middle of the night and vice versa.

At Time 2, each FINSERV team presented its project to two other teams,
a Kenan-Flagler faculty member or a CCL consultant, and, in some cases, a
senior manager of the FINSERV organization. All teams made recommenda-
tions for further action to be taken by the company. Although the teams
evaluated the executive education program, their projectswerenot eval uated by
senior managers or external experts.

Food Distribution Company Teams (FDIST)

FDIST, which is headquartered in the Eastern United States, includes a
number of operating divisions across the United States but does not have
international operations. The FDIST teams were organized as part of aleader-
ship devel opment program provided by the K enan-Flagler Business School at the
UNC—Chapel Hill. The program was designed to align organizational learning
with strategic business needs, to establish cross-organizational networks that
encourage best practice, to prepare managersfor expanded organi zational roles,
and to act as a vehicle for change. The program was conducted over an eight-
month period, during which partici pantsattended four residenciesin Chapel Hill
(approximately two months apart) covering topics such as financial manage-
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Table 3: FDIST project teams.

Team Project Objective

1 To develop an integration strategy for acquisitions

2 To determine how to efficiently transfer information technology from
one subsidiary company to other parts of the firm

3 To determine how to transfer best practices from one division of the
company to another

4 To streamline the accounts payabl e process
5 To conduct a corporate communications audit

6 To develop career paths for specific jobs

ment, communication skills, marketing, and | eadership. Participantsincluded 29
senior- or mid-level managers, 27 of whom were men and two were women.

Program administrators introduced the action learning projects during the
first executive education residency (Time 1). Likethe FINSERYV teams, FDIST
team members were assigned to cross-functional and geographically dispersed
teams. Unlike the FINSERYV teams that chose their own projects, the FDIST
team topics were chosen by the CEO and his closest managers. These are
summarizedin Table 3.

During Time 1, the Executive Education Project Director outlined expecta-
tions for the action learning projects, provided detailed instructions about how
sponsors should work with teams, and highlighted the typical obstacles and
frustrationsthat virtual teams might encounter. In addition, the Project Director
conducted an exercise to simulate a virtual team interaction. During this
exercise, team members were sent to their respective hotel rooms, where they
convened their first conference call, with the objective of reaching agreement
about work and behavioral norms. Oneteam experienced difficultiesconnecting
all membersfor their call; so, during the debriefing session for this exercise, all
groups had the opportunity to discuss contingencies for communication break-
downs.

At subsequent residencies, the virtual teamswere provided with additional
time (ranging from 3to 6 hours) to work on their projects. Thiswasunstructured
time available to participants before and after the dinner hour. However, the
expectation wasthat the majority of the project teams’ work would be compl eted
virtually, when managers returned to their home offices. Like the FINSERV
teams, the FDIST teamsrelied almost exclusively on e-mail, telephone, confer-
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encecalls, and document sharing viae-mail attachments. Althoughteamsvaried
with respect to the amount of time they devoted to the project while between
residencies, most indicated that they convened as a team only once or twice
during these periods, usually via conference calls, to exchange and update
information. Hence, it wasduring theresi dencies, when team members met F2F,
that team membersdi scussed work processes, timelines, and commitment levels.
At the end of the project, many of the managers commented that they wished
they had done more communicating throughout the process to set expectations
of deadlines, to maintai n enthusiasm and focus, and to communi cateresponsibili-
ties.

During thefinal session of the executive education program, senior manag-
ers from the company and Kenan-Flagler faculty observed the action learning
presentations and evaluated each on the basis of the quality and content of the
team’ s report and the quality of the presentation.

Outcomes of the FINSERV and FDIST Team Projects

Theperformancesof the 15teamsvaried widely, asillustrated by comments
of participants, by the range of scores FDIST teams received for their final
project eval uations, and by the degree to which team projectswereimplemented
and followed-up on after program completion. In general, the FDIST teams’
performances were stronger than those of the FINSERV teams, although
differences between teams from each company also emerged. Data collected
from four surveys of FDIST team members from January 2002 through August
2002 and interviews with team members from both FINSERV and FDIST
provided some insights into why some of these disparities exist. In particular,
performance differences reflected differencesin program design, in the operat-
ing culturesof the participating companies, andinthework processesdevel oped
by the various teams. Next, we discuss these differences and the lessons
learned.

L ESSONS LEARNED FROM

THE VIRTUAL TEAMS

Corporate Culture Matters

Thedisparateresultsachieved by the FINSERV and FDIST teams suggests
that for virtual teams operating in the “real world,” the climate for virtual
teamwork and the underlying corporate culture can greatly impact performance.
For instance, theteamsfrom FINSERV did not have sufficient timeto devoteto
their projects, the commitment to work on them outside of their normal work
duties, or the overt support of senior management. Not surprisingly, attendance
from Time 1to Time 2 of the FINSERV program dropped from 45 to 41 women
because of more pressing business engagements.
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The datafrom these two companies al so suggest that organizational culture
may impact the degree to which virtual teamswill be successful. The company
culture of the FINSERYV organization is based primarily on transactions rather
than on processes and on individual “deal-making” rather than on team contri-
butions. Theinvestment banking cultureisoneinwhich senior-level employees
are judged on how quickly and successfully they can close lucrative financial
transactions. Approximately half of the FINSERV participants worked in
investment banking, private-client groups, or institutional-client groups, as op-
posedto human resources, legal services, marketing, corporate services, or other
support functions. Inthisenvironment, askingindividual stotaketimetowork on
aproject unrelated to constructing “adeal” interfered with their commitment to
the team project. Many said they wanted to work harder on the action learning
teams but knew they would not be rewarded for their efforts. Some even
indicated that their personal productionwould suffer asaresult of spendingtime
on the action learning team project, and that this distraction from personal
productionwould ultimately impact their compensation. Their commentsmay be
best summarized by the chief organizer of the Executive Education program
from FINSERV, who remarked:

The culture doesn’t fully support the process of virtual teams.
People aren’t use to working this way and the organization is
driven by transactions that are completed by individuals. What is
most important is developing business relationships that will help
generate business and close deals. Even senior managers who
wanted to be there for the project presentations couldn’t make it
at the last moment. Something more urgent always comes up and
they typically have no-one to backfill in their absence. (Personal
Interview, November 12, 2002)

The culture of FDIST, on the other hand, is less transactional and more
process- and operations-focused. Compared to the experience of individualsin
the FINSERYV teams, individual sin thisenvironment did not seem as pressed for
time or as driven by production goals. As a result, the FDIST team members
reported more favorable experiences with the virtual team exercise and found
the projects more worthwhile than members of the FINSERV teams. Members
of thefood distribution teamstook the project seriously, at least in part, because
the culture supported working in thisway. Inrecent years, FDIST acquired, on
average, three companies per year. In response, senior executives repeatedly
emphasized theimportance of teamwork intheintegration of these acquisitions.
The difference between these two organizations and their responses to virtual
teamwork strongly suggest that some companies and businesses are better
suited to virtual teamwork than others because of their underlying cultures.
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Importance of Face Time

Although all the teams worked virtually, those that took advantage of F2F
meetings had fewer interpersonal conflicts and produced better results. At the
end of their projects, the FINSERV teams realized that they had not taken
advantage of F2F time (before working virtually) to determine how their team
would work together and to define the project assignment. Some F2F meetings
areessential for devel oping trust and individual accountabilities. One participant
commented, “We didn't have enough time in phase one to develop the learning
teams enough. It [the project concept] was rushed in phase 1 and we needed
more time and a better game plan.” The problem with lack of face-time seemed
to be magnified by the multicultural aspect of the FINSERYV teams. Some team
members, especially thosefrom Hong Kong, had difficulty communicating with
team members, because English wasnot their first language. For theseindividu-
als, conference callsweredifficult, becausethey lacked visual cluesto interpret
what was being said, and because they did not understand English idioms well.
Conversely, the FDI ST teamshad the opportunity to meet F2F threetimesduring
the residential training program. Many realized that having occasional F2F
meetings greatly improved their ability to function virtually. During these F2F
meetings, the project assignment was refined, expectations of one another were
discussed, and responsibilities were assigned. Virtual meetings were reserved
for sharing documents, commenting on work, and determining next steps.

Importance of a Good Start

Survey data from the FDIST teams suggest that, at the beginning of the
projects, little difference existed among the teamsin terms of their perceptions
of workingvirtually. All were optimistic about compl eting their projectssuccess-
fully, and all were upbeat about their teammates’ capabilities and commitment
to the project. However, less than eight weeks later, differences began to
emerge. One important difference reflected the extent to which teams clarified
their missions and purposes before delving into the work. Misapprehensions
about the purpose of the project are harder to correct once peopl e are distanced
by geography. For example, Team 5 reported the highest levels of coordination
of activities, clarity of mission, and trust. From the early stages of the projectin
January through March of 2002, Team 5 set specific monthly goals that were
used to keep the team focused while they were apart. In addition, this team
created an early “win” by conducting a communications survey that was
distributed to company employees. Thedatafromthe survey provided themwith
information for recommendati onsto senior management and clear momentumto
continue working. In contrast, teams that floundered experienced a slow start,
with coordination problems, ambiguity about the purposes of the projects, and
apparent lack of commitment by some members. As one member of Team 2
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remarked, “Team members’ day to day tasks are being used as an excuse to
avoid doing the project.”

Coordination Difficulties

Coping with time-zone differences and large geographical distances posed
greater problems for the FINSERV teams and seemed to affect their overall
commitment to the project. Many team participants complained about the
difficulty of attending telephone conferences, andit wascommonfor at least one
member to call infor aconferencein the middle of the night. Individuals whose
time zones were furthest away from the others in their team ended up feeling
inconvenienced and eventually devel oped resentment toward the team project.
Although the FDIST teams had time-zone changes to contend with, these time
differences were not as dramatic and did not fuel interpersonal conflict.

Coordination seemed toreflect the degreeto whichteamsdevel oped amore
rigorous process structure. One participant in the FINSERV teams remarked
that her team developed a process structure in order to share documents:

We e-mailed documents to one another and we edited them or

added our contributions to them. We quickly learned to date-and-

time stamp them so we could keep clear which version of the

document we were working with. We had to learn our own rules

of engagement. We rotated responsibility for editing the document.

The FDIST teams that appeared to perform the best did not wait for alast
burst of productivity prior to their August presentations and had aclear, agreed-
upon mission from the start.

It is likely that virtual teams procrastinate more than nonvirtual teams,
simply becausethey havethe opportunity to do so. Many of theteamsregistered
surprise at how far behind they were — thisislikely dueto the virtual nature of
their communication. Had they more F2F contact, they would have known how
they were progressing. Teams with identified |eaders began the process earlier
andfinishedwell beforethedeadline, again reinforcing thenotion that leadersin
virtual teams function as monitors of individual task performance. Teams that
struggled the most lacked this process structure. For instance, with afew weeks
left beforetheir final presentationsto FDIST executives, teamswere asked what
percentage of their project was completed. Teams2 and 3, which received some
of the lowest performance ratings, progressed the least — with 26% and 42%
of their projects completed, respectively. These same teams also were the | east
confident that senior management would act upon their recommendations.

Opportunities for Free-Riding
Earlier, we noted that in virtual teams, opportunities for some membersto
free-ride may be enhanced because their (reduced) efforts are morelikely to go
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undetected. Additionally, team members may feel that it is easier to set aside
their virtual team work when their local demands take precedent. These
processes seemed to occur more frequently in the FINSERYV teams. In addition
to working in an environment that did not support virtual teamwork, the design
of the project teams may have contributed to reduced work efforts. Unlike the
FDIST teams, these teams did not have interim F2F meetings before their final
project was due. Moreover, for members of the FINSERV teams, performance
on thevirtual team did not have implicationsfor their overall job evaluation. In
contrast, FDIST members were aware that their efforts would be evaluated by
senior managers, and their performance during the leadership program could
provide opportunities for future advancement. In one FINSERV team, free-
riding produced such frustration and resentment that three members of ateam
voted two noncontributors* off theisland.” For both companies’ teams, commit-
ment wasidentified by membersasacritical successfactor. One member of the
food distribution teams put it this way, “ Commitment from all members of the
group is critical to its [the project’s] success.”

Virtual Team Leadership

Identification of ateam leader early in ateam’s process appears to impact
virtual team performance. Leaderless teams recognized that they were handi-
capped by not having adominant player who would keep people ontask, monitor
work, and discharge responsibilities. Those teams that did not identify aleader
floundered early on and spent more time debating and negotiating roles and
responsibilities than those with leaders. Recent research confirmed that the
communication among virtual team members is almost entirely task-oriented,
thusmakingit difficult to develop trust (Dalton, Leslie, Ernst, & Deal, 2002). In
these F2F meetings, a leader should emerge to take on the responsibility of
monitoring the team’s progress and holding people accountable for tasks they
agree to do. Not surprisingly, we found that teams with leaders reported more
commitment and the absence of free-riders, because the leader played the role
of managing individual performance of individual team members.

The Use of Technology

One would expect virtual teams to take advantage of new technologies,
such as Web-conferencing, for communication; however, participantsin these
teamsrelied ontechnol ogiesthat weremost familiar to them, such ase-mail, one-
to-onetelephone calls, and teleconferencing. Even though the FINSERV teams
had accessto Web-conferencing software, none of them used it. One FINSERV
participant suggested that e-mailing documents that her team could all respond
tointheir own time was more efficient than using Web-conferencing software,
“Peoplein the company at thislevel are useto working at odd hours. It worked
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for me to have dinner, put my kidsto bed and then go to the computer to work
on the project or respond to a version of a document.” Similarly, although the
FDIST executivespublicly stated that individual sshould improvetheir technol -
ogy skillsthroughworkingvirtually, noneof the FDIST teamsdid. Although some
members had familiarity with these more sophisticated technologies, unless
everyone on the team was conversant with them, it was apparently burdensome
to usethem. In short, the teams did not want the extraresponsibility of teaching
their teammates how to employ these technologies.

The behaviors of the FINSERV and FDIST teams suggest that managers
and educators should include some technol ogy training or experiential learning
in thevirtual team development process. Asking groupsto use new technology
without providing them support to do so does not produce the desired results.
Even though these groups were encouraged to use sophisticated technol ogiesto
enhance their virtual work, they found this burdensome and reverted to more
familiar technologies, such as e-mail and conference calls. If new technologies
areto be employed, training on their use needsto be built into the curriculum of
the executive education program so that all team members feel confident using
them.

External Support

An outside facilitator had an impact on the success of the teams and the
attitude of individualstoward working virtually. Little facilitation to orient the
FINSERV teamstoworking virtually was provided beforetheteamsbegan their
work. The team members complained about complicated instructions and
confusion about expectations and project assignments. This initial confusion
created a negative climate around the entire virtual team exercise. Conversely,
therewas afacilitator for the FDIST teamswho explained the potential benefits
of working virtually and gave clear, simple directions for the action learning
project. For example, at Time 1, the facilitator asked the teams to define their
normsfor working virtually, had them practice aconference call, and discussed
their projectsin detail. The facilitator also gave a brief presentation about the
pros and cons of working virtually and identified obstacles the teams might
encounter. Theearly discussionsabout how to work together provided theteams
with a baseline for discussing team conflicts as they arose.

Besides providing direction on the business assignment, it is critical to
provide guidance on the process of working inavirtual team environment. This
guidance needsto bereiterated several timesand perhapsinavariety of formats.
The executive educational or management development professional can pro-
vide guidance by e-mail, participate in periodic conference calls as an observer
and provider of feedback to the teams, and can check-in with senior sponsorsto
encourage them to stay involved with their teams. Program directors can also
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include structured “learning dialogues” throughout the process to ensure that
groups are aware of their progress, are dealing with conflicts when they arise,
arelearning fromworking virtually, and are on-track to completetheir projects.
Through the gui dance of these devel opment professional s, individual sshould be
prepared to deal with some of the frustrations of working virtually and the
obstacles presented by working virtually. If documented, these dialogues also
can become part of theorganization’ slearning, should virtual teamsbeemployed
in the future.

Senior Sponsor Support and Salience of the Project

Senior sponsorship of the team projects and senior involvement were al so
key factorsin team success. Participants of the FDIST teams took their virtual
team assignments seriously, at least in part because senior management identi-
fiedtheactionlearning topicsand wereinvolvedinthem. Eval uation datashowed
that the perceived importance of the work by team members and the meaning-
fulnessthey attributed to their projects were related to team members' satisfac-
tion with working virtually and to their confidence that their teams would be
successful. In contrast, the FINSERV teams chose their own projects, and
several participantssuggested that they did not seem crucial to the organization.
As one FINSERV participant expressed, “Assignments were less valuable
because they weren't necessary mission critical for the organization.”

Each FDIST team was assigned a senior sponsor who either had an interest
inthetopic or had resourcesthat would be hel pful to theteam. Interestingly, the
lack of active involvement of the senior sponsor did not affect the team’s
perception of itseffectiveness, satisfaction withworking virtually, productivity,
or commitment. What seemed to matter wasthat senior managers sanctioned the
project and attended the project presentations. Seven managers, including the
CEO and President, attended the final program, wheretheteams presented their
projects. Theinvolvement of senior managersinthefinancial servicesteamswas
more haphazard in that the topics were not chosen by senior managers, only a
few teams had engaged a senior sponsor, and only three senior managers
attended the final action learning presentations. The lack of involvement by
senior managers seemed to negatively influence the degree of commitment
individuals had to their team and to their project assignment.

The stakes were higher for the FDIST team members, because they
presented their projects to all of the other teams, senior managers, and four
Kenan-Flagler faculty members, whereas the FINSERV teams presented to
only two other teams and either one Kenan-Flagler faculty member or one
consultant from the Center for Creative L eadership. Most teamsdid not have an
audience of corporate senior managers.

Our findings suggest that if senior sponsors are to be part of the program,
they need to be apprised of the type of support they are expected to provide.
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Senior management supportisparticularly important to theteam’ s perception of
the importance of their project to the company, and thus affects their commit-
ment to thework. Senior sponsorscan show their support by attending theteams'
project presentations and by providing meaningful critique. If projects are
deemed to be of value, senior sponsors should continue stewardship and provide
the necessary resources to implement them.

Ancillary Benefits of Virtual Teaming

An unintended consequence of the action learning teamsfor the FINSERV
teams was the network it provided women, particularly for help with their
careers. Infinancial services organizations, women who reach the top are often
isolated from one another. The action learning experience brought women who
worked in different parts of the organization together in a supportive environ-
ment. One woman explained the positive effect of this network in thisway, “It
[thevirtual team experience] was one of the most val uabl e parts of the program.
These people form the basis of my friendships and overall support. Invaluable
advice, counseling, knowledge and help.” Another commented, “The team
building was avery good experience and deepened ties | felt with the women’s
|eadership program network.”

CONCLUSIONS AND IMPLICATIONS FOR
MANAGERS AND EDUCATORS

The experiences of the 15 FINSERV and FDIST teams demonstrate that
virtual team dynamics mirror those of colocated teamsin anumber of ways. For
instance, teamsdemonstrated how important it isto establish aclear mission and
well-defined and enforced normsfor behavior. Clearly, themost effectivevirtual
teams that we observed established clear accountabilities that team members
understood and followed. In the absence of this direction, team members
seemingly refocused their energies away from the virtual team demands. Both
virtual and nonvirtual teams require F2F contact to establish norms, trust, and
comfort in working together. F2F communication builds a platform for trust,
where people naturally engage in conversation that strays away from the work
setting. Without F2F interaction, team communication becomes more task-
oriented. On conference calls, teams forego social “chit-chat” and focus
immediately on discussing the business at hand. Social dialogue and the visual
cues that accompany it build a sense of community.

In contrast to the similarities between these virtual teams and colocated
teams, the FINSERYV and FDIST teams also demonstrate that some significant
differences exist between virtual and nonvirtual teams. Because of the lack of
visual communication cuesand information that team membersgather from day-
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to-day observation and interaction with one another, virtual teamsstrugglewith
several issues. In the intervening months between March and August with the
FDIST teams, the trust level of members deteriorated, and the perception that
it was acceptable (or psychologically safe) to disagree with the group declined.
Open-ended responses from individuals indicted that little work was actually
being doneinthe early phases, and asindividual s became actively involved and
awareof their lack of progress, thismost likely ledtoalack of trustinfellow team
members. Free-riding is more easily accomplished in virtual teams, because no
one is monitoring activity on a day-to-day basis. Over the intervening months
between executive education sessions, the perceptionthat it was safeto disagree
with the group declined; time was running out, and suggesting alternative ways
of completing the project would only put groups further behind and add to the
stress they were already experiencing. |dentifying a leader in virtual teamsis
important, because communication about roles and responsibilities needsto be
managed more actively than in nonvirtual environments.

Inconclusion, our findingsregarding the devel opment of virtual teamsinan
executive education setting provide important new insights for managers and
educators charged with devel oping high-performing virtual teams. Notably, by
studying virtual teamsin their natural working environments, we were able to
demonstrate how factors characteristic of those environments (e.g., culture and
reward systems) may contributeto or hinder virtual team performance. Wewere
also able to identify a number of methods that executive education program
directors can use to maximize team learning experiences. For instance, we
observed that some focus should be paid to using technology and giving team
membershands-on experience using more sophisticated technol ogiesto commu-
nicate and streamline workflow. Teamsthat are challenged by the dispersion of
geographical time zones should empl oy asynchronoustechnol ogies, such asWeb
sites, Web-casts, and Internet file transmission, aswell aslean methods, such as
e-mail.

Our findings demonstrate the importance of involving senior sponsors and
communicating senior managers’ support for virtual teaming. Aswe observed,
senior management support helps communicate to team members the impor-
tance of these projects and may help lessen the tendency for team members to
free-ride, if they know they are going to be evaluated on their performance.
Finally, our results highlight the importance of structuring the development
process. For example, the human resource professional or executive education
program administrator should build in initial F2F team interactions, organize
technology training before the team begins to work virtually, and encourage
teams to choose a leader whose responsibilities would include assigning tasks
and monitoringindividual participation and team progress.
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ENDNOTES

! Blended training designisaterm used by many management devel opment
professionals to suggest blending traditional classroom training methods
with other methods, such as distance learning viathe World Wide Web or
action learning assignments.
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Chapter X1V

M otivational Antecedents,
Constituents, and
Consequentsof Virtual
Community | dentity

Utpal M. Dholakia, Rice University, USA

Richard P. Bagozzi, Rice University, USA

ABSTRACT

In understanding the influence of virtual communities on its members,
examined in this chapter is the role of identity — the member’s conscious
knowledge of belonging and the emotional and evaluative significance
attached to the membership. Drawing from research and analyses across
different disciplines, we present an integrative framework considering and
elaborating on the motivational antecedents, constituents, and consequents
of virtual community identity. We also discuss its implications for virtual
community organizers and highlight promising research opportunities in
this area.

INTRODUCTION

Therising research interest in virtual group interactions correspondsto the
overall acceptance and growth of the Internet asaninfluential social forum, and
has spanned many disciplinesin the last few years, including sociology (e.g.,
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Wellman & Gulia, 1999), social psychology (e.g., McKenna & Bargh, 1998),
communications (e.g., Postmes, Spears, & Lea, 2000), and marketing (e.g.,
Bagozzi & Dholakia, 2002; Dholakia, Klein, & Bagozzi, 2003).

While such interactions may be analyzed using many different theoretical
perspectives and lenses, as the chaptersin this book illustrate, our focusison a
particular typeof virtual group: the network-based virtual community. Wedefine
such avirtual community to be “aspecialized, geographically dispersed group,
interacting together in an online forum, and characterized by a structured,
relatively sparse, and dynamic network of relationshipsamong participantswho
shareacommon focus” (Dholakia, Klein, & Bagozzi, 2003). Current examples
of suchvirtual communitiesincludetheslashdot Web site community of software
enthusiasts, the alt.games.sony-playstation newsgroup on Usenet, and the
Internet Bonsai Club.

Although collaborative, researchers acknowledged that interactions be-
tween membersinsuchvirtual communitiesare oftenfocused, initially driven by
self-interest, and generally narrow in scope (Wellman & Gulia, 1999). Many
such interactionsal so tend to be unplanned, often motivated by afunctional goal
(for example, wanting information regarding available products prior to a
purchase) or asituational happenstance (e.g., logging into the chat room at the
same time as another member). Moreover, the frequency and extent of
participation by membersisdriven entirely by volitional choice, inthat one can
sever ties with the virtual community relatively effortlessly (simply by not
returning to the venue).

In spite of their seemingly tenuous hold on members for all these reasons,
marketers have been struck at how influential such virtual communities can be
— frominfluencing purchase decisionsand choicesof their members, torapidly
disseminating knowledge and perceptionsregarding new products(called “ buzz”
by marketers) and influencing their success, to strengthening company—cus-
tomer relationships(Dholakia& Bagozzi, 2001). Thisinfluenceonly seemsto be
growinginrangeand extent asmore peoplecometojoinand participateregularly
in these virtual groups.

Because of this, researchers studying virtual communities have become
interested in understanding why virtual communities are so influential for their
members. In seeking to answer this question, one theoretical perspective that
offersauseful starting pointisthat of social identity theory (SIT) (Tajfel, 1972;
Turner, 1985), which posits that a crucial basis of the group’s influence on its
individual membersarisesfromtheindividual’ sidentificationwiththegroup(i.e.,
his or her conscious knowledge of belonging to the social group) and the
emotional and evaluative value attached to this membership. Belonging to the
group is apsychological state that is distinct from being a unique and separate
individual and confers social identity (i.e., ashared or collective representation
of who one is and how one should behave) (Hogg & Abrams, 1988).
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Drawing from the SIT and organizational research (e.g., Bergami &
Bagozzi, 2000; Dutton, Dukerich, & Harquail, 1994), in previous work, we
showed virtual community identity (defined in cognitive, affective, and evalua-
tive terms) to be an important predictor of the member’ s desire to participatein
such virtual groups (Bagozzi & Dholakia, 2002; Bagozzi, Dholakia, & Klein,
2003).

In this chapter, we build on these findings and consider the construct of
virtual community identity in greater detail. Specifically, we consider three
aspects of virtual community identity here: (a) its motivational antecedents, (b)
its constituents, and (c) its consequences, as they pertain to its individual
members. Through this analysis, we not only hope to develop a better under-
standing of thisimportant basis of virtual community influence but al so seek to
raise some interesting questions to stimulate future research. Our framework,
summarizing the key constructs covered here, is provided in Figure 1. The
discussion is organized in three sections, corresponding to each of the anteced-
ents, constituents, and consequents of virtual community identity, in order.

Figure 1: A framework of motivational antecedents, constituents, and
consequents of virtual community identity.
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ANTECEDENTS OF
VIRTUAL COMMUNITY IDENTITY

What turns a diverse group of far-flung individuals, who have never seen
each other in person, and usually with only a few shared characteristics or
interests, into a virtual community of members who identify with it and are
influenced by it? SIT researchers posit that identification with social groupsis,
first and foremost, derived from their functionality — they are influential and
identified with, tothe extent that they fulfill important individual and social needs
of participants (Hogg & Abrams, 1988). Thisfunctional view of virtual groups
follows from a long tradition of social psychological research that holds that
people who depend on each other to satisfy one or more of their needs, and who
achieve or expect to achieve positive outcomes from their interactionstogether,
tend to devel op feelings of mutual attraction and support and becomeacohesive
group (Deutsch, 1973; Sherif & Sherif, 1969; Turner, Hogg, Oakes, Reicher, &
Wetherall, 1987).

It followsthat participants’ motivations, which are closely associated with
specific perceptionsthat thevirtual community offersvalue, are crucial anteced-
entsto developing virtual community identity. Consistent with thisreasoning, in
arecent study, we found that specific value perceptions from participation were
significant predictorsof emotional attachment tothevirtual community (Dholakia,
Klein, & Bagozzi, 2003). Several different participant motivationsare notewor-
thy inthisregard (e.g., Bickart & Schindler, 2001; Dholakia, Klein, & Bagozzi,
2003; Flanagin & Metzger, 2001) and are considered in detail next.

Informational Motive

An important reason given by many members for participating in virtual
communitiesisto receive and share information, to keep up-to-dateregarding a
topic, to know what others think, and then to use this information in decision
making (Bickart & Schindler, 2001). As an example, aconsumer buying a new
computer may visit different chat roomsto learn about available choicesand the
prevailing tenor of opinionsregarding different brands. A good current instance
of a commercial virtual community built around participants’ informational
motives is Epinions.com, where the primary content is comprised of member-
generated opinions regarding avariety of products. While those seeking infor-
mation find awealth of detailed reviewsprovided by (presumably) disinterested
members, reviewers can earn money if their reviews are deemed to be useful by
other members. Not surprisingly, Bickart and Schindler (2001) found that such
Internet forums are more influential than marketer-generated sources of infor-
mation, such as advertisements and Web sites, for many consumers.
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Self-Esteem Maintenance Motive

SIT researchers noted that the maintenance and enhancement of one’ s self-
esteemisone of the most important motivesfor group identification (Abrams &
Hogg, 1988; Hogg & Abrams, 1990; but see Brewer, 1993, for adifferent view).
Enhancement of self-esteem may occur in one of two ways on account of the
virtual community. First, participants may be able to positively compare them-
selvesto other group members and thereby feel better about their own capabili-
ties, qualifications, and attributes. Invirtual communities, thiscould occur either
through passive “lurking,” as when others' responses are evaluated negatively
relativetoone sown knowledge, or through active participation, whenreceiving
affirmation from other members for the quality of one’'s contributions. This
personal distinctiveness outcome or motive may be more of afactor inindepen-
dent-based cultures than in interdependent-based cultures (e.g., Markus &
Kitayama, 1991).

Second, self-esteem enhancement may occur for many membersthrough a
positive social distinctiveness of the ingroup from other salient outgroups, or
nonmembersin general. Thus, belonging to aparticular exclusivevirtual commu-
nity might enhance the member’ s self-esteem from the consideration of others
not belonging to it. Marketers commonly use these means of self-esteem
enhancement to motivate consumers, such aswhen offering “Platinum Clubs,”
“Valued Customer Rewards,” etc., for their profitable customers; virtual com-
munity organizershavesimilar opportunitiesby raising thedifficulty of obtaining
and retaining membership in the community, and increasing identification as a
result.

Instrumental Motive

Many members participate to achieve specific objectives, such asto solve
a problem, to generate an idea for a project, to collaborate with a team, to
influence others regarding some favored issue or product, and to buy or sell
products. All such motivesareinstrumental in the sensethat they are specific to
achieving a subsequent end and are well defined by the member, prior to
participation. Marketers recognized that gauging and facilitating instrumental
motives of participants are important building blocks of commercial virtual
communitiesand provide an opportunity to build asuccessful business. Many of
the most robust and financially successful online business models at present,
such as eBay, Amazon.com, etc., are built around the nurturance of instrumen-
tally oriented virtual communities.

Personal Capital Motive
Social psychologists noted that many interpersonal interactions are driven
by amotivefor self-enhancement, which involvesthe discovery and expansion
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of aspectsabout the self frominteracting with others. Moreformally, thismotive
wasdefined asthestriving to achieveone’ spotential efficacy throughincreasing
social resources, perspectives, and identities that facilitate the attainment of
future goals (Aron, Aron, & Norman, 2001; McKenna & Bargh, 1998). In a
practical sense, specific instances of this motive may involve elements of
networking for professional advancement or an interest in gaining expertiseina
chosen topic or in honing new skills or interests. For many members, virtual
communities are particularly useful for these types of self-enhancement, be-
cause they offer the opportunity to interact with, learn from, and form tieswith
people who would otherwise be difficult to get accessto (e.g., Flap, Bulder, &
Volker, 1998). The personal capital motive may also be purely expressive or
creative.

Social Capital Motive

In addition to increasing one’ s personal capital, participationin the virtual
community also involves aspectsof gaining acceptance and approval from other
members, prestigewithin the group, and enhancement of one’ ssocial identity as
aresult. Social capital wasstudiedinformal organizationsbut seemspossiblein
virtual communities as well (e.g., Nahapiet & Ghoshal, 1998). This may be
especially relevant in professional or work-based virtual communities, where
participation yields rewards not only from enhanced reputation and status but
also through positive instrumental gains, such asfinancial rewards.

Companionship Motive

Interestingly, among the early studies of virtual communities, researchers
first noted the preval ence of those seeking compani onship through participation.
For many members, virtual communities provide an opportunity to establish and
mai ntai n contact with other people, dispellinglonelinessand satisfying the* need
tobelong,” recognized asaprimary motive by social psychologists (Baumeister
& Leary, 1995). Many participantsuse virtual communitiesfor arange of social
support, such as help and advice regarding an affliction or difficulty, sharing
personal views and accomplishments, finding romantic partners, as well as for
entertainment and fun (McKenna & Bargh, 1998).

Differentiating Between Participants Symbolic and

Pragmatic Motives

In studying participants’ antecedent motivations, it isimportant to make a
distinction between motivesthat are pragmatic and thosethat are symbolic, from
the member’ s perspective (Brown, 1969). Whereas symbolic motives refer to
thosethat implicate egoinvolvement and intrinsic motivation, pragmatic motives
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(Brown, 1969) refer to thedriveto correct “ astate of deficiency wheretheresult
rather than the activity performed is valuable to the member” (p. 347). Brown
(1969) suggests that only symbolic motives have relevance to social identity;
pragmatic motives may link the individual to the group in the short-term but
generally without engaging the psychological processes of identification or its
consequences (e.g., without creating a sense of community or responsibility to
group members). Relatively littleresearch examined thedistribution, incidence,
or evolution of symbolic and pragmatic motives among members in virtual
communitiesthusfar, offering apromising opportunity.

It isalso useful to note here that the classification of motives as pragmatic
or symbolicis more appropriate from the member’ srather than from the virtual
community organizer’s perspective. For instance, with respect to the informa-
tional motive, one member may view his or her need to obtain information as
strictly pragmatic, not engaging inidentificationwiththecommunity, eventhough
valuable information was obtained therein. In contrast, another member may
view hisor her information acquisitioninthelarger context of sharing resources
withlike-minded othersand, thereby, implicate processesof identification. Much
remainsto beknown regarding the process by which memberscometoview their
participation motives as symbolic or factors contributing to this classification.

Under standing the Complementarity of Participants

Motives

Many participants’ motives, especially thosehavinginformational or instru-
mental foci, tend to complement other members' motivesinvirtual communities.
For instance, some members may look to the virtual community primarily for
seeking information, whileothersmay only havethegiving of information astheir
primary motive. To the first type, the virtual community is only useful to the
extent that useful information is received. To the second type, the virtual
community’ svalueisalmost entirely derived from having questionsto answer.
In such cases, one way to view the virtual community isas a"“ motive-matching
market,” where complementary motives of participants are paired and matched
efficiently. To the extent that such amatching is achieved, community identifi-
cation among its members may be expected to increase. From a practical
standpoint, this complementarity of members’ motives has important implica-
tionsfor organizers, regardingissuessuch asrecruiting new members, rewarding
participation, influencing the roles played in the interaction, and so on (see
Dholakia, Klein, & Bagozzi, 2003, for adetailed discussion).

Having analyzed the antecedent motives, we now turn to studying the
identification construct in greater depth.
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CONSTITUENTS OF
VIRTUAL COMMUNITY IDENTITY

Following from SIT, social identity refers to the member’ s conception of
oneself in terms of the defining features of the social category, in our case, the
virtual community, rendering the self stereotypically interchangeablewith other
community members and stereotypically distinct from nonmembers (Hogg,
1992). Consistent with other researchers, weview virtual community identity to
bean active, selective, and volitional act, resulting fromthefulfillment of oneor
more motives described above (Bhattacharya& Sen, 2003; Dutton, Dukerich, &
Harquail, 1994). I dentity defined thisway impliesaset of individual - and group-
referent cognitions, emotional expressions, and eval uations, enabling themainte-
nance of apositive self-defining relationship with the virtual community.

Inunderstanding the constituentsof social identity, Tajfel (1978) suggested
that a person achieves a social identity through a conscious self-awareness of
one’'s membership in the group and the emotional and evaluative significance
associated with this membership. Building on these early insights, Ellemers,
Kortekaas, and Ouwerkerk (1999) proposed that three components comprise
one'ssocial identity:

...a cognitive component (a cognitive awareness of one’'s

membership in a social group — self-categorization), an emotional

component (a sense of emotional involvement with the group —
affective commitment), and an evaluative component (a positive

and negative value connotation attached to this group membership

— group-based self-esteem). (p. 372, emphasis added)

(For more information, see also Bagozzi & Bergami, 2002; Bagozzi,
Dholakia, & Klein, 2003; and Bergami & Bagozzi, 2000.) Each of these
componentsis crucial to understanding virtual community identity and is dis-
cussed in greater detail next.

Cognitive ldentification

The cognitive aspect of identification postul ates a cognitive categorization
process, whereby similarities between the self and group members are recog-
nized, elaborated upon, and accentuated, asaredissimilaritieswith nonmembers,
and theindividual self is perceptually and behaviorally depersonalized in terms
of therelevant group prototype (Hogg, 1992). The definition of organizational
identification provided by Dutton, Dukerich, and Harquail (1994) issuccinct and
insightful: “identificationisthe degreeto whichamember defineshim- or herself
by the same attributesthat he or she believesdefinethe (virtual community)” (p.
242). Researchinmarketing and organi zation psychol ogy suggeststhat cognitive
identification may implicate knowledge structures of the member regarding the
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virtual community, including attributesthat i dentify thecommunity’ scorevalues,
objectives, venue, and member characteristics (Bhattacharya & Sen, 2003). It
is also likely to involve a general understanding, and acceptance, of the
community’s goals. Communication researchers showed that such a cognitive
self-categorization process operates effectively in the case of communicatorsin
online environments (Spears & Lea, 1994).

Emotional Identification

The emotional meaning of group membership is central to the social
identification process (Tajfel, 1978). Drawing from organizational research
(e.g., Allen & Meyer, 1996; Bergami & Bagozzi, 2000), in earlier work, we
referred to this emotional component of virtual community identification as
affective commitment (Bagozzi & Dholakia, 2002) and characterized it in a
manner similar to Allenand Meyer (1996), who define affective commitment as
“identification with, involvement in, and emotional attachment to” (p. 253) the
virtual group. Given the volitional membership and the value of symbolic
motivationsdiscussed before, we expect that emotional identification may bethe
most influential of the three constituents for many virtual communities, but
further research is necessary to verify this.

Evaluative ldentification

The evaluative component of social identity — group-based self-esteem
— was defined as the positive or negative val ue connotation attached to group
membership (Ellemers, Kortekaas, & Ouwerkerk et al., 1999, p. 372), and it
arisesfrom evaluations of self-worth derived from membership. In asense, this
component of identification is closely tied to, and follows from, the personal
capital motive of members described above.

Alternative Construals of Self in Virtual Community

I dentity

Inidentifyingwiththevirtual community asdescribed above, itisalso useful
to consider how the member construes self in relation to the virtual community,
and the implications thereof. Brewer and Gardner (1996) made an interesting
distinction between two alternative self-construals in this regard. The first
possibility isthat the virtual community member’ s self-construal occurs at the
interpersonal level, called theinterdependent or relational self, andisdefined as
the self-concept derived from connectionsand rol e rel ationshipswith significant
otherswithinthegroup. Thisconstrual wouldimply that theindividual identifies
with a few significant other members within the virtual community (e.g., the
friends that one regularly chats with, or the most prominent contributors).
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An alternative possibility isthat the member’ s self-construal occurs at the
grouplevel, calledthecollectiveself. Inthiscase, one’ sidentity isdefinedinthe
context of the entire group, and theidentification would be with the broad, more
abstract category of the entire virtual community, rather than with particular
memberswithinit. Brewer and Gardner (1996) identifiedinteresting differences
between the alternative self-construal sthat haveimplicationsfor two important
consequencesof virtual community identity: (a) what membersfocuson, and (b)
how they behave, inthetwo cases. We examinethesein detail inthenext section.

CONSEQUENCES OF VIRTUAL
COMMUNITY IDENTITY

I dentificationwiththevirtual community resultsincognitive, motivational,
and behavioral responses that have practical relevance for the community’s
organizers. Motivationally speaking, i dentification mustersacommitment onthe
member’s part to the achievement of the community’s objectives, causing the
member to participate more, as well as to invest more voluntary effort on its
behalf. It al so makesthe member more amenableto engaging in greater varieties
and degrees of cooperation with other members (Bhattacharya & Sen, 2003).
We consider five different types of consequences of virtual community identity
in greater detail here: group intentions and action, the participant’s cognitive
focus, an interpersonal welfare motive, promotion and recruitment, and loyalty
tothevirtual community.

Group Intentions and Group Action

The distinction between personal identity and social identity made earlier
brings into focus the corresponding differences between personal and group
intentions to act, and subsequent behavior of virtual community members.
Usually, social psychologiststend to defineintentionsin personal terms, i.e., as
a“person’s motivation in the sense of his or her conscious plan to exert effort
to carry out abehavior” (Eagly & Chaiken, 1993). But for virtual communities,
the rel evant participation intentions of identifying members more appropriately
pertain to the plural target of the group, e.g., “| intend to chat together with my
community members.”

Inphilosophical terms, suchjoint activity entailssharedintentionality by its
participants. Philosopher Gilbert (1992) pointed out that actioninrelationto such
plural subjects requires different conceptual schemes than the more common
theme of personal action (see Bagozzi, 2000, for a detailed explication).
Philosophershave given agreat deal of attention to group intentions, using such
labels as “we-intentions” (Tuomela, 1995) and “ shared-intentions” (Bratman,
1999) to characterize such intentions. For instance, Bratman (1999) defined a
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“shared intention” as having the form “I intend that we act.” In asimilar vein,
Tuomela (1995) defined a“we-intention” asa“commitment of an individual to
participateinjoint action, andinvolvesanimplicit or explicit agreement between
the participants to engage in that joint action” (p. 2).

Bratman (1999) suggested that shared intentional activity isexplainable by
a shared intention between group members, along with associated forms of
mutual responsiveness— implying that i dentification may serveasthebasisfor
activity to be defined and enacted in this way by virtual community members.
Interestingly, in analyzing intentions for joint action, philosophers make the
further subtle distinction between shared intentions (Bratman, 1999), which
pertain to the intention of the group, asawhole, to engage injoint activity, and
we-intentions (Tuomela, 1995), which are not shared, per se, but are the
intentionsof theindividual concerning hisor her contributionto agroup activity
(see Bratman, 1999, for a detailed discussion).

Social psychologists have given little attention to this issue, but from a
practical standpoint, the distinction isuseful, because shared intentions may be
more predictive of group behaviorsin virtual communities than we-intentions
(and I-intentions; see Bagozzi & Lee, 2002). Much also remains to be done in
examining the role of the member’s self-construal and group identification in
formulating these different types of intentions and acting on them.

Cognitive Focus

Inadditiontojoint action, theprocessof virtual community identity involves
a self-construal either at the interpersonal or at the collective level, as noted
earlier (Brewer & Gardner, 1996). These alternative possibilities result in
interesting differencesinthe cognitivefocus of participants, asaresult. Because
the relational self isdefined in terms of relationships with significant othersin
specific contexts, self-worth in this case is typically derived from appropriate
rolebehavior. A virtual community member construing him- or herself rel ationally
may therefore accord great importance to the value of his or her responses or
contributions to the group’ s goals, as perceived by other group members. Asa
result, the focus of such an identifying member would be inward, toward the
reactions of the community.

Incontrast, the collective self isdetermined by assimilationtothe prototypic
representation of thein-group, with self-worth derived from the status of thein-
groupinintergroup comparisons(Brewer & Gardner, 1996). Virtual community
members construing themselves as a collective may therefore be expected to
have an outward focus, toward gauging competitive communities and establish-
ing differences between their own and other communities. These differencesin
focusinthetwo self-construalsimply that the dynamics of interaction aswell as
effective organization guidelines may be different in the two cases. Little
research has examined these issues.
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Community Welfare Motive

Further, in spite of the seemingly self-interested motivations of many
members, bothinterpersonal and collectiveself-construalsimplicateachangein
the basic goal s of social interaction for members. In both types, theindividual’s
personal self-interest is augmented by aconcern for the interests of others. The
relational self-construal is characterized by a mutual concern for the interests
and outcomes of the significant others. In the collective self-construal, the
welfare of the group, as a whole, may become an end in itself, with members
willing to restrict individual gain to preserve a collective good (Brewer &
Gardner, 1996). Both of these outcomes accord importance to theidentification
processin broadening the emphasis of the member from selfish, functional gain,
to the interests of the larger virtual community, and in fostering relationships
among group members having stronger, more lasting ties with the virtual
community.

L oyalty to the Community

Organization researchers al so showed that social identity implies stronger
commitment, manifestingitself inastronger attitudinal and behavioral bondtothe
group (Bagozzi & Bergami, 2002). Whereas emotional attachment is a state of
identification, loyalty as defined here pertains to its attitudinal and behavioral
responses to this state — encapsulating the multivaried ways in which the
member expresses commitment. I n specific terms, thismay be observed through
more (quantity-wise and frequency-wise) and regular participation, a greater
resistancetointeractingincompetitivevirtual community venues, andresilience
to negative experiences when interacting within the community.

Loyalty has long been deemed a powerful measure by which to gauge
success by marketers because of its direct links to profitability. In virtual
communities, we may expect it to be asimilarly effective measure. Anecdotal
and proprietary research hints at this (e.g., PeopleLink, 2000), but more
systematic research is needed.

Recommendation and Recruitment

Inadditionto engaginginincreasing, and morespirited formsof, participa-
tion, social identity also implies that the member has a vested interest in the
success and welfare of the virtual community (Bhattacharya & Sen, 2003). It
follows that the identifying member will be more likely to, and interested in,
recommending thecommunity to others, withtheend of recruiting new members.
The member may play an active role in new member recruitment for another
reason as well. Bhattacharya and Sen (2003) pointed out that the heightened
perception of in-group and out-group membership and differences among
identifying membersmay resultinadriveto strengthenthein-group by recruiting
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other like-minded candidates. The resulting larger grouping will also likely
contributeto further legitimizing and reaffirming the member’ s social identity.

The exploding growth of many virtual communities, unsupported by tradi-
tional, commercial formsof promotion, may beexplained, at |east in part, by this
consequence of virtual community identity, with systematic research needed to
gauge the extent of this relationship.

CONCLUDING THOUGHTS

Itisour thesisthat thevirtual community identity construct offerssignificant
explanatory power in helping understand why these virtual groups are so
influential for their members, and their success. Researchers have only just
begun to examine and understand the processes by which identification occurs,
itsconstituents, and its consequencesin virtual communities. Inthischapter, we
drew from existing research and analyses across different disciplines and
provided anintegrativeframework to hel p readersthink about identification with
virtual communities.

While we highlighted opportunities for future research throughout the
chapter, inclosing, itisappropriateto point out onepractical issue. Thispertains
totheroleand the ability of organizersinincreasing member identificationwith
their virtual community. In arecent analysisof corporateidentity, Bhattacharya
and Sen (2003) suggested that companies can actively influence the identifica-
tion process through appropriate forms of communication. They suggest that
traditional communications (such asadvertisements, logos, annual reports, etc.)
as well as indirect means (such as types of products offered, corporate social
initiatives, company-sponsored forums, etc.) are useful in this regard. When
compared to managers of companies, virtual community organizers may have
fewer alternatives available to communicate the group’s identity. But the
different attributes of the virtual community venue — its appearance, the
availability of real-time communication technol ogies, the organization of mem-
ber-generated and organizer-created content, thedifferent tool sand applications
available to members when interacting, the role played by the community’s
moderator — all offer useful opportunities for such identity building and
dissemination.

Further, Bhattacharyaand Sen (2003) noted that communi cation processes
are influential in fostering identification only to the extent that the identity
inferred by the member from this information is deemed to be trustworthy,
prestigious, and coherent. Virtual community organizers may haveto put in an
effort to understand their members well and then use the venue attributes
appropriately indesigning impactful identity-building programs.

Inconclusion, itisimportant to underscorethevalueof virtual communities
asapromising research areaby pointing out that not only arethesevirtual groups
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well-established as contemporary arenas of social interactions, but also their
adoption, acceptance, and range of use is sure to grow as new technologies
remove existing constraints of wired networks and lower bandwidths in the
coming years. Virtual communities deserve attention from social science
researchers and practitioners.
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Chapter XV

A Modéd for the Analysis
of Virtual Teams

J. H. Erik Andriessen, Delft University of Technology, The Netherlands

Robert M. Verburg, Delft University of Technology, The Netherlands

ABSTRACT

Presented in this chapter is a model for the analysis of virtual teams. The
model is a helpful tool for mapping the different aspects of effective virtual
teams and will be explained through several examples from practice. Before
the model is introduced, an overview of the main challenges of virtual teams
in performing their tasks is presented. There are hardly any technical
obstacles for communication and collaboration across geographic
boundaries, as these processes are being supported by high-tech
collaboration solutions, such as groupware and other collaborative
applications. However, these new types of groups create major
organizational challenges for both managers and employees. It is the aim
of this chapter to give insight into the design and performance of effective
(global) virtual teams.
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INTRODUCTION

The developments in globally distributed commerce and science and the
availability of communication technology encouraged the growth of virtual
geographically distributed teams (see, e.g., the special i ssue of Communications
of the ACM on global virtual teams and collaborative technologies, December
2001).

Virtual teams may be defined as groups of geographically and culturally
dispersed coworkers using a combination of communication and information
technologies to accomplish an organizational task (Townsend, DeMarie, &
Hendrickson, 1999; Jarvenpaa, Knoll, & Leidner, 1998). Hutchinson (1999)
distinguished three types of virtual teams: intraorganizational teams,
interorganizational teams, and interorganizational distributed teams. The
intraorganizational teams consist of geographically distributed members.
Interorgani zational distributed (project) teams cooperate, over acertain period,
toward reaching a common goal, e.g., freelance or organization-bound experts
who work together to provideacertain service. Ininterorganizational teams, the
cooperation issequential, and each participating organization isresponsible for
particular tasks (such asin “round the globe” design teams). In this chapter, we
will have mostly all three typesin mind when discussing our approach.

Virtual teams perform avariety of tasksand comein many different forms.
Asaworldwide supplier of fast-moving consumer goods, Unilever provides an
example of an organization that utilizes traditional and virtual teams. The
company usesvirtual teamsto connect specialistswhowork in comparableareas
(for instance, personal care products, foods) but are geographically distributed
acrossdifferent officesin citiesin Europeandtherest of theworld. Unilever also
uses virtual teams to build task forces of various specialists for building new
products. Other examples are British Petroleum’s virtual team network that
enables employees to connect, communicate, and share knowledge on oil
exploration across borders (Prokesch, 1997), or the growing number of student
teams with members from universities across the globe who work together on
various group assignments.

Being “virtual” is a matter of degree, and refers, according to various
authors, to dimensions such as spatial distance, time, cultural diversity, tempo-
rality, and mode of interaction (Mowshowitz, 1997; Jarvenpaa& Leidner, 1998;
DeSanctis, Staudenmayer, & Wong, 1999; Vartiainen, 2002). “Virtuality”
refers, according to these authors, to the extent to which a group is geographi-
cally distributed, is organizationally and culturally diverse, has different time
frames for work, and communicates electronically (mode of interaction). The
more of theabove, themoreateamisconsideredto beavirtual group. Jarvenpaa
and Leidner (1998) added the dimension of temporality of the group and
considered virtual teamsto betemporary by definition. In our opinion, however,
permanent groups can also be virtual.
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Inour conceptualization, thedimensionsof organizational or cultural diver-
sity and temporality are important and related concepts. Nevertheless, we
consider the dimensions of mode of interaction and space and time distance
as crucial elements of virtuality. Virtuality isthe highest in globally dispersed
teamsthat communicate exclusively viaelectronic means. However, ateam that
worksin the same building and organization that has exactly the same working
hoursmay also haveacertainlevel of virtuality if themembersofteninteract via
e-mail, telephone, or video. A teamisalso virtual to some degree when members
work individually at arelatively large distance from each other, in diversetime
zones, andif their interactionismainly limited to aweekly meetingin arestaurant
at the airport.

The reason for not including organizational and cultural distribution or
temporality in our definition of “virtual teams” isthat traditional teams can also
differ in these aspects. Moreover, there are several other dimensions that may
makeinteractioninvirtual teamsmoredifficult, such asformality of leadership,
rulesandroles, clarity of purpose, andlegal context. But again, these dimensions
havethe same effectsin traditional teams. Including such aspectsin adefinition
of virtuality makes the concept of “virtual” identical to “difficult to manage,”
which isnot the intention.

M ode of interaction is another wide-ranging dimension. Some teams meet
regularly but al so have some e-mail-based interaction, while other teamsinteract
intensively and almost exclusively viavariousmediaand sophisticated groupware
tools. Geographical distanceand different timeframesareimportant reasonsfor
groupsto communicate electronically.

The Internet as the almost universal medium for interaction across bound-
ariescreated an infrastructure that enables many organizationsto launch virtual
teams. Hardly any technical obstacles for communication and collaboration
across geographic boundariesremain, asthese processes are supported by high-
tech collaboration sol utions, such asgroupware and other collaborative applica-
tions (e.g., videoconferencing, electronic blackboards). Nevertheless, in prac-
tice, the infrastructure and the groupware applications often do not provide the
support that is expected. Even if the technology isreliable, these new types of
collaboration create major challenges for managers and employees. So far, the
devel opment of virtual teamshasmaostly beentechnology driven, almost neglect-
ing other aspects of work, such as knowledge sharing, combining expertise, and
dividing tasks. As a consequence, the performances of many virtual teams are
far below their potentials, thus producing poor business results (see, e.g.,
Jarvenpaa & Leidner, 1998).

In order to provide systematic insight into the design and performance of
effective (global) virtual teams, it is desirable to have comprehensive concepts
and tools. We will present amodel for the analysis of virtual teams, whichisa
helpful tool for analyzing team activities in general. In this chapter, it will be
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appliedtothe special case of virtual teams. Beforewe present themodel, wewill
highlight the main challenges of virtual teamsin performing their tasks.

CHALLENGESOF VIRTUAL TEAMS
IN GETTING THE WORK DONE

Virtual teams are, to alarge extent, comparable to colocated teams. They
have the same responsibilities of adequately performing the basic processes of
groups, such asinformation sharing, cooperation, coordination, and team building
(see next section). They also have to mobilize the necessary resources and heed
todevelop acohesiveteamwith clear goals. However, virtual teamshaveto care
for these processes under conditions of less than optimal communicative
channels, of higher distanceintime, space, and culturethan those of face-to-face
(F2F) teams. I nadequateinformation and communi cation technology (ICT) tools
or infrastructuresand theincompatibility of technology will resultin barriersfor
cooperation. In the aforementioned virtual team network at British Petroleum,
the corporation had to spend millionsof dollarson behavioral science consultants,
who helped to prepare employeesto work effectively in avirtual team environ-
ment (Prakesch, 1997).

Other problemsmay include missing nonverbal cuesin communication and
lacking unplanned social encounters, resultingin problemswith “awareness” of
availability and the state of others, of progress of the work, or of the setting in
which others work (see, e.g., Steinfield, 2002). These barriers may result in a
lack of trust and cohesion, which often may lead to lower performance levels.
Jarvenpaa and Leidner (1998) confirmed that global virtual teams might start
with aform of “swift trust” (Meyerson, Weick, & Kramer, 1996) but that such
trust appearsto befragileand temporal . Cramton (1997) illustrated, for instance,
themultipleinterpretationsmembersof virtual teamsmay giveto the meaning of
silence of their distant team members.

On the other hand, being virtual may also have advantages over being on
traditional teams. Virtual teamsrequirecertaintoolsintheareaof | CT to support
interaction. Some modern tools have sophisticated functionalities that provide
such teams with opportunities that traditional teams do not have. One of the
major effects of the introduction of collaboration technology has been that
certain types of meetings can now be held with alarge number of participants.
Moreover, sometoolsallow for easy storageandretrieval of information and for
collaborative editing of documents.

Global virtual teamshaveto deal with the additional issuesof communicat-
ing across different time zones, using different languages, and encountering
different cultures (e.g., Dubé & Paré, 2001; Montoya-Weiss, 2001). Neverthe-
less, theseteams may have opportunitiesthat colocated teams do not have, such
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as opportunities involving specific expertise or different cultural viewpoints.
Businesses are no longer tied to asingletime zone and are, for example, ableto
devel op softwarearound the clock. I nternational Business Systems(IBS) issuch
aglobal software developer, with over 2,000 employeeslocated in 90 officesin
20 countries. Although the company isheadquartered in Stockholm, Sweden, its
advanced systems enabl e a global approach to collaborative software devel op-
ment. Teams located in different countries are able to work on the same
product’ s code around the clock (see www.ibsus.com, for more information).

MODEL FOR THE ANALYSIS
OF VIRTUAL TEAMS

It is clear that virtual teams may face substantial barriers for effective
cooperation, and that the probability of failureis ever present. The model we
present below can help to analyze the reasons for failure and can support the
design of virtual groups. The model is based on a general model of group
functioning, called the Dynamic Group Interaction model (DGIn model), which
is honed through application in several case studies (Andriessen, 2002). The
purpose of this model is not to limit the analysis of collaborative activities to
specific aspectsbut to structure the analysis by providing ideas and insightsthat
have proven their value in other contexts.

Figure 1: Adapted from the Dynamic Group Interaction model (DGIn
model) (Andriessen, 2002).

Context Processes Outcomes

Motivation

Interpretation Performance
Individual
(Grou Tools/ \
P Information
A \\
. L Individual
Persons Task cooperation < coordination rewards
/‘ l oony\ic\at‘ion I Group vitality
Formal s Group knowledge social Oroanisational
structure Culture | Reflection exchange > interaction g
v Learning outcomes:
Space/time Adaptation
settin )
K 9 Emerging
f structures

Organisational environment Changesin organisational setting

Copyright © 2004, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of ldea Group Inc. is prohibited.



274 Andriessen and Verburg

In this model, elements of several theories are brought together. Three
levels of behavior aretakeninto account, i.e., individual goal-directed behavior
and cognitive processes (based on action theory, activity theory, mediarichness
theory), interpersonal and group processes (activity theory, adaptivestructuration
theory, social information theory, coordination theory), and a macrosocial
perspective (structuration theory). The various notions are brought together in
an heuristic model concerning group processes, related to traditional input—
process—output schemas (see, e.g., McGrath, 1984; Hackman, 1987; Kraemer
& Pinsonneault, 1990; McGrath & Hollingshead, 1994). However, they are
enriched withinterpretativeand structurational notionsand feedback cycles(see
Figurel).

The model hasthefollowing basic principles:

1. Effectiveness of groups can be analyzed in terms of three outcome
categories, namely, organi zational outcomes, such asthequantity or quality
of theproducts; group vitality and continuity; and individual rewards, such
as satisfaction, growth, and money.

2. Theeffectivenessof agroup dependsonthequality of the group processes.
Six basic group processes are distinguished: first, communication, and
second, the processes that exist on the basis of communication, i.e., task-
oriented cooperation, coordination, learning, reflection, and group-
mai ntenance-oriented team building. These processes need to be aligned
to one another.

3.  Thequality of group processes depends on characteristics of the context.
Six groups of characteristics are distinguished: the task of the team, tools,
member characteristics (knowledge, skills, attitudes), team structure (such
asroledivisionand meeting type), culture (norms, trust, cohesion, cognitive
distance), and time—space setting (e.g., geographic distribution). The
context characteristics need to match in order to optimally support the
group processes.

4.  Wherethe matching of group processesto the context characteristicsisnot
adequate, groups develop, and tools become adopted and adapted to,
through interpretation and interaction processes and feedback, by which
theoriginal context-of-usefactorsare changed. Groupsbuild cohesion and
trust (or distrust), shared knowledge, and new task definitions through
interaction. Toolswill be appropriated and adapted. New ways of interac-
tion will be developed. Thisfeedback takes place directly asaresult of the
interaction processes, or indirectly via the route of outcomes and their
effectson organizational processes. These changescan emerge unplanned,
developslowlyindaily practice, or can betheresult of explicit reflection of
the group on itsfunctioning, and of explicit change.
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APPLYING THE MODEL

Below, the principles of the DGIn model are applied to virtual teams.

1. Effectivenesson three levels. Some virtual groups cooperate only once,
sointhosecases, vitality and continuity of thegroup asthe outcomes(basic
Tenet 1) may not be that interesting for the members. In case of traditional
(project) teams, however, it isnot enough to come up with clear resultsand
with rewardsfor members. Itisalso necessary to cater to group vitality and
continuity in order to be effective. Virtual teams do not differ from
traditional teams in this respect. However, developing vitality is more
difficultinvirtual teamsthanin colocated groups. The specific problemsare
related to the other principles of the model.

2. The quality of group processes. Six basic group processes were
distinguished: communication and the five other processes that can only
exist on the basis of communication (cooperation, coordination, learning,
reflection, and team building). These processesneedto bealigned. Thetype
of communication (mediated to asmaller or larger extent) constitutes the
coredimensionfor theconcept of “virtuality.” Inthecase of virtual groups,
the model implies that collaboration, coordination, knowledge exchange,
social interaction, and reflection need to be adjusted to the degree of
mediation of communication. Thisisreflected, among other things, in the
fact that remote cooperation and social interaction in mediated meetings
need to be more explicitly structured than F2F meetings in order to be
effective. Thealready mentioned|ack of nonverbal cuesincommunication,
resultingin problemswith awareness of availability and the statesof others,
makesit difficulttointeract. Overall, F2F meetingsallow for moreflexibility
during meetings and do not need to be as structured as mediated meetings.
Itisimportant to provide minutesof virtual meetings, asthesehelpto assure
that all members understand the same conclusions. In the case of virtual
student teams, Cramton (1997) showed that team members have difficulty
in extracting information about the context in which their distant partners
operate, while members often fail to provide important information about
their contexts. Globally distributed teams should give sufficient time and
attention to group memberswho arelessassertivethan most membersfrom
Western countries. Leadership and coordination of virtual teams play
critical rolesinfacilitating the work and organization of virtual teams (see
Bell & Kozlowski, 2002). In general, the activities of virtual teams appear
to need more preparation and explicit coordination than those of colocated
teams.

3.  Thequality and match of the context characteristics. The task of the
team, the tools and information, the member characteristics, the team
structure, and the team culture need to be adjusted to the time—space
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setting. In other words, they need to be adjusted to the geographical,
organizational, and possibly cultural distribution.

ICT support. The technical tools and their usage should be adjusted to
the virtuality of the group. The following suggestions can be made:

e Virtual groupsrequire information storage and exchange tools.

e Virtua groups may benefit from a database with information on back-
ground and expertise of the group members (“yellow pages”).

e Virtual groupswithintensive and nonroutineinteraction may benefit from
tools for synchronous communication: chat features and, where possible,
videolinks.

e Virtual groups with complex and time-sensitive tasks require workflow
management toolsfor providing information regarding the progress of the
project and activities of group members.

Thetools have to be easy to use and equally accessible to all members.

. Group members should be sufficiently trained in remoteinteraction andin
using thetechnology.

. Global virtual teamsshould becareful in choosing and usingtheright tools.
Research suggests that people from individualistic cultures (the European
Union, the United States) prefer direct expression of ideas (Trompenaars,
1993). They, therefore, generally prefer synchronous communication and
online tools, such as telephone, video, and chat. People from collectivist
cultures, such as in many countries in Asia, however, are sensitive to
nonverbal cues and group relations and prefer asynchronous communica-
tion in order to be ableto express themselves more carefully. Attention to
such mattersisimportant.

Storage of information. Special attention should be given to information
(document) exchange and storage. Effective virtual teams rely heavily on
information exchange. Systemsand proceduresthat allow for swift information
exchange are prerequisites. Such systems need to be usable and accepted by all
members of the team. In multicultural teams, such systems are not always easy
to obtain. Differences in preferred practices of communication and storage of
information will limit the choice of an equally usabletool.

Cultural diversity may belargein virtual teams. In order to avoid conflicts
and facilitate a smooth work process, group members should be trained to
understand the potentially disturbing effect of cultural diversity. Thenext stepis
tolearn about each other’ sbackgrounds, so that differencesin solving problems
and in ways of working will not form a source of major misunderstandings. As
soon as members respect and trust distant team members, virtual teams will be
able to benefit from the diversity of their members.
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4. Development and adaptation: team building. Groups develop and tools
are adopted and adapted through interpretation, interaction processes, and
feedback. One of the processes through which this development and
adaptation can be explicitly structured is team building. Team building
proves to be a critical aspect of team performance and acts as the
foundation for the development of necessary levels of trust, cohesion, and
cognitive closeness among team members. In many cases, team buildingin
virtual teams can benefit strongly from a F2F kickoff meeting (see Gould,
2000; Maznevski & Chudoba, 2001, for overviews). Coordinators should
organi ze such meetings whenever needed or possible.

CONCLUSION

Virtual teamsoffer great opportunitiesfor collaboration acrossboundaries.
Thishasencouraged many companiestoform suchteamsin order to benefit their
organizations. Wediscussed the challengesand potential pitfallsof virtual teams
and presented the DGIn model for team analysis. On the basis of our analysis,
we recommend that virtual teams should more explicitly pay attention to issues
of team building, awareness, preparation, and information storage in order to
work and collaborate effectively. Virtual teams should al so benefit from the use
of specialized groupwaretools, if applied properly.
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