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ABSTRACT 
Automation is about to take over an increasing number of routine knowledge tasks. As 

entire industries move focus towards more cognitively complex tasks and the Boomers and 

GenX are replaced by a smaller age cohort, the Millennials, companies will increasingly 

compete over a particularly scarce recourse: talents. Geographically dispersed virtual 

teams will allow companies to search for talents anywhere.  

The purpose of this study is to investigate the influence of virtuality on the culture of teams 

working on complex problem solving. We analyse the differences between Millennials and 

previous generations. Although research thoroughly discusses virtual team performance, 

the literature lacks both a framework and empirical evidence on the perspective of the 

worker and especially of the Millennials.  

We employ a deductive-inductive research design. Our primary data consists of ten 

interviews with experienced virtual workers. Secondary data consists of fourteen additional 

interviews and online forums.  

We contribute with a framework for organising the literature. Through our data, we 

confirm and elaborate on existing concepts, i.e. trust, social identity, conflict, leadership 

and structures; and we propose new ones: autonomy, flexibility and efficiency. We find a 

surprising tendency among Millennials to disregard  corporate practices aimed at building 

teams and organisational culture.  

Our findings has potential to support companies in creating highly engaged and thus 

highly performing virtual teams and contribute to further elaboration and formulation of 

theories on virtual team culture and innovation. 
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INTRODUCTION 
The pace of change in our lives is accelerating as it never did in our history, driven by 

developments in information technology (e.g. machine learning, robots) and globalisation. 

Automation will reorganise work processes and take over an increasing number of routine 

knowledge tasks. Companies will be able to move their resources to more complex 

problem solving activities to create new value for our societies. Masses of workers will see 

their competences become obsolete over a short length of time. They will have to reinvent 

themselves towards more cognitively complex work, involving a mix of social and technical 

skills. Contrary to previous generations, for these masses, learning has already turned into 

a lifelong journey.  

Automation and demographics will pave the way to the so called “war for talents.” Until our 

educational systems will have caught up and re-trained a sufficient number of workers to 

fill the demand-offer gap, companies will increasingly compete in the labor market to 

attract new and scarce competences to fill the newly created jobs. In the western 

economies, short supply of workforce will be exacerbated by the replacement of the Baby 

Boomers and Generation X by a smaller age cohort, the Millennials. By 2020, the millennial 

generation, born between 1980 and 2000, will form 50% of the global workforce (PwC, 

2011). Their aspirations, preferences regarding work and the workplace and technological 

competences will define the working culture in the 21st century. 

Technological advance already today allow a variety of jobs to be performed from 

dispersed locations, which enables companies to hire talents anywhere to form virtual 

teams. Team culture, which we will further discuss in the following section, plays a key role 

in determining team creativity and innovation. Nevertheless, we still lack both a 

comprehensive framework and empirical evidence on the influence of virtuality on team 

culture. It is not clear how virtual work affects the culture of teams working on complex 

problems, which we define as a dynamic and multilevel, involving a high number of 

interconnected and partially intransparent variables (Funke, 2012). While some aspects of 

virtual team culture have been studied, the employees’ perspective and especially the point 

of view and preferences of the Millennials are under researched. In this study, we are going 

to shed light on these issues.  
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Teams are increasingly seen as the level where innovation mostly happens. Being 

embedded in a virtual context, virtual teams transform inputs into outputs by means of 

specific processes. The context in which the team operates is a determinant of team’s 

outcomes. Virtuality, defined by the levels of geographic and temporal dispersion of 

members and technological support, have an impact on teams’ outcomes (Griffith and 

Neale, 2001) and specifically on innovation (Gibson and Gibbs, 2006). We know that 

virtuality can increase diversity of teams in terms of competences, values, demographics, 

access to information (Griffith and Neale, 2001), function (Pinjani, Pavia, 2013), nationality 

(Gibson and Gibbs, 2006) and personalities (Hoch and Dulebohn, 2017). We know that 

virtuality plays a role in determining the nature of conflict in virtual teams (Cramton 2001); 

and that conflict management is an important mechanisms by which a team identifies 

issues, creates and share new ideas (Griffith and Neale, 2001) and “mental 

models” (Cramton, 2001), ultimately resulting in team effectiveness (Liao, 2017).  

The influence of organisational culture on creativity and innovation of teams has been 

extensively researched (Amabile et al., 1996; Kanter, 1983; Van de Ven, Angle, and Poole, 

1989). Building norms of behaviour that support positive interaction between team 

members is considered beneficial also to virtual team creativity, as well as providing 

regular communication and feedback (Han et al., 2017). Research shows the effect of 

factors ascribable to team culture on virtual team performance. For instance, we know 

how leaders’ behaviour influences team and individual processes and outcomes in virtual 

teams (Liao, 2017). Leadership is central in establishing values of trust and respect (Crisp 

and Jarvenpaa, 2013), which are linked to team commitment (Lin, 2010), cohesion 

(Neubert, 1999), social and group identity (Griffith and Neale, 2001) and known to be 

fundamental enabler to sharing of ideas and thus to virtual team performance. Given the 

relevance of team culture in determining complex problem solving and innovation, the 

current study aims at answering the following research questions: 

RQ1: How do user experience of virtual workplaces influences team culture in complex 

problem solving? 

RQ2: To what extent is there a difference in this experience between Millennials and pre-

millennials? 
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We investigate these research questions employing a mixed deductive-inductive research 

design (Bryman and Bell, 2003). We apply the main theoretical concepts on virtual team 

performance from the literature to build a preliminary framework for virtual team culture, 

which we confirm and expand by means of qualitative analysis of both primary and 

secondary sources. Our study is both exploratory and confirmatory in nature. We use a 

narrative interview method (Bates, 2004) to generate rather open and exploratory 

conversations with our primary sources. For the coding, we adopt a mixed deductive-

inductive analysis strategy. Finally, we explore and display the interrelationships between 

our variables using a variable-by-variable matrix (Saldana, Miles, Huberman, 2014).  

Remote work has attracted such attention because it works and many believe it is here to 

stay. A 2011 PwC survey shows that one-third of workers in the world are already to some 

degree remote workers, e.g. one day a week or more. In the US and Japan, they amount to 

over 75%, followed by Europe with 50% and Asia and Pacific with 37% (Figure 1). Remote 

work is not only a possibility for companies to draw on a much larger pool of possible 

hires, it is also an increasingly large requirement from the part of the workforce, especially 

the Millennials. Compared to the previous generations, Millennials value different things in 

the workplace (Myers and Sadaghiani, 2010). 62% percent of them prefer working from 

home, 52 of workers already do so at least one day a week and 18% are doing it from a 

public location on a weekly basis (PwC 2011). Yet, an increasingly virtual and disaggregated 

39

One-third of the global workforce is already mobile. The US and Japan have the most mobile 
workforces (over 75 per cent), followed by European (50 per cent), and Asia Pacific employees 
(37 per cent). An increasingly large portion of the workforce is demanding the ability to work 
from home: 62 per cent of millennials prefer to work from home, 52 per cent of employees 
already work outside of a traditional office at least one day a week, and 18 per cent are 
working from a public location every week (see figure 3).37
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Figure 3 How often do employees work outside the office in an average work week, Source: PGi (2015)

The introduction of new emerging technologies will further empower employees and their 
mobility in the future. sert sentence:Employees are increasingly prepared for changing models 
of employment. In 2017, 47 per cent of people agreed that we’ll be free agents in the future, 
up from 39 per cent in 2014.38 More and more employees can get inexpensive or even 
free software, tools, and services, including access to powerful AI and free online education 
from top universities. Perhaps the most important is access to online collaboration tools 
that allow employees to connect and collaborate with companies and colleagues anywhere 
in the world. These tools include professional online networks, cloud storage, cloud tools, 
video conferencing, product management tools, collaboration platforms, and even global 
markets for selling and buying products and services. With steadily improving real-time 
translation, language barriers will soon fade away, creating a truly global market for labour 
and collaboration.39

Consequently, employees are increasingly performing tasks that once were normally done 
at their assigned desk, at other specialised areas or at third place locations such as a remote 
work centre, in a client’s office, or at the airport.40 As a result, mobility programmes are 
becoming widespread, especially in knowledge intensive areas. This is driving the pursuit of 
mobile work and redefining our understanding of the workplace (see figure 4).41

37 PWC (2011) “Millennials at work: Reshaping the workplace” PWC www.pwc.com
38 PWC (2017) “Workforce of the future: The views of 10,000 workers”
39 CIFS (2017) “Working in the age of hyper-agility: The nature of work, the workforce & the workplace of the future” 

Members’ Report 2
40 CIFS (2017) “Working in the age of hyper-agility: The nature of work, the workforce & the workplace of the future” 

Members’ Report 2
41 Barber, Christine et al. (November 2010) “Workplace mobility. Comparing business models of early adopters in traditional 

businesses with consulting firms” Gensler www.gensler.com

Figure 1: How often do employees work outside the office in an average 
work week, Source: PGi (2015)
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workplace poses a number of challenges to organisations. Managers need to design new 

strategies to convey a compelling vision, glue teams together and build a culture with 

limited face-to-face interaction. They need to find ways to moderate emotionally charged 

computer mediated conversation, make sure every member feels included and convince 

their remote colleagues that distance will not limit their career perspectives. 

Framing team culture as a combination of values, beliefs and expected behaviour, our 

analysis sets out to confirm and specify the relevance of a number of factors well discussed 

in the literature, such as social identity, trust, structures and shared leadership. We also 

highlight new important factors, like values of transparency, autonomy, flexibility and 

efficiency. Our findings elaborate the concept of structures (Bell and Kozlowski, 2002) from 

a user perspective; virtual team member expect well structured workflows in order to 

coordinate internally and with sub suppliers and clients. We notice that virtual teams have 

formal and informal norms regarding the strategic use of specific media and face to face 

interaction, depending on the nature of the activity to be performed. Strategies for 

documentation need to be coordinated because files are shared across the team and 

throughout the workflow. Leaders and team members feel the need to come up with 

strategies for overcoming the limits of technology in connecting people over spatial 

distances. These include specific activities to promote social identity among team 

members, clarity of communication and setting norms of interaction on the digital media. 

We also find evidence of delegation, monitoring, supervising and giving feedback as 

important behaviours for virtual leaders. 

We find evidence of a surprising difference between pre-millennials and Millennials, 

whereas the latter shows a tendency to value both social identity and an opposite desire 

for personal disconnection from the company, which we do not find among pre-Millennials. 

According to most of the Millennials we interviewed, remote work is a perfect way to focus 

on work rather than on colleagues. At work, they perceive a clear trade off between time 

spent on socialisation and on convenience, and yet they see themselves as collaborative 

team players. This aspect is in contradiction with established understandings of Millennials' 

preferences at work. If found to be widespread, this tendency would have important 



Giorgio Marinelli & Troels Hoe Virtual Team culture - a framework

�11

implications for team building and corporate strategies aimed at creating organisational 

culture. 

The current study focuses on the topic of virtuality and culture in teams working on 

complex problem solving. The scope of the project is to confirm, uncover and frame 

concepts that are relevant to virtual team culture from a user perspective. We adopt a user-

centered approach because culture is a social construct (Berger and Luckmann, 1966). 

These concepts exist only as long as team members reciprocally validate them. Given this 

point of departure, the study does not aim at analysing the way virtual teams behave, the 

way they perform or the outcomes of their collaboration. We discuss rather the way they 

think they perform (or they think they should perform). We confirm and uncover 

correlations between aspects of virtuality and team culture; we do not assess or compare 

their strength. Our framework does not claim to be exhaustive. There might be other 

relevant aspects to virtual team culture out there that we will not discuss. Out of scope is 

also the assessment of whether virtual teams culture is conducive to innovation or not, 

although we aim to contribute to creating supporting knowledge for such a study. 

For the industry, the examination of the research questions of this study will provide 

insights into what virtual team members value and expect from each other when working 

on complex problem solving. This kind of knowledge is strategic for companies as it 

enables the creation of highly engaged and thus highly performing virtual teams. For 

academia, answering this question will contribute to advancing theories on virtual work 

culture, drawing comparisons and assessing the relationships. In doing so, we hope to 

support the formulation of theories, drawing of comparisons and assessment of the 

relationships between relevant elements. The reminder of the paper proceeds as follows. 

In the first section, we present the existing literature on the subject, define the key variable 

and establish a deductive framework for analysing virtual teams culture. In the second 

section, we present our methods for investigating our research questions. In the third 

section, we present our findings, while in the fourth and last section, we present our 

reflections and suggestions for future studies.  
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THEORETICAL FRAMEWORK
Organisational culture has received a lot of attention in the last decades (e.g. Amabile et al. 

1996; Amabile 1988 and 1998; Martin, 2002; Schein, 1992) because companies believe that 

sets of values and expected behaviours can be powerful tools for guiding employees action 

and boost performance. Organisational culture contributes to defining organisations 

market-oriented behaviours and performances (Homburg and Plesser, 2000), employees 

attitudes and organisational effectiveness (Gregory et al., 2009). In our study, we define 

team culture as a set of values and beliefs that guide action of team members in the form 

of a set of expected behaviours and practices for various situations.

Myers and Sadaghiani (2010) suggest that Millennials’ working culture differs from those of 

previous generations. According to the literature, Millennials are believed to emphasise the 

social aspect of work (Lyons 2003), expect close relationships and frequent feedback 

(Hershatter and Epstein, 2010) and open communication from their supervisors (Gursoy et 

al. 2008; Martin 2005; Remo 2006; SHRM, 2009). Corporate values, work-life balance (Ng, 

Schweitzer and Lyons, 2010) and flexibility (Stewart et al., 2017)  are important factors in 

their job choice decisions.  

The literature on the topic of virtual teams covers the effects of virtuality on the input 

factors, the process and the outcomes of virtual teams’ performance (Figure 2), which we 

analyze using the input-process-output (IPO, e.g., McGrath, 1991; Ilgen, Hollenbeck, 

Johnson, & Jundt, 2005) approach. Although not much research can be found on the main 

components of virtual teams culture, the literature on the effects of virtuality on team 

performance suggests a number of potential candidates in terms of values and expected 

behaviours. Virtuality, which we define as being based on the amount of time spent apart 

(either temporally or spatially) and level of technological support, has both positive and 

negative effects on the main components of team performance, i.e. team composition, 

task-related and relational conflict, trust, effectiveness, social identity and leadership. In 

this section, we will define team culture and virtuality and use these definitions to 

deductively frame these elements extrapolated from the literature. 
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ORGANISATIONAL CULTURE

Organisational culture is key to creativity and innovation. Organisations support creativity 

and innovation by encouraging risk taking and idea generation (Amabile et al. 1996), 

providing supervision and  guidance or facilitating interactions, promoting diversity, 

granting freedom and autonomy and the necessary resources (Amabile 1998). 

Organisation impede creativity and innovation by controlling decision-making, information 

flow or by establishing reward systems that overemphasise extrinsic motivation (Amabile 

1988). Empirical research suggests that organisational culture contributes to defining 

organisations market-oriented behaviours and performances (Homburg and Plesser, 

2000), employees attitudes and organisational effectiveness (Gregory et al., 2009). Cravens 

et al. (2015) found that  workplace culture is positively associated with job satisfaction, the 

employee’s self-assessment of performance (self-performance), and intention of remaining 

with the employer (retention).

Some authors, like Amabile et al. (1996) and Martin (2002) make a distinction between 

organisational culture and organisational climate. For Amabile and Martin, organisational 

culture is about deeply held assumptions, meaning and beliefs, whereas organisational 

Figure 2: Concepts from the literature
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climate refers to their manifestation in the form of practices and patterns of behaviours. 

Schein (1992) defines organisational culture as the values and beliefs that provide norms of 

expected behaviours that employees might follow. As such, he considers organisational 

culture as a social force that is at the same time invisible and yet very powerful. Ravasi and 

Schultz’s (2006) define organisational culture as a set of shared assumptions that guide 

what happens in organisations by defining appropriate behaviour for various situations.

In our study, we define team culture as a set of of values and beliefs that guide action of 

team members in the form of a set of expected behaviours and practices for various 

situations. In line with Schein (1992), we conceptualise values as the least visible 

manifestation of organisational culture that guide employees’ actions by providing a sense 

of congruence with collective goals in support of autonomous decision-making. Norms, 

which derive from values, represent the most visible layer of organisational culture and are 

manifest in organisational symbols, rituals, language and physical workspace 

arrangements. Based on our definitions of virtuality and of team culture, we establish our 

preliminary conceptual framework (Table 1).  

TEAM CULTURE

Values & Beliefs Norms of expected 
behaviours 

VIRTUALITY 
๏ Geographic dispersion


๏ Temporal dispersion


๏ Technological support

Table 1: Preliminary deductive framework
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MILLENNIALS’ WORKING CULTURE

Millennials value different things in the workplace compared to previous generations 

(Myers and Sadaghiani, 2010). It is common sense that Millennials are at ease with with 

computer mediated communication. Compared to previous generations, Millennials tend 

to emphasise the social aspect of work since they have been educated at times where 

study work was predominantly carried out in groups (Lowe et al. 2008, Lyons 2003). There 

is evidence that, compared to previous generations, Millennials like working in teams 

(Alsop 2008; Gursoy et al. 2008), closely collaborating and learning from colleagues, with 

which they hope to form friendships (Corporate Leadership Council 2005). Research 

suggests that they expect close relationships and frequent feedback (Hershatter and 

Epstein, 2010) and open communication from their supervisors (Gursoy et al. 2008; Martin 

2005; Remo 2006; SHRM, 2009).  

Ng, Schweitzer and Lyons (2010) argued that Millennials see company’s values and mission 

as important factors in their choice for employment. For instance, some studies have 

found that having a social responsibility reputation is related to company’s ability to attract 

younger job applicants (Greening and Turban 2000; Turban and Greening 1996). The 

authors refer to a study by PriceWaterhouseCoopers (2008) that found that “corporate 

responsibility is critical to Millennials, and the great majority (88%) indicated that they will 

seek an employer whose related values match their own.” On the other hand, Stewart et al. 

(2017) argued that, compared to their predecessors, Millennials are the only cohort that 

does not conceptually link organisational commitment with workplace culture. 

Millennials are described as being more vary of their work-life balance in their job choice 

decisions. According to Ng, Schweitzer and Lyons (2010), compared to the Boomers, 

Millennials tend to value more the time spent with their families, friends and on their 

personal interests outside the workplace; in Zhang et al.’s (2007) formulation, “they choose 

‘‘making a life’’ over ‘‘making a living.’’ Stewart et al. (2017) suggested that Millennials 

increasingly believe that measuring work outcomes in terms of specific objectives is a 

better way to measure employee’s contribution to the overall organisational goals rather 

than solely on the time spent on a project or task. PricewaterhouseCoopers (2013, p. 8) 

found that ‘‘millennials do not believe that productivity should be measured by the number 
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of hours worked at the office, but by the output of the work performed [They] view work as 

a ‘thing’ and not a ‘place’.’’  

VIRTUAL TEAMS

Virtual teams have received a lot of attention by researchers in the past decades also due 

to their strategic role in organisations when it comes to solving complex and difficult tasks 

(for a review of the literature, see Salas, Stagl, Burke, & Goodwin, 20). Teams can be defined 

as social entities composed of members with high task interdependence and shared and 

valued common goals (Dyer, 1984). In order to accomplish their mission, teams must share 

and synthesise information and coordinate and cooperate as tasks shift during their 

performance. Team performance is not conceptualised as a result of teamwork, but rather 

as a multilevel process emerging as team members engage in their individual and shared 

tasks (Kozlowski & Klein, 2000). As such, there is no theoretical requirement for teams to 

exist only in face-to-face settings.

There are many definitions of virtual teams. It is well established that communication and 

documentation technological support (or dependency) and geographic (or spatial) 

dispersion (or distance) are two of the dimensions of virtuality. Depending on the author, 

other dimensions like temporal dispersion (e.g. Griffith and Neale, 2001), cultural 

dispersion (e.g. Hoch and Kozlowski, 2014) and dynamic structure (Gibson and Gibbs, 2006) 

are variedly included in the definition. In our study, we adopt Griffith and Neale’s (2001) 

perspective and define virtuality as being based on the amount of time spent apart (either 

temporally or spatially) and level of technological support. Accordingly, we define the main 

elements of our independent variable, i.e. user experience of virtual workplaces, as: space 

distance, time distance and technology. Throughout the essay, we will also use the words 

‘geographical’ as a synonymous of spatial, ‘temporal’ as a synonym of time and ‘dispersion’ 

as a synonym of distance.

Although earlier research focused on the dichotomy of face-to-face versus geographically 

and/or temporally distribute work (e.g. Nunamaker et al. 1998; Warkentin et al. 1997), more 

recent studies are consolidating around the conceptualisation of virtuality as a spectrum. 

Based on this interpretation, in many western and asian countries, already today, most 
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teams are neither purely face-to-face or purely virtual. Instead, being characterised by 

some degree of work done dispersedly and being equipped with technological tools, these 

teams mostly fall somewhere along the virtuality spectrum. In this sense, virtual teams are 

arguably already the predominant form of organising work in the major world economies.

EFFECTS OF VIRTUALITY ON TEAM PERFORMANCE 

Virtuality has both positive and negative effect on the main components of team 

performance. Team performance is often analysed using the input-process-output (IPO, 

e.g., McGrath, 1991; Ilgen, Hollenbeck, Johnson, & Jundt, 2005) approach. Virtuality can 

have a positive effect on the input factors of a team in terms of information and social 

diversity and level of competences Griffith and Neale (2001). Cramton (2001) argues that 

virtuality plays a role in the emergence of conflict and on its nature and management, with 

consequences on ideas creation and establishment of trust. Trust itself is central in 

mediating the relation between the input factors and other elements of team performance 

like team commitment and conflict (Lin, 2010). In order to sustain trust, teams formulate 

norms and monitoring procedure (Crisp and Jarvenpaa, 2013). Trust also contributes to 

consolidate team members commitment to shared objectives, which positively and directly 

influences virtual teams learning ability (Lin, 2010) and arguably effectiveness. For an 

overview of the main factors in virtual team performance, see Figure 3 and Appendix A.

Given the challenges posed by virtuality on team performance, researchers tend to agree 

that managing virtual teams poses high requirements on leadership in terms of facilitating 

task coordination, building relationships and facilitating processes (Purvanova and Bono, 

2009). Virtual leaders seek to overcome the challenges posed by spatial and temporal 

distance by establishing structures and routines through communication and information 

management systems that increase member’s feeling of connectivity and facilitate access 

to information. From this point of view, virtuality provides a support via technology. 

Therefore our hypothesis is that virtual team members will consider leadership and 

structures as central elements of their team culture. 
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INPUT FACTORS

Virtuality can have a positive effect on the input factors of a team in terms of information 

and social diversity and level of competences. As suggested in previous sections, virtuality 

can in fact become a deliberate outreach strategy for organisations to recruit the most 

competent and best suited individuals around the world. Virtual team members are 

embedded in very different contexts, possibly having different cultural backgrounds and 

organisational affiliation. Griffith and Neale (2001) suggested that, due to their geographic 

Figure 3: Main factors in virtual team performance. 
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distribution, remote teams are more likely to be diverse in terms of race, gender and 

ethnicity (social category diversity). If properly managed and supported, geographical and 

temporal distributed teams might perform better and generate more knowledge because 

they are likely to be more diverse than co-located teams. Remote teams are also expected 

to have on average more information diversity since since virtuality itself may be a result of 

a need to diversity in the first place. Informationally and socially diverse teams are 

expected to perform better in uncertain, complex, non routine and interdependent tasks 

(Owens, Mannix and Neale 1998). However, since groups tend to dwell more on commonly-

held than on uniquely-held (and thus more silent) information (Stasser and Titus 1985, 

1987), members tend to ignore or forget their differences. Griffith and Neale (2001) suggest 

that geographic and temporal dispersion exacerbate this problem by hiding the 

interpersonal cues that signal information diversity, which increases the likelihood of 

members perceiving themselves as homogeneous. 

TRUST

In virtual teams, trust is central in mediating the relation between the input factors and 

other elements of team performance like team commitment and task and relationship 

conflict (Lin, 2010), which will be discussed in the following section. Psychological safety, 

composed of interpersonal trust and respect (Edmondson, 1999a) are key enablers for 

sharing of information, discussing mistakes, experiment with ideas and identify and 

discuss issues in teams. Crisp and Jarvenpaa’s (2013) findings consolidate the centrality of 

trust as a fundamental aspect of virtual teams collaboration and a determinant of virtual 

teams performance, including time needed to complete the project and quality of the 

major deliverable in terms of range of issues covered, organization of relevant issues, and 

depth in which issues are examined. In ad hoc global virtual teams, high early trusting 

beliefs give members the necessary confidence to engage in normative actions, involving 

setting and monitoring standards to guide team performance in achieving the team’s task 

goals. Normative action becomes a sustained basis of trusting beliefs and subsequent 

team performance. Given its centrality in determining norms of behaviour, we expect trust 

to be a fundamental value in virtual team culture.
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CONFLICT

Virtuality has a twofold effect on conflict. Physical separation hinders information 

exchange, increasing the likelihood of relational conflict, which has a negative effect on 

sharing of ideas and thus on team performance. Technology for communication and 

documentation reduces the occurrence of relational conflict by supporting the creation of 

mutual knowledge and situational attribution in case of failures of establishing mutual 

knowledge (Griffith and Neale, 2001). According to Lin (2010), conflict mediates the relation 

between the input factors and team outcomes via trust. Since conflict might have both 

positive and negative consequences depending on its nature, we expect some sort of 

conflict management strategy to be present in virtual teams culture. 

Conflict can be either relational or task-related (Jehn et al. 1999). Whereas task-related 

conflict refers to exchange of viewpoints, ideas and opinions, which researchers believe to 

increase team’s ability to identify issues and create new ideas (Putnam 1994, Baron 1991), 

relational conflict is considered to have a negative effect on teams’ ability to share ideas 

(Pelled, 1996). According to Cramton (2001), geographic dispersion and the use of 

computer mediated communication create a number of problems related to establishing 

and maintaining “mutual knowledge”, defined as knowledge that team members 

consciously share in common. For geographically dispersed teams it is more difficult to get 

firsthand knowledge of each other and understand and remember each other’s situations 

since computer mediated communication is less rich and slower than face-to-face (Lebie et 

al. 1996, Strus 1997, Strus and McGrath 1994, Walther and Burgoon 1992). Geographic 

dispersion causes failures in information exchange whereby team members have different 

information without knowing about it. Cramton (2001) suggests that since remote team 

members become less aware of their differences and tend to fail to understand and 

remember the environment around colleagues, the likelihood of making personal rather 

than situational attributions in case of conflict increases. Personal attributions have a 

negative effect on psychologically safe environment in a team (Cramton 2001). 
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SOCIAL IDENTITY

Social identity becomes important when the team members view the team as part of their 

self concept. This is critical in teams because it supports commitment to shared objectives, 

compliance with group norms, satisfaction and it is associated with lower relational conflict 

(Griffith and Neale, 2001). Lin (2010) found that, together with task-conflict, members’ 

commitment to shared objectives positively and directly influences virtual teams learning 

ability. Since computer-mediated communication is less rich than face-to-face interaction, 

groups heavily reliant on this medium will experience decreased identification to common 

values, norms and goals (Griffith and Neale, 2001). When spatially dispersed, team 

members might experience lack of commitment to the virtual team’s objectives, which 

makes monitoring both critical and more difficult (Kiesler &Cummings, 2002; Wiesenfeld, 

Raghuram, & Garud, 1999). Griffith and Neale (2001) suggested that, due to distance and 

lack of face-to-face interaction, members of virtual teams will less likely identify with the 

team. Due to the relevance attached to it in the literature, we expect virtual team members 

to consider social identity as a key value in virtual team culture. Since virtuality complicates 

teams social identification and commitment, we expect virtual team culture to include 

elements of socialisation and monitoring.

EFFECTIVENESS

The effect of virtuality on team effectiveness is not a straightforward one due to the 

inconsistency in the use of the notion of effectiveness in the literature. Project quality has 

been used as a unit of analysis by some authors (e.g., Altschuller & Benbunan-Fich, 2010), 

which is consistent with the fact the virtual teams are often project-based. Other authors, 

which have focused on the quality of the decisions made, time used to make the decisions, 

found that virtuality tend to dilatate times (e.g., Pridmore & Phillips-Wren, 2011). While 

some authors (e.g. Kock & Lynn, 2012; Maynard et al., 2012) indicate the virtuality can have 

a positive effect on effectiveness, others suggest a negative relation (e.g., Cramton & 

Webber, 2005; Schweitzer & Duxbury, 2010). Despite this lack of clarity, we expect 

effectiveness to be a relevant factor in virtual team culture.  
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LEADERSHIP 

Virtual leaders need to invest more time and efforts to facilitate task coordination, build 

relationships and facilitate processes (Purvanova and Bono, 2009). Han et al. (2017) 

inductively uncovered a number of strategies employed by virtual leaders to enable team 

creativity, including establishing guidelines, expectations and norms, building a 

psychologically safe environment, promoting shared leadership, providing up-to-date 

technology for communication and building relationships. Given the challenges posed by 

virtuality to team performance, we expect virtual leadership to be one of the main 

categories in virtual team culture.

Bell and Kozlowski (2002) found that virtual leaders overcome the challenges posed by 

distance by promoting the emergence of shared leadership, which is a team process 

characterised by collective decision-making and shared responsibility that boosts team 

commitment to the shared objectives (Day, Gronn, & Salas, 2004; Pearce & Conger, 2003). 

Hoch and Dulebhon (2017) argued that team personality composition is a factor in 

determining the emergence of shared leadership in virtual teams and thus in determining 

virtual team performance. Building on the concept of shared leadership, Liao (2017) 

suggests that virtual leadership influences team effectiveness by fulfilling both task- and 

relationship-oriented roles. The former includes supporting collaboration with training, 

guidance, resources and coaching. The latter includes building trust by strategically using 

face-to-face and media-rich communication channels, relationship building, facilitating 

information exchange between team members and preventing and solving relational 

conflicts.

STRUCTURES

Bell and Kozlowski (2002) suggested that virtual leaders overcome the problem of distance 

by regulating team members’ behaviours through structures like workflows, 

communication and information management systems that increase member’s feeling of 

connectivity and facilitate access to information. In order to create and share new ideas 

and be effective, teams need shared systems able to capture, store and retrieve 

knowledge. (Griffith and Neale, 2001). According to Liao (2017), virtual leaders contribute to 
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the creation of shared mental models, which comprise shared knowledge about the 

technology used by the team, shared information about how to perform tasks, shared 

knowledge on how to interact within the team and shared understanding of team 

competences and knowledge (Cannon-Bowers et al. 1993). In light of the support that 

technology and well planned workflows can provide to virtual leadership, we expect 

expectations regarding structures to be present in the culture of virtual teams. Based on 

the elements discussed so far, we expand our deductive framework, as shown in (Table 2).  

TEAM CULTURE
Values & Beliefs Norms of expected behaviours 

VIRTUALITY 
๏ Geographic 

dispersion

๏ Temporal 

dispersion

๏ Technological 

support

๏ Trust

๏ Social identity

๏ Efficiency

• Leadership (Liao (2017)

๏ Training

๏ Supervision & Coaching

๏ Resources 

๏ Relationship building

๏ Strategic use of face-to-

face and media-rich 
communication channels 


๏ Facilitation of information 
exchange between team 
members


๏ Preventing and solving 
relational conflicts 


๏ Monitoring


• Structures

๏ Repositories

๏ Communication and 

information management 
systems


๏ Workflows


Table 2: Deductive framework
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KNOWLEDGE GAP 

We know that both organisational culture and virtual team performance are key to virtual 

team innovation outcomes. As shown in the previous sections, organisational culture is 

also key to creativity and innovation, since it guides employees towards conducive 

behaviours like risk taking, idea generation, collaboration, promotion of diversity and 

autonomy. Research unpacked the concept of virtuality showing the effects of virtuality on 

specific components of virtual team performance. Virtuality plays a role in determining the 

input factors of a virtual team, specifically in terms of information and social diversity and 

level of competences. In the previous sections, we have summarised what research has 

found to be the effects of virtuality on team performance, intended as a multilevel process 

emerging as team members engage in their individual and shared tasks. We also 

summarised what research has found out regarding the relations between virtuality and 

specific elements of the virtual processes, between some of these elements and in relation 

to the outcomes of virtual team work.

Although we have some knowledge on the mechanisms by which virtuality affects team 

processes, research cannot be found on the way virtuality affects the way team members 

believe the process is or should be, which we argue constitutes a fundamental distinction 

between team performance and team culture. We can deductively map the effect of 

virtuality on team culture based on existing research and using definitions of 

organisational culture and virtuality. However, this deductions need to be tested against 

team member’s subjective interpretations and expectations. Additionally, we lack a 

framework for discussing and advancing theories on virtual work culture, drawing 

comparisons and assessing the relationship between elements of team culture that are 

typical of remote work and conducive to positive innovation outcomes. Neither we know 

much about what Millennials value and expect from the virtual workplace compared to 

other generations. In order to shed some light on this topic and contribute to building a 

framework for describing virtual team culture that is both deductive and inductive, in the 

course of the following sections, we will seek to answer our research questions.
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METHODS
Since the literature provided a basis for us to conceptualise virtual work culture, our 

investigation was both exploratory and confirmatory in nature. We sought to test the 

relevance of the concepts established by the literature against the subjective experience of 

team members and uncover additional concepts that are relevant to virtual team culture. 

Having built a deductive methodological framework based on the most relevant concepts 

from the literature, we investigated our research questions by means of a qualitative 

research design (Bryman and Bell, 2003). By doing so, we both tested the concepts from 

the literature and inductively expanded our framework using both primary and secondary 

data. For our interviews, we used a narrative interview method (Kvale & Brinkmann 2009) 

that generated rather open and exploratory conversations. For the coding, we adopted a 

mixed deductive-inductive analysis strategy. In order to increase intercoder reliability, we 

started the coding process independently, before moving into an iterative intercoder 

negotiation process that concluded with an intercoder agreement. Finally, we used a 

variable-by-variable matrix to display and analyse the interrelationships between our 

variables (Miles, Huberman, Saldaña, 2014).

DATA COLLECTION

To answer our research question, we recruited a sample group consisting of people with 

experience in working remotely with complex problem-solving tasks. Our primary sources 

of data included a group of ten working professionals of different ages, spreading from 

twenty-six to fifty-five years old and including six Millennials and four pre-millennials. Our 

selection of interviews included women and men and both leaders and employees, which 

allowed us to investigate differences and test the notion of shared leadership. Central to 

our choice of respondents was that their remote work experience was heterogeneous in 

terms of the degree of virtuality along the relevant dimensions of spatial and temporal 

distance and technology support. 

Initially, we identified persons meeting the selection criteria mentioned above using our 

personal connections. In the later stage of the data selection, we also used the snowball 



Giorgio Marinelli & Troels Hoe Virtual Team culture - a framework

�28

effect and contacted some of the interviewee's colleagues that fitted our selection criteria. 

The snowball effect, also known as referral sampling, is a non-probability sampling 

technique where actual research subjects recruit future subjects from amongst their 

acquaintances (Goodman, 1961). We contacted all participants by email and invited them 

to share their experiences working in virtual teams in the course of a Skype interview. A list 

of interviewees can be found in Table 3 and for an extended version in Appendix B.

We also collected secondary data, which consisted of fourteen video interviews with 

remote work researchers, experts and practitioners, and data on users’ requests for 

desired functionalities from the road map of F-Track, which is an asset and task 

management platform tool for remote work. We also analysed the Remote.co website, 

which is a resource site where 137 leading remote work companies and teams share 

information on best practices, legal aspects and general insights regarding how to work 

with, hire and manage remote work. 

INTERVIEW STYLE

We used a narrative interview form, which is a method aimed at encouraging and 

stimulating the interviewee to describe their social context by sharing significant events in 

his/her life (Kvale & Brinkmann 2009). This interview style allowed us to have rather open 

conversations, allowing for unplanned twists and the emergence of surprising insights. In 

this type of interviews, memory is considered selective. The interviewee only remembers 

Interviewee / 
participant 
id number

Age Pre millennials 
or Millennial

Leader / 
Employee Gender Company 

id
Company 
size*

Task 
complex
ity

How much 
collaboration 
happens 
remotely?**

Experience  
working in 
virtual 
workplace?***

#P01 32 Millennial Employee Male A Large High Middle not much
#P02 27 Millennial Employee Female A Large High Middle not much
#P03 40 Pre-millennial Leader Male A Large High Middle alot
#P04 37 Millennial Leader Female B Small High High alot
#P05 55 Pre-millennial Leader Male C Small/Mid High High alot
#P06 26 Millennial Employee Male D Small High High alot
#P07 34 Millennial Employee Female D Small/Large High High alot
#P08 38 Pre-millennial Leader Male E Small High Middle alot
#P09 33 Millennial Leader Male D Small/Large High High alot
#P10 51 Pre-millennial Leader Female C Mid High High alot

Table 3: List of interviewees
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what they can, while some events are unconsciously or deliberately “forgotten”. Narratives 

are viewed as representations and interpretations of the world. In this perspective, it is 

important to stress that the recorded history or experience is real to the interviewee. Their 

value lies in that fact they uncover the truth of the interviewees’ point of view and logic for 

interpreting reality in a particular time, space and historical context.   

We prepared a rather loose interview guide in order to have a framework for dialogue that 

allowed the interviewees to steer the conversation within the focus of our study and 

research questions. The interview guide included a sort of checklist based on the thematic 

focus areas and concepts that we deductively extrapolated from the literature, such as 

efficiency, trust, communication, socialisation, feedback and, more generally values, beliefs 

and expected behaviours. The figure below (Table 4) is derived from our interview guide. 

Here we show how our interview questions relate to our research questions. The full 

interview guide can be found in the Appendix C. These questions have not served as a 

strict guide; rather, we used them as a support for keeping a relevant focus, while allowing 

the interview to take any possible new and interesting turn (Kvale & Brinkmann 2009: 45f). 

Theme What we would like to know: Question:

User experience
Spatial, temporal and 
cultural distance and 
technology

How was the virtual workplace organised?

Can you please describe some situation that makes it clear to me?

Team culture
Values, Practices, Beliefs, 
Expectations

How did the episodes you described shaped the culture of the 
virtual teams you worked in?

Can you make some example so that I understand?

Can you remember an episode when the team managed to do so?

Follow up:

What happened then?

What made you decide to go there?

Why did you want to do that?

What were you intending?

What did you want to happen?

When did you decide that?

Table 4: Examples of questions from our interview guide
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CONDUCTING THE INTERVIEWS 

Our primary data were collected from April 27th up until May 12th, 2018. Both researchers 

participated in every interview, in quality of either primary and secondary interviewers, 

alternatively. Often, the second interviewer introduced the interviewee to the subject, 

contributing to setting the stage for the interview. The primary interviewer took the role of 

facilitator, while the second researcher further assisted with note-taking and 

supplementary or follow-up questions. The interviewees were informed that the duration 

of the conversation was estimated to be approximately 45 minutes, depending on how 

much the informant had to say. In the end, however, the interviews lasted between twenty 

six minutes to one hour and four minutes. All the interviews were recorded with the 

consent of the interviewee. At the end of each interview, the researchers undertook a short 

Skype meeting where we reflected upon the interview and gave each other feedback on 

the way we had conducted the conversation. These reflections contributed to elaborating 

our interpretation of the data and should be considered as field-notes. Although they were 

recorded for later access and use, they do not belong to our data set and therefore are not 

attached to this thesis.

DATA FORMATTING

All Skype interviews were recorded as video and audio files, converted into audio files 

before being transcribed. The interviews were formatted into an audio file and 

automatically transcribed using a software called Dragon. We subsequently imported the 

first pass transcription into our qualitative data analysis software, Maxqda, where we did 

the more thorough and time-consuming editing of the transcriptions. The length of the 

transcription ranged from 3.433 words to 7.559 words. Completed transcripts were 

approximately eighteen to thirty pages, double-spaced on A4-sized paper. From almost 

seven hours of interviews, a total of 52.987 words and 230 pages were transcribed. The raw 

audio files and the transcriptions will be available to the supervisor and censor to assess 

the thesis. 

Throughout our investigation, our transcripts have primarily served as working documents 

that made it easier for us to return to the exact time in the audio. We treated our 
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transcripts as an additional layer to the audio files rather than the sole repository of our 

empirical data. In their book Det kvalitative forskningsintervju (2009), Kvale & Brinkmann 

elaborate on the potential dangers of using interview transcriptions as the actual empirical 

data. In this way, according to Kvale & Brinkmann, the linguistic details in the tone of voice 

such as irony can easily go lost (2009: 200). We circumvented this problem by adding 

timestamps to our transcriptions so that all the passages of the conversation in the audio 

files were connected to the specific paragraphs in the transcribed files. In the subsequent 

analytical phase, this gave us the possibility to always go back and listen to how things 

were actually said without having to rely only  on our written transcripts. In our experience 

the process of listening to and transcribing of the interviews can provide a lot of learning.

DATA CODING

The coding of our transcriptions was central to our methodology. In this study, we adopted 

a mixed deductive-inductive analysis strategy. The main purpose of our mixed approach 

was to condense raw textual data into deductive and inductive categories, to establish 

clear connections between research objectives and findings and test and expand our 

framework. This strategy consisted of five steps: the initial reading of text data, 

identification of specific text segments related to the objectives, labelling the portions of 

the text using deductive and inductive categories, reducing overlap and redundancy among 

the categories and creating a model incorporating most essential categories (Figure 4)

(Adapted from Creswell (2002, p. 266, Figure 9.4) and Thomas, David R. (2006, p 242, 

      Table 2)). According to Liu (2016), the “inductive and cyclical moving back and forth 

among questions, data gathering, and data analysis” provides the generic inductive 

approach with methodological flexibility (Liu, 2016).  

Figure 4
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In order to ensure intercoder reliability of our analysis, we started the process by 

independently reading the transcripts and generating inductive categories. We 

independently coded the texts merging our inductive and deductive categories. In the 

analysis procedure, we focused on themes, patterns and statements. As a result of this 

process, we identified the relevant emerging themes. When we compared our independent 

codings, we found a high correlation. We then moved into an intercoder negotiation to 

increase correlation ensuring intercoder reliability. “Intercoder reliability refers to the 

extent to which two or more independent coders agree on the coding of the content of 

interest with an application of the same coding scheme” (Paul J. Lavrakas . Encyclopedia of 

Survey Research Methods. Jan 1, 

2011). Our iterative intercoder 

negot iat ion process included 

discussions on the interpretation of 

certain paragraphs, correction, 

consolidation and simplification of 

our categories into one deductive-

inductive code system, which 

eventually we agreed upon. We 

finally examined the code structure 

in a more detailed fashion to create 

different order categories of our 

codes, as presented in figure 5. As a 

result of this process, we expanded 

the definition of our independent 

variable to include also ‘cultural 

distance’ as a factor in virtuality. 

Figure 5: Code structure
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ANALYSING DATA

We used a variable-by-variable matrix to display and analyse the interrelationships 

between our variables, including between their components or sub elements (Saldana, 

Johnny, Huberman 2014). Accordingly, we ordered the codes relatives to the sub elements 

of our independent variable in raws, i.e. space distance, time distance, cultural distance 

and technology. We ordered the codes relating to the aspects of our dependent variable in 

columns, i.e. virtual team culture. In order to increase the reliability of our analysis, we 

counted correlations only when codes related to the independent and dependent variables 

co-occurred (i.e. overlapped) in the text. We counted correlations only once per document 

because our objective was to validate them rather that quantifying their strength. Figure 6 

shows an example of our coding from one of our transcribed interviews. This approach 

permitted us to display, review and analyse the data in order to explore the 

interrelationships between specific aspects of our independent and dependent variable. 

The resulting variable-by-variable matrix is the foundation of our final deductive-inductive 

framework.

Figure 6: example of coded segment
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FINDINGS 
Our findings shed light on the relation between virtual team members’ experience of 

virtuality and team culture by framing and uncovering evidence of interrelations between 

specific aspects of virtuality and virtual team culture. Our study confirms the relevance of 

the main factors that we extrapolated from the literature as being culturally significant. 

These factors include values like efficiency, trust and social identity and norms of 

behaviours related to conflict management, leadership and structures. Our investigation 

highlights the relevance of a number of new elements, including values of autonomy and 

transparency. We expanded our definition of virtuality by adding cultural dispersion in 

order to better capture the testimonies we collected from members of globally dispersed 

teams spanning national boundaries. This is in line with some definitions of virtuality that 

can be found in the literature (e.g. Hoch and Kozlowski, 2014). Our deductive-inductively 

expanded framework is presented in table 5. 

Surprisingly, we noticed a tendency among Millennials to value both social identity and an 

opposite rejection of socialisation, team building and initiatives aimed at creating a 

company culture. Although they had a lot to say about what they believed is important at 

work and what they expect from colleagues, Millennials were mostly unaware, uninterested 

or uncomfortable with the concept of company culture. They see themselves as 

collaborative team players and remote work is a perfect way for them to focus on work. 

Instead of having to discuss organisational values and play team building games with their 

coughing and sniffing colleagues, they would rather play World of Warcraft or spend time 

with their kids. They see a clear trade off between time spent on socialisation and 

convenience. If this tendency was to be confirmed, managers would be better reflect on 

their existing team building strategies and efforts to create a corporate culture. We did not 

find any evidence of this among pre-millennials. These correlations are presented in tables 

6 and 7, and in the Appendix D.  



Giorgio Marinelli & Troels Hoe Virtual Team culture - a framework

�36

TEAM CULTURE
VIRTUALITY Values & Beliefs Norms of expected behaviours 

Geographic

separation

• Efficiency


• Trust


• Personal dis-
connection


• Social identity


• Transparency


• Autonomy

STRUCTURES

• Boundaries working / private life

• Use of the media 

• Cross-organisational workflow

• Internal workflow

• Documentation


LEADERSHIP

• Relationships building

• Managing relational conflict

• Supervision

• Delegation and monitoring

• Clarity of communication

Cultural 

   separation

STRUCTURES

• Cross-organisational workflow

Temporal

separation
 • Efficiency


• Autonomy

STRUCTURES

• Boundaries working / private life

• Use of the media 

• Internal workflow

• Documentation


LEADERSHIP

• Managing relational conflict

Technology
• Efficiency


• Social identity


• Transparency

STRUCTURES

• Use of the media 

• Cross-organisational workflow

• Internal workflow

• Documentation


LEADERSHIP

• Clarity of communication

Table 5: Deductive-inductive framework
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VALUES

Our investigation highlights the relevance of social identity, efficiency, trust transparency 

and autonomy as core values in virtual team culture. The relevance of social identity as a 

factor in virtual workplace culture was the strongest correlation that emerged from our 

investigation in terms of values. This is in line with Cramton (2001) and Griffith and Neale’s 

(2001) considerations on the link between personal attributions and the use of computer-

mediated communication. In our investigation, the correlation between virtuality and 

efficiency as a value was also very strong. This is interesting because it confirms virtual 

teams’ belief that virtual work not only works, but it possibly works even better. We also 

found that, in virtual teams’ culture, autonomy is not only important in terms of 

convenience and flexibility, but also a necessary skill for team members to function 

dispersedly. Trust and transparency were also uncovered as important values in virtual 

team culture. We found trust to relate to some degree to both autonomy and transparency, 

which confirms the centrality of this factor in virtual teams culture. Reciprocal trust is a 

precondition for team members to be fully autonomous. Transparency is necessary for 

monitoring autonomous team members and sustain trust. 

Code System

Team Culture

TC: Values & Beliefs
TC: Expected Behaviour

TC-EB: Structures TC-EB: Leadership

TC-VB: 
Transparency

TC-VB: Social 
identity

TC-VB: Personal 
dis-connection

TC-VB: Trust TC-VB: Efficiency TC-VB: Autonomy 
& Flexibility

TC-EB: Boundaries 
working / private 
life

TC-EB: Use of the 
media

TC-EB: Cross-
organizational 
workflow

TC-EB: Internal 
workflow

TC-EB: 
Documentation

TC-EB: 
Relationships 
building

TC-EB: Managing 
relational conflict

TC-EB: 
Supervision

TC-EB: Delegation 
and monitoring

TC-EB: Clarity of 
communication

Virtual Workplace 
Number of interviees confirming the 
correlation

5 9 3 5 8 6 5 10 4 10 7 6 5 4 4 5

Virtual Workplace 
VW: Space distance 2 7 3 4 6 8 4 8 3 7 5 5 5 2 3 3

Virtual Workplace 
VW: Time distance 1 1 0 1 2 2 3 3 1 3 2 0 2 1 1 1

Virtual Workplace 
VW: Cultural distance 0 1 0 1 0 0 0 1 2 0 1 1 0 0 0 1

Virtual Workplace 
VW: Technology 3 2 0 1 6 1 0 7 2 5 3 1 1 1 1 2

SUM
6 11 3 7 14 11 7 19 8 15 11 7 8 4 5 7

Code System

Team Culture

TC: Values & Beliefs
TC: Expected Behaviour

TC-EB: Structures TC-EB: Leadership

TC-VB: 
Transparency

TC-VB: Social 
identity

TC-VB: Personal 
dis-connection TC-VB: Trust TC-VB: Efficiency TC-VB: Autonomy 

& Flexibility

TC-EB: Boundaries 
working / private 
life

TC-EB: Use of the 
media

TC-EB: Cross-
organizational 
workflow

TC-EB: Internal 
workflow

TC-EB: 
Documentation

TC-EB: 
Relationships 
building

TC-EB: Managing 
relational conflict

TC-EB: 
Supervision

TC-EB: Delegation 
and monitoring

TC-EB: Clarity of 
communication

Virtual 
Workplace 
Number of 
interviewees 
confirming the 
correlation

Pre-millennials
3 4 0 3 4 2 3 4 3 4 2 4 3 2 2 2

Millennials
2 5 3 2 4 4 2 6 1 6 5 2 2 2 2 3

Female
2 4 2 2 3 2 3 4 2 4 3 2 1 3 3 2

Male
3 5 1 3 5 4 2 6 2 6 4 4 4 1 1 3

Leaders 3 6 1 3 5 4 4 6 4 6 3 4 4 2 2 3

Employees 2 3 2 2 3 2 1 4 0 4 4 1 1 2 2 2

Organization A 
(Massive)

3 3 0 2 2 1 1 3 0 3 3 2 0 2 2 2

Organization B 
(Precept)

0 2 2 1 3 3 1 3 0 3 2 1 2 1 1 1

�1

Table 6: Variable-by-variable matrix (general)

Code System

Team Culture

TC: Values & Beliefs
TC: Expected Behaviour

TC-EB: Structures TC-EB: Leadership

TC-VB: 
Transparency

TC-VB: Social 
identity

TC-VB: Personal 
dis-connection

TC-VB: Trust TC-VB: Efficiency TC-VB: Autonomy 
& Flexibility

TC-EB: Boundaries 
working / private 
life

TC-EB: Use of the 
media

TC-EB: Cross-
organizational 
workflow

TC-EB: Internal 
workflow

TC-EB: 
Documentation

TC-EB: 
Relationships 
building

TC-EB: Managing 
relational conflict

TC-EB: 
Supervision

TC-EB: Delegation 
and monitoring

TC-EB: Clarity of 
communication

Virtual Workplace 
Number of interviees confirming the 
correlation

5 9 3 5 8 6 5 10 4 10 7 6 5 4 4 5

Virtual Workplace 
VW: Space distance 2 7 3 4 6 8 4 8 3 7 5 5 5 2 3 3

Virtual Workplace 
VW: Time distance 1 1 0 1 2 2 3 3 1 3 2 0 2 1 1 1

Virtual Workplace 
VW: Cultural distance 0 1 0 1 0 0 0 1 2 0 1 1 0 0 0 1

Virtual Workplace 
VW: Technology 3 2 0 1 6 1 0 7 2 5 3 1 1 1 1 2

SUM
6 11 3 7 14 11 7 19 8 15 11 7 8 4 5 7

Code System

Team Culture

TC: Values & Beliefs
TC: Expected Behaviour

TC-EB: Structures TC-EB: Leadership

TC-VB: 
Transparency

TC-VB: Social 
identity

TC-VB: Personal 
dis-connection TC-VB: Trust TC-VB: Efficiency TC-VB: Autonomy 

& Flexibility

TC-EB: Boundaries 
working / private 
life

TC-EB: Use of the 
media

TC-EB: Cross-
organizational 
workflow

TC-EB: Internal 
workflow

TC-EB: 
Documentation

TC-EB: 
Relationships 
building

TC-EB: Managing 
relational conflict

TC-EB: 
Supervision

TC-EB: Delegation 
and monitoring

TC-EB: Clarity of 
communication

Virtual 
Workplace 
Number of 
interviewees 
confirming the 
correlation

Pre-millennials 3 4 0 3 4 2 3 4 3 4 2 4 3 2 2 2

Millennials 2 5 3 2 4 4 2 6 1 6 5 2 2 2 2 3

Female 2 4 2 2 3 2 3 4 2 4 3 2 1 3 3 2

Male 3 5 1 3 5 4 2 6 2 6 4 4 4 1 1 3

Leaders 3 6 1 3 5 4 4 6 4 6 3 4 4 2 2 3

Employees 2 3 2 2 3 2 1 4 0 4 4 1 1 2 2 2

Organisation A 3 3 0 2 2 1 1 3 0 3 3 2 0 2 2 2

Organisation B 0 2 2 1 3 3 1 3 0 3 2 1 2 1 1 1

�1

Table 7: Variable-by-variable matrix (comparisons)
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SOCIAL IDENTITY

In our investigation, the relevance of social identity as a value in virtual workplaces was 

strongly confirmed. In terms of values, the connection between virtuality and social identity 

as a value was the strongest we found. This can be intended as a social reaction to the well 

established notion that virtuality hinders collaboration because computer-mediated 

communication is not as rich as face-to-face. People need sharing of social feelings and 

references in order to keep understanding each other and stay close and committed to the 

common goal when interaction predominantly happens onto the digital media. Space 

dispersion can make people feel lonely and believe that nobody cares about their work. 

Scarcity of face-to-face, casual interaction makes social connection an important value in 

remote working. 

“Things had gotten a bit bad…because there had been no physical appearance of us 
at the studio… there had been no sharing of social feelings and events…like “this is my 
new cat” or “my baby just had his birthday”…and no getting that facial…that personal 
feeling with each other.” (#P10) 

“You are really alone and sometimes you can feel lonely, not because I have no one to 
talk to, but you get like nobody cares what I am doing, nobody knows who I am in the 
company. So you can have this sort of special loneliness.” (#P07) 

“You know when you communicate in text, as you often do in these situations…in 
email or in chat messages…So much of the subtlety is lost, right? You can't convince 
somebody of something, using text…it's easier when it's like this video, right? But still 
you lack a certain something…that you get when you are face-to-face… just by being 
passionate, you can convince somebody.” (#P03)

EFFICIENCY

Based on our investigation, the correlation between virtuality and efficiency as a value is 

also very strong. The vast majority of our interviews (eight out of ten) confirmed a 

correlation between this value and some aspect of virtuality. We found that space distance 

specifically interrelates with efficiency. Space distance allows companies to hire the most 

competent people for a specific task, which contributes to making efficiency a core value 
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for remote teams. Space distance gives team members the opportunity to work from their 

preferred location, giving them autonomy in the management of their own time. For some, 

freedom to choose a workplace means cutting with the distractions typical of the office 

environment, like colleagues chatting or coughing around. We found that having the 

possibility to seamlessly switch from work to free-time activities makes people more 

attentive to using their time efficiently. It becomes important to reduce the time spent on 

redundant meetings, by for instance choosing face-to-face time only when it actually 

increases the quality of work. For some, this means reducing the time spent on gossiping, 

while for other, limiting common lunch breaks or team building activities.  

“Instead of playing games here with you (...), I would rather just go home and play a 
real video game, like World of Warcraft or something.” (#P06) 

Both time distance and technology were found to have an influence on team culture. 

Communication and information technology contributes to making efficiency a value in 

virtual teams. Technologies for remote work are designed to help teams prioritising and 

structuring workflows. Their use induces team member to reflect upon, discuss and adopt 

common protocols for documenting and storing information. This collective process 

contributes to making efficiency a core value in remote teams. We also found some 

evidence that temporal dispersion in particular can consolidate efficiency as a value in 

virtual teams. Time zone distance allows teams to work around the clock, contributing to 

making efficiency an important value in remote work. 

"So I think we benefit from working 24-seven…because we actually work around the 
clock…with the time difference…So when people say “oh my god we're not in the 
same time zone”, i’m like…It’s awesome, we can work 24-seven!" (#P10) 

AUTONOMY & FLEXIBILITY

Most of our interviews confirmed the correlation between virtuality and autonomy as a 

value. Remote work tend to make team member’s ability to work autonomously an 

essential value for team members. Space distance makes supervision and monitoring 

more difficult. In the absence of a common office space, team members have to self-
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manage both their own time and space. Remote work results more suited for workers with 

a certain degree of experience and self-discipline and for people who do not like strict 

supervision. We found some confirmation of this being a challenge for Millennials. We 

found that temporal distance specifically contributes to autonomy and flexibility. Once 

workflows are set up for people to work at different times, team members have the 

possibility to work autonomously and with flexibility. Working efficiently asynchronously is 

possible only with good planning.  

“When you can rely on that, then it feels like a very privileged work situation because 
then you can work as much or as little as you want to…as intensely as you want…
Because you have everything there all the time..that you need.” (#P03) 

Technology allows teams to better structure, coordinate and document their work, which 

makes processes more efficient. When work is well planned, team members have enough 

work in their own pipeline that they can keep working even when waiting for feedback. 

They can pause what they are doing and pick it up later quite comfortably because it is all 

documented. Technology creates convenience and flexibility making autonomy an added 

value in remote work.  

“For developers, we have Github and the Q&As, which are used in this things, like 
Asana and stuff. And then we have people like designers who are using tools to 
communicate with developers. They are using Zeppelin, Sketch and Photoshop … I 
have to share files, i have to keep track of what did everyone. And then the other issue 
is timing, like estimations, how do you handle this? and then you start tackling those 
things, which really improves the quality of life for people because they get to spend 
less time at work and then they live their own life.” (#P06)

TRUST

In remote work, it imperative to be able to trust each other because distance makes it 

more difficult to monitor each other’s commitment to the objectives, which is in line with 

the literature on virtual team performance. For team members, trust is important because 

they might experience close monitoring as highly demotivating. Trust can also also 

understood as trust in processes, which is fundamental when members have less 

occasions to get face-to-face confirmation of where things stand.  
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“Let’s put it this way…as a producer, now, I find it…whatever that cost is, to establish 
that process…whatever the cost is of following that process, even if it's a high cost, 
you know…of doing this documentation takes a lot of effort, or takes a lot of time. And 
it is worth paying that cost in time and energy, in order to maintain a process that 
people can trust…as soon as people started going: “Ohh is this actually the latest 
thing?” “Is this actually an updated document?” Then will stop referring to the system 
and they will instead start sending emails…and start asking people directly…going: “is 
this the right? And then immediately things fall apart.” (#P06)

TRANSPARENCY

To some degree in connection with the question of trust, half of our primary interviewees 

related transparency as value and their experience of the virtual workplace. In remote work 

transparency is important to compensate for the casual exchange of information typical of 

traditional work settings, like during coffee breaks. Without transparency, remote team 

members might feel unfairly disadvantaged and lose commitment in the common goal. 

Spatial distance, in particular, was associated with the importance of transparency, as 

exemplified by the following segment: 

“I believe that transparency should be factual. I mean, like, most of the data, that is not 
sensitive, should be available to the remote team. Like you don't have to be next of the 
boss to have access to the business plans and the budgets and revenues and 
strategies … all this stuff, the more secret they are, the more it stays inside the magic 
circle of the management, if it's just stays there and sometimes something leaks or if 
you are in the office, in the right corridor, by talking to the right person you have the 
information before others, all this stuff  damages a lot the remote work because people 
will say: why should we work remotely if the most vital information of the company 
needs to be leaked during coffee break.” (#P08) 

Technology was also specifically correlated to transparency as a value. The advantages 

brought by emote work platforms like Asana and Trello in terms of trackability and 

documentation make transparency an important value in remote team culture. Since 

everybody is using the same tools, leaders can see when team members’ efficiency vary 

over time, whereas team members always know what colleagues are working on, making it 

much easier to coordinate and support each other if help is needed.  
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“It means that most people will be able to see what i'm doing and much more clearly 
than otherwise like everyday we are supposed to upload so that everyone can look at 
what we are doing. There's more track on what time has put on everything and there's 
no task that sort of goes, like, undocumented. So when everyone is working on 
something is supposed to be documented so you will always know what people are 
working on, making it much easier to see where one is and where people need help. 
And i think that works really well.” (#P02) 

“It is cynical (...), it means that I know that if someone at the end of the day change 
their mind, I can point at the information that is written down, rather than if someone 
just told me it my mouth, I had nothing to back me up.” (#P01) 

EXPECTED BEHAVIOURS  

We found that users’ experience of virtual workplaces creates norms of behaviour related 

to structures and leadership. Time and space distribution of teams increases teams’ need 

for coordination and alignment. Technologies for communication - e.g Skype and Slack - 

and project management platforms - e.g. Asana, Trello - create new forms of interaction, 

contributing themselves to the formation of norms of behaviour that are typical of remote 

work. Structures are expected to unbundle workflows and distribute interdependent pieces 

of them to team members working autonomously from each other during most of the 

time. In line with the literature on the subject, we noticed an increase in expectations for 

virtual leadership, notably in terms of strategies to provide the team with a social identity, 

management of relational conflict, clarity of communication, supervision, delegation and 

monitoring.

STRUCTURES

User experience of virtual workplaces generate a number of structure-related norms of 

behaviour, regarding internal and cross-organisational workflows, norms on the use of the 

media, documentation and boundaries between professional and private life. We found 

strong evidence of a connection between some aspect of virtuality and the expectation for 

workflows that allows team members to unbundle, prioritise and autonomously execute 

interdependent work. We also found some evidence that technology in particular creates 
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the expectations for workflows to be to some level integrated with external organisations, 

like suppliers or clients. Our analysis strongly suggests that there is a relation between 

virtuality and the expectations for teams to coordinate on the choice of the media 

depending on the purpose of the interaction. We found that user experience of virtuality 

creates an expectation for documentation, which is consistent with values of transparency 

and trust discussed in the previous sections. Half of our interviewees also made a 

connection between their experience of virtuality and the expectation for team members 

to be to some degree available outside working hours.

Internal workflows


All of our interviewees made the connection between some aspect of virtuality and the 

expectation of having shared and well functioning workflows. Technology allows remote 

teams to unbundle, prioritise and autonomously execute interdependent work, which is 

fundamental for remote teams. This is in line with Bell and Kozlowski’s (2002) suggestion 

that virtual leaders overcome the problem of distance by building communication and 

information management systems that increase member’s feeling of connectivity and 

facilitate access to information. For examples, we found that when workflows are well 

planned and prioritised, team members always have enough tasks in their pipeline so that 

they do not necessarily need feedback in order to keep working. 

“So I'm using Asana for that for two reasons. so in Asana we actually have a few 
different boards for tasks. so one of them is like the Trello kind of board where we have 
the columns. So we do the priority organisation, where, like 1,2, 3, 4, 5: to be tested, 
tested and succeeded, tested and failed. and then we have other list, which is more 
like a backlog where there is prioritization just for putting the things in the memory. so 
most of my thing is arranging this implementing this.” (#P06) 

“And so basically everything there is planned out. The I pick my task from schedule 
things; like what comes first and I need to prioritise. So in the best situations these 
prioritisation comes from the planning, off course.” (#P01) 

Space dispersion makes it important for team members to explicitly share their thoughts 

and establish, execute and monitor clear procedures for the sharing of work done, 

including storage and naming conventions. 
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Secondary data - Selected quotes
Cultural factors Sample/ Quote Source

Leadership

Transparency

Efficiency

Relationship building

What is the hardest part about managing a remote workforce? 
There’s arguably more overhead placed on the shoulders of leaders in a remote 
company. The hardest thing is to acknowledge the overhead and be really 
organized about it. Being transparent and keeping everyone connected is 
something leaders in your company have to be constantly on top of. Of course, 
the wonderful tradeoff is a very productive workforce if you get this right (Help 
Scout)

remote.co


https://remote.co/qa-
leading-remote-
companies/what-is-the-
hardest-part-about-
managing-a-remote-
workforce/

Use of the media

Documentation

What has changed about how your remote team operates? 
We have gotten smarter about the tools we use, better at documentation and 
checklists, better at reporting, and we’ve spent more time in-person periodically 
throughout the year to get to know each other better (Origin Eight).

remote.co


https://remote.co/qa-
leading-remote-
companies/what-has-
changed-about-how-
your-remote-team-
operates/

Trust

Transparency

Internal workflow

What elements are key to successful working relationships with remote teams? 
Outlook, process, and tools. Outlook means focusing on output rather than 
input and operating with trust and transparency. When people can’t physically 
see each other much of the time, trust becomes all the more important. Process 
involves codifying how your remote teams will maintain communication, how 
they will collaborate, and what the expectations are. Having the right tools and 
technology is necessary (but not sufficient) to having an effective distributed 
organization. (Answer Connect)

remote.co


https://remote.co/qa-
leading-remote-
companies/what-
elements-are-key-to-
successful-working-
relationships-with-
remote-teams/

Clarity of 
communication

Social identity

How do you keep remote employees engaged and feeling part of the bigger 
picture? 
A remote workforce may need even more communication than a co-located 
one. We run daily challenges and promote lifelong learning through AdaptiveU, 
an online learning platform we developed in-house. We send internal emails to 
share our team members’ stories (of work, family, and play). And most 
importantly, we share our mission to change how the world works from the first 
day of training and try to infuse everything we do with that sense of “why.” On a 
day to day basis, we use software we developed to chat, share updates on 
what we are working on and meet over video calls. This really helps close the 
distance between employees. (Answer Connect)

remote.co


https://remote.co/qa-
leading-remote-
companies/how-do-
you-keep-remote-
employees-engaged-
and-part-of-the-bigger-
picture/

Autonomy

Work-life balance

Shared leadership

What is your time off policy for remote workers? 
You take it when you need it. The responsibility that everything you promised 
gets shipped when promised is still yours. And you are the one who makes sure 
that no-one else’s dependency on your work gets dropped and everyone is 
informed in due time about your absence (Teleport).

Remote.co


https://remote.co/qa-
leading-remote-
companies/what-is-
your-time-off-policy-for-
remote-workers/

Autonomy & Flexibility

Boundaries working vs 
private life

I think people today really value workplace flexibility and remote work because 
it allows them to focus their energies on work and life as opposed to commuting 
or other complications about getting around or doing things because of 
geography or technology being in the way. People today, I think, are much more 
focused on making both their lives on and off the job meaningful and effective 
and so the more you can use technology or other options to get rid of obstacles 
the more natural it seems. (Ken Matos, Vice President of Research at Life Meets 
Work, )

The TRaD Works Forum 
- https://trad.works/
video-interviews-
remote-work/

Boundaries work / 
private life

Trust

Autonomy

Flexibility

I know from talking with my colleagues (...) that of course they love the fact that 
they can travel whenever they wish. And (... ) we have colleagues who are on 
the move and we actually have an internal bulletin board that they run that what 
they're called no nomad-thematicians, who (...) might have a home base but 
they spent the vast majority of time traveling and you would never know it from 
their productivity, from the fact that you can pin them on slack or you could 
send them an email and they'll respond and I might not even know that they are 
on a cruise ship or there up on a mountain somewhere in India. So the ability to 
blend their personal interest or passions and still be able to do good work and 
not have a manager hovering overhead and say, hey wait why here? That 
something that's very valuable. (Marjorie Asturias - Happiness Engineer, 
Automattic, Inc.)

The TRaD Works Forum 
- https://trad.works/
video-interviews-
remote-work/
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“Very often, you have in your mind what you are gonna do and what is the process. 
What you gonna do, then we will do this and then we will do that. But you have to 
write it down, make it public to everybody else, like you could put it into Google Docs 
or in a Skype meeting you have to speak out loud and say what you do because you 
can't expect people to know what you're thinking. And very often if you are in the 
same room, you might just drop a note about “Oh, I am gonna do this.” The people, 
they might know what you are planning to do. But when you're remote you don't see 
each other, so they miss some information if you don't speak out loud or write it 
down.” (#P05) 

Temporal distance in itself creates the expectation for efficient workflows. In order for 

team to be efficient across multiple time zones, it is important that member establish daily 

routines for sharing of progress and feedback.

“Yeah, because you have to have a lot of rules about how to name files and where to 
put files and when to deliver files so you need to make like a manifesto or a sheet of 
paper saying “this is the rules, this is how we do it.” And something you also have to 
have in mind that is the time difference. For example, if I say I am expecting those files 
to be ready at 11, is that 11 in China or is it 11 in Denmark. So if I'm explaining at 11 
o'clock Chinese time, and he thinks it's 11 Danish time, I'll be sitting waiting for files. 
So you just have to be very clear about it.” (#P05) 

Secondary data - Selected quotes
Cultural factors Sample/ Quote Source

Trust

Autonomy

Whether there is a trusting culture whether communication is 
open whether performance goals are transparent and direct and 
whether people can be treated really as adults and say here are 
your job responsibilities here are your deliverables go out perform 
those when where and how you work best and then report back 
to us. (Jennifer Sabatini Fraone - Associate Director, Boston Col)

The TRaD Works 
Forum - https://
trad.works/video-
interviews-remote-
work/

Cross-organizational 
workflow

#Title: Share a workflow

#Description: As a user I want to be able to share a Workflow 
Schema to the community. As a user I also want to be able to 
import a shared workflow schema from the community into my 
own ftrack server.

#Votes: 32

ftrack roadmap


https://trello.com/c/
gKFdL1Kn

Internal workflow

#Title: Synchronised review sessions

#Description: As a reviewer in client review I would like to be able 
to have a synchronised review where playback and clip change is 
synced between the reviewers.

#Votes: 58

ftrack roadmap


https://trello.com/c/
0iaYzIp7

Cross-organizational 
workflow

#Title: Email notification when adding new review media to a 
session

#Description: As a client I want to get a notification when new 
review media has been added to an existing Client Review 
Session.

#Votes: 57

ftrack roadmap


https://trello.com/c/
e75ChWX6
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Cross-organisational workflows

We also found some evidence of virtuality creating an expectation for workflows to run 

across organisations among team leaders only. Technology allows teams to integrate their 

internal workflows with external organisations, which is fundamental for teams to 

collaborate with suppliers and clients globally. 

“But it has to be a secure transfer media in order to qualify with Lucas,  Disney security 
measurements. But when the vendor is submitting x amounts of shots to Sparrow, that 
automatically generates communication with C. which then again automatically extract 
the files from Sparrow that  scan them, filters them, finds out which ones has errors…It 
could be wrong duration…It could be something that is not correct in the file it will 
reject the not correct files…Sent automatically…send a notification mail to the sub 
vendor and they will have to re-upload that one shot…The rest of the shots are being 
automatically passed into our system and funnel through whatever stuff J. has done 
and automatically notify at our end, for the people who need to be notified and looking 
at the stuff. That goes for shots and for assets. So all that is extremely smooth.” (#P10) 

We found some evidence of a relation between cultural distance and the expectation for 

workflows to be partially integrated across organisations. Cultural distance makes it 

interesting for companies to integrate their workflows with external organisations because 

it allows individuals and teams to learn from each others. Cross-organisational workflow 

can also facilitate communication in order to overcome cultural barriers.

“And then we used, in the film industry, something called Cinesync, and that is a movie 
player but what is special about this movie player is that if they in China load the movie 
into this movie player and I do the same in Denmark, and for example if I stop and 
draw on the image saying this is wrong, they could see it on their screens like screen 
sharing. They could just see, okay here we have to remove this. That is very necessary 
that when I press play it plays in China, when I press stop, it stops in China. So we are 
totally in sync, and no worry about… So because the Chinese people is not very good 
in English, you have two send a lot of reference materials, pictures, saying this is the 
colours, this is the shade, this is how we want it to be done.” (#P05) 

Use of the media


All of our interviews made a connection between virtuality and the expectations for teams 

to coordinate on the choice of the media depending on the purpose of the interaction. 

Since technology cannot perfectly replace the quality of face-to-face interaction, space 
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distance makes it so that team members have to be able to pick and choose face-to-face 

interaction for specific categories of tasks, like brainstorming, projects kick offs, personal 

feedback or monitoring.

“When we were really have to do a deep brainstorming on the product for example or 
the strategy I’d rather go to the office or even go off lunch with my colleagues and 
have one face-to-face talk.” (#P09) 

“I think, for clearing things up, for example, it has been always better to go face-to-
face.” (#P90) 

“I just meet my co-founders when we really have an important meeting. Anything 
besides that, we always have a phone call and we manage everything relating to 
project management on Asana.” (#P06) 

The different design of the technological tools for communication create an expectation for 

team members to know which one is best depending on the situation. For instance, we 

found that, if used with the wrong purpose, technology might not only be less rich than 

face-to-face interaction, but even compromise interaction between individuals.  

“If the discussion gets emotional, it's okay, I mean it is a team, there is emotion 
involved in teams. But in that case it is better to talk live, I want to separate …  I would 
say that those type of media are really for a specific job, like they need to be really on 
the subject and not on the meta, on the team. The team part needs to be done 
somewhere else. They should not be used even to entertain. They should be very 
serious. It is very difficult though, because it is easy that you use chats to make jokes 
because everybody is a bit lazy at work and they want to entertain a little bit on the 
chat.” (#P08) 

Teams need to be able to identify the tasks that are sufficiently suited to digital media 

interaction, be able to select the most appropriate digital channel and match it with specific 

codes of communication.  

“So when discussing ideas we use Slack. When we wanna go over something and 
have a proper conversation, like, then we go for Skype.” (#P06) 
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“We are using Slack to manage most of the communications. for documentation we 
usually use Google Drive, cos we are using the Google Cloud, everything stop. and 
besides that we are keeping an Asana board.” (#P06) 

“My feeling it that nowadays people what have worked a lot on Skype and Slack and 
messages and stay a lot on computers … there is more sensitivity about writing a little 
bit less.” (#P08) 

Interestingly, and in opposition to one of the most established notion in the literature, we 

found that, in some situations, technology is considered more efficient than face-to-face 

interaction.  

“Even when we are in the office sometimes we are communicating by Slack because 
everybody is in its PC/laptop or whatever you are working with.” (#P09) 

Time distance influences people’s informal rules on the choice of the media. When work is 

executed mostly asynchronously, team must select the best media for recording and 

retrieving communication logs and recognise the tasks that need real time interaction. 

“For example if you are using video to see, okay, in which meeting did we discussed 
this and what time? That's much easier will email. You can just search for it.” (#P05) 

“You use synchronicity…you use immediacy as a multiplier…for efficiency, right? Then 
realtime is great. When you use it is just an accelerator of things.”  (#P03) 

Documentation


We found that user experience of virtuality creates an expectation for documentation. 

Technological tools for remote work, specifically, induce teams to document and share the 

work done by channelling communication and storage of files. This presents advantages 

for individuals because they can always get an overview of what colleagues are working on, 

help each other if needed and keep records without having to take notes. In this sense, 

technology creates an expectation for higher quality documentation. 

“We have worked a lot just talking to each other; when we are sitting in the same room 
the feedback is very fast and iterative but the quality of it is not good since there is no 
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backlash when you change your feedback or something, since it isn’t, again, 
automatically documented.” (#P01) 

“I can point at the information that is written down, rather than if someone just told me 
it my mouth, I had nothing to back me up.” (#P01) 

We noticed that space as such contributes to this expectation in virtual team culture. Lack 

of a shared office and scarcity of live interaction makes it important for colleagues to more 

explicitly inform colleagues of what they are doing or what they plan on doing in order to 

ensure alignment. 

“But you have to write it down, make it public to everybody else, like you could put it 
into Google Docs or in a Skype meeting you have to speak out loud and say what you 
do because you can't expect people to know what you're thinking.” (#P05) 

“And usually every time we send some emails we are always in copy so it's like 
updating without having to talk or to tell what is happening.” (#P04) 

Working across different time zones contributes to this expectation. For instance, 

recordings of live Skype calls might be important to keep in the loop even those who could 

not attend a meeting at a given time. 

“And I think, like you are doing, for example recording all meetings would be beneficial 
so you could go back and see what did he say or what didn't he say and if I was not in 
the meeting I can just watch the video and see what was talked about.” (#P05)

Boundaries working vs. private life

Our analysis shows that virtuality tends to blur the boundaries between professional and 

private life. Autonomy makes work more convenient under many respects; people do not 

have to spend time and money on commuting, they can more easily reconcile work with 

family and housekeeping and they can enjoy the uncompromised comfort of being close to 

their dog, working in their underwear and listening to their own music without having to 

hear their colleagues sniffing. Convenience and flexibility contribute to making autonomy 

not only a requirement but a an added value of remote work.
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“Everybody has their flexibility of … okay, I have my girlfriend, I am gonna cook now … 
ok, I go and do that, and then I will finish this up later. Because you plan really well that 
you're not actually dependent on what anyone else needs to do at the time. (...) And 
then the whole culture becomes how can we make people more happy by living the 
individual lives.” (#P06) 

“But if not, you have your things, you finish it over the weekend, it is your own time 
schedule. And the whole building a culture becomes: how can we make it easier for 
these guys to work?” (#P06) 

Half of our primary interviewees made a connection between their experience of virtuality 

and the expectation for team members to be to some degree available outside working 

hours. We also found evidence both amongst our primary and secondary data. Working 

across different time zones, in particular, pushes team member to modify or increase their 

availability in order to maximise the occasions for live interaction to ensure smoothness of 

workflows and ultimately efficiency. 

“The communication hub is in Denmark and it’s C.…it’s taylor fitted to scopes…
Depending on responsibility, mandate, it's entirely supervised and managed by us, 
meaning if the client encounters problems, say they are having difficulties downloading 
or reviewing a file because it it's breaking up…because their connection is shitty…then 
we will do what we can on our ends to try help them…and J. is basically on call, not 
from midnight to 6 o'clock in the morning, but any time other than that.” (#P10) 

“So i'll also shift my working day and, for example, I could work a lot in the morning 
and then I could take some hours off and then work in the evening because I had to 
finish a lot of things so when they came to job next day things will be ready. So you 
also have to shift your work day a little bit.” (#P05) 

Space distance affects expectations in regard to availability. Work is predominantly 

monitored based on results because it can no longer be monitored on the basis of time, 

which can induce team members to work extra hours in order to achieve the desired level 

of quality. 

“I think it would be better to work in the office because at least I would work from 8 am 
until 5 or 6 pm, and that would be all. But I usually work also like, in the evenings, or 
Saturdays and Sundays. Because all the work is done to achieve a result.” (#P=4) 
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We found that availability can become a strategy for workers to get the most interesting 

jobs. Since the pool of candidates for a given job is no longer limited to workers present on 

the territory, perceived competition for the best jobs increases.   

“Hi P., this is T., there's another job. It’s about three weeks of work…here's the 
money…are you interested?” and I said “Sure. When does it start?”. And he said; 
“Next Tuesday”. And I said “Okay. Good.” (#P03)

LEADERSHIP

We find that user experience of virtual workplaces generates a cultural shift by introducing 

a number of specific leadership-related norms of behaviour, regarding relationships 

building, personal feedback, norms of interaction, supervision, delegation, monitoring and 

clarity of communication. We found that, since computer mediated interaction is less rich 

than face-to-face, more is expected from leaders in terms of building team members 

relationships, clarity of communication, managing relational conflict and ensuring 

commitment to shared objectives, which is in line with the literature on virtual team 

performance. We also noticed that virtuality can be perceived as a driver for higher 

competences and expectations in terms of clarity of communication, since using the digital 

media forces people to write down and thus reflect more on what they have in their mind. 

We find that virtuality changes expectations regarding delegation and monitoring because 

the value of autonomy and the very nature of being distant makes it very difficult for leader 

to closely monitor without risking to demotivate the team. We notice that virtuality can 

have differential effects on the expectations regarding supervision. If distance might lower 

expectations regarding the frequency of the feedback, technology tend to increase the 

expected quality of supervision because it forces people to write down and thus reflect 

more compared to traditional office environments.

Relationships building

Most of our interviews confirmed that virtuality creates the expectation for leadership to 

make up for the lack of face-to-face interaction and scarcity of casual moments of 

socialisation through alternative ways of building relationships. We found that, due to 

space and time distance, virtual teams expect leaders to take the initiative and plan regular 
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face-to-face encounters focused on socialisation. In these occasions, colleagues get to 

casually share social references and show each other that they care for each other and for 

the team. In doing so they consolidate their mutual commitment to common goals and 

incidentally track progress. 

“I have always working that way. And it's always been mandatory for us to see 
people…go visiting the studio’s…probably every eight week…If we go beyond the 
eight week communication is starting to mutter up. (...) And the show runners that 
were working with, are awesome…and they are super respectful…but every time 
someone from Disney or Lucasfilm steps into the room…even the hardcore show 
runners might forget who they're being paid by…and they will, you know…be tempted 
to move and please whatever is being said by some Disney executive…so we just 
need to be keeping everyone's mind…this is what we agreed to…And it has worked 
beautifully…So it's really about the trust…the relationship builder…and then making 
sure that no one is forgetting that we just agreed, two weeks ago, that these were the 
conditions. And it's good to be in the room…Because sometimes people do 
forget…” (#P10) 

Managing relational conflict 

Half of our interviews suggest that virtuality poses requirements on the virtual leadership 

in terms of managing interactions where emotions are involved. Especially space and 

temporal dispersion make it more difficult for people’s intended expressions and feelings 

to come across to the receiver. No matter whether positive or negative, when done over 

the digital media, personal feedback can be misunderstood or go unnoticed. Virtual team 

members are expected to be aware of this and adopt strategies to overcome this difficulty, 

like establishing for personal feedback to occur face-to-face only.

“Personal feedback; I tried to establish when we begun that we should do review 
 about our performances, like, what was good and what was bad. But for those kind of 
things is better to meet in person. Because we are all based in Barcelona we can easily 
do this so we can just gather up and just be like…because it is more intimate and you 
have more expressions like...and it feels, let me buy a beer before I tell you you suck at 
this shit. So you can ease your way and it becomes more personal.” (#P06)

Remote workers know that since it is more difficult to express ourselves using the digital 

media, remote interaction needs to follow specific rules. Virtual leaders establish and 

enforce special rules of interaction to manage emotionally loaded communication between 
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member of the team, like interrupting a chat-based conversation and moving it to face-to-

face, Skype or telephone, or establishing rules on how to write emails. Since it is easier to 

forget about people when these are out of sight and even more when members are on 

different time zones, virtual team leaders are expected to make sure that everyone is 

included in the conversation. 

“It is a world that somehow becomes also similar to (online) community management. 
You will find a lot of overlapping of what is being a good community manager and 
being a good project leader in a team that works a lot with chats and email because so 
many times I had to interfere in a conversation for putting, like… boundaries, which is 
typical of a community manager in terms of conflict management for example.” (#P08)

Virtual leaders should be aware that due to virtuality, team members become less aware of 

their contextual differences and tend to make personal rather than situational attributions 

in case of conflict, as pointed out by Cramton (2001). Thus, the importance of the benefit of 

the doubt when working dispersedly.  

“We don't know what he or she just went through above crazy stuff on her or his every 
day work…we can not communicate like that…and people at my end had no 
experience with thinking what is it like to be sitting in God dam China, with the 
monsoon raining, and with not being able to make it back at night...to your family 
because the streets were flooded…and you had to spend the night in the studio…and 
your kid had diarrhoea and was in hospital…and you were not able to…and stuff like 
that…taking the bus from Nørrebro to Valby…it's just not like that in Asia…” (#P10)

Clarity of communication  

Half of our interviews establish a connection between virtuality and the expectation for 

communication to very clear, which is a behaviour traditionally associated with effective 

leadership. Virtual workers are aware that it is more difficult to make a message come 

across clearly when people are physically distant from each other. They consciously make 

an extra effort to make sure that the message is clear and received at the other end.

“So I just had to say, “do you understand what I'm saying? or how do you interpret 
this? or how are you gonna approach this job?” (#P05) 
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Technology itself sets new expectations in term of communication, especially for leaders. 

Since using the digital media forces people to write down what they have in their mind, the 

digital media leads the sender to reflect more on the message as compared to face-to-face 

interaction. 

“The information got a lot better since the feedback that I got was really thought 
through, rather than something you could just hear out of himself at a moment's 
notice. So I think it was really good as an increase, like, the quality of the 
feedback.” (#P01) 

“Because usually as a leader you can hide behind the low skill, by simply delegating…
Just giveaway things to other people… right..? But when you are the one that needs to 
do the communication and everybody is one-to-one dependent on this…that's when 
you first notice all your flaws.” (#P03)

Delegation and monitoring

We found evidence of an expectation for virtual team members and leaders specifically of 

finding ways to delegate and monitor that overcome the challenges posed by virtuality. In 

remote work, leaders must trust and delegate since the very nature of being distant makes 

it very difficult to closely monitor without risking to demotivate the team. On the other 

hand, compared to traditional office environments, in remote work it might be more 

difficult for employees to cheat or free-ride on the rest of the team’s contribution since 

space distance shifts focus on actual work done.  

“In the office you are already there, which is half of the work done. So because you are 
there, it feels like even if you don’t do anything they cannot really shout at you because 
you are there. If you are working remote you have to show stuff.” (#P07) 

Technology supports virtual teams in terms of delegation and monitoring. Project 

management platforms for remote work like Asana and Trello provide team leaders with 

tools for tracking performance and productivity. Technology contributes to increasing 

leaders’ ability to delegate and monitor by making makes documentation and transparency 

important elements of the remote working culture, as discussed above. 



Giorgio Marinelli & Troels Hoe Virtual Team culture - a framework

�55

“Most people will be able to see what i'm doing and much more clearly than otherwise 
like everyday we are supposed to upload so that everyone can look at what we are 
doing. There's more track on what time has put on everything and there's no task that 
sort of goes, like, undocumented.” (#P02) 

Supervision

We found some evidence that virtuality shapes expectations about supervision. Since 

supervision and tutoring cannot be as close as in a traditional office environment, space 

distance creates an expectation for team members to be autonomous in the execution of 

their work. For leaders to facilitate team members’ autonomy of work possibly over 

extended periods of time, feedback must be of higher quality compared to a situation 

where interaction is frequent thanks to physical proximity. This dynamic poses higher 

expectations both on team leaders and members. 

“Okay, I'm the leader for this project now, and I’m going to do this now…I noticed that 
I was failing people, by not being clear enough…I noticed they would not perform as 
well as they should here…and ultimately that will reflect on me. Because I'm 
responsible…right? So then I had to actually improve…I had to get better at making 
videos…I had to drop any fear I had of making mistakes or whatever…you know…
That's the investment that I mean…as the training of yourself…right? To become…just 
be better.” (#P03) 

Remote work is not considered to be suited to junior employees since, in order to grow, 

they are believed to be better off being immersed in the professional environment.

“There is a bit some problem with the inability to just go around and ask someone for 
help. (...) I think if I'm working with web development it might be nicer to be on site, so 
I can turnaround, because I am junior, and ask someone more advanced, like “hey, 
why is it not working?” and it takes them two seconds to fix whatever was taking my 
whole day.”  (#P07) 

Virtuality increases the expected quality of supervision because technology forces people 

to write down more compared to traditional office environments. For team members, this 

might result in an improvement of the quality of the supervision.  

“I was working on a specific production design and it went through several iterations, 
like,  we were trying one take on it and it didn't work so i had to work with another 
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angle on it and i would receive videos explaining how to do it and with others videos i 
think it would have been a worse result because if I had just been told what to do it 
would have been lost in translation. So it was kind of like the balance of the picture like 
the darks and the light parts and showing me instead of explaining it in many ways. 
And I thought that was really neat and nice to work that way.” (#P02) 

MILLENNIALS VS. PRE-MILLENNIALS 
Although the Millennials we interviewed shared just as many, if not even more perspectives 

on values and expected behaviours compare to pre-Millennials, the former appeared 

mostly unaware, uninterested or uncomfortable with the concept of company culture. We 

found that there is a tendency to feel held back by corporate initiatives aimed at building 

comradeship. Most of the Millennials that we have interviewed regard socialisation and 

team building activities as a very annoying activity, which they perceive as an imposition 

and a distraction from work. For these team members, part of the value of working 

remotely lies in not having to waste time socialising.  

“I am a workaholic person, so i really like what I do. And for me like, yes let’s do 
something, let’s brainstorm and let’s analyse something. This is fun for me! But instead 
of playing game here with you and wasting my two hours of “what to eat for lunch”, I 
would rather just go home and play a real video game, like World of Warcraft or 
something. Why am I just playing this thing here? Let’s just do flexible time. Instead of 
playing your games, I just get my shit done…and because of my approach remote 
working just fits me perfectly, ‘cos there is less hassle about this building of team 
culture and stuff. It is more about building a business culture than a team culture when 
you are doing it remotely.” (#P06) 

Contrary to what we expected based on the literature on Millennials’ preferences at work, 

we found evidence of an interrelation between virtuality and personal disconnection as a 

value among the majority of the millennials we interviewed (both male and females and 

both team leaders and members). Many consider virtual work a perfect solution because it 

spares people the hassle of having to deal with colleagues on a daily basis. This does not 

prevent them from seeing themselves as collaborative team players and generous co-

workers. Remote work allows them to focus on work, get their job done and get some 

spare time to live their lives. Compared to pre-Millennials, for these people, there is a clear 
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trade off between time spent on socialisation and convenience. We did not find any trace 

of this tendency among the pre-millennials we interviewed. For an overview of factors in 

virtual team culture, see figure 7 and Appendix  E.

“And social interaction… aha… I'm not quite social guy, so I prefer not too much 
interaction so that is the best solution for me actually.” (#P04) 

“So, but that's why I have a bit of a trouble fitting at work, I guess. That’s why remote 
work is perfect for me! Cos I am really struggling with seeing these people everyday. 
it's sometimes you meet awesome people and it is very common to make friends, to 
find love at work, but that's not a guarantee. to have someone that you will want to kill 
in the office, that is a guarantee almost, you know?” (#P07) 

Figure 7: Factors in virtual team culture
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DISCUSSION
In this study, we describe virtual team culture from a user perspective. We notice that 

virtuality stresses the perceived importance of certain values, such as social identity, 

efficiency, trust, transparency and autonomy. The relevance of social identity as a socially 

constructed element is in line with the literature on team performance, which links the use 

of computer-mediated communication with challenges in socialisation, mutual 

understanding and commitment to shared objectives. Although the literature is not clear 

on the efficiency of virtual team performance, we find evidence of a shared belief among 

virtual workers that virtual work not only works, but it possibly does even better than 

traditional office environment. Based on our investigation, virtual team members perceive 

a link between the mechanics of virtuality and autonomy. Although not very present in the 

literature, we find this value to be very relevant from a cultural point of view for team 

members consider it a precondition for teams to function dispersedly. In close relation with 

autonomy, we  uncover the presence of flexibility as a strong cultural element. We also 

notice a perceived correlation between virtuality and trust and transparency. We found 

trust to relate to some degree to both autonomy and transparency, which confirms the 

centrality of this factor for virtual teams.  

We found that users’ experience of virtuality shapes their expectations regarding structures 

and leadership. The expectations we uncovered regarding structures are in line with our 

findings on the perceived importance of autonomy and efficiency and they contribute to 

the literature by elaborating on this element. Structures are expected to unbundle 

workflows and distribute interdependent pieces of them to team members working 

autonomously from each other during most of the time. In line with the literature, we 

noticed an increase in expectations for virtual leadership, notably in terms of strategies to 

provide the team with a social identity, management of relational conflict, clarity of 

communication, supervision, delegation and monitoring. In this regard, future research 

should investigate best practices for improving supervision and competence development 

in virtual teams and especially of more junior employees. Our study confirms that the 

challenge posed by virtuality in terms of building relationships and commitment is well 

perceived by team members. We believe further research should investigate the potential 
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of virtual games in creating social structures; what learning can be extrapolated and 

applied to virtual workplaces, including in relation of social identity, relationship building 

and complex problem solving? Additionally, is there a difference in perceptions of virtuality 

on the basis of personality? For example between introverts and extroverts? 

Apart from an increased sensibility for cross-organisational aspects, we do not notice any 

significant difference between leaders and employees. We believe that the homogeneity of 

results between leaders and employees tend to support Bell and Kozlowski’s (2002) notion 

of shared leadership. In virtual teams, team members increasingly take over the leadership 

role because it is more effective and to compensate for the challenges posed by virtuality. 

Virtual teams have more dynamic structure compared to traditional teams and can span 

across departments within an organisation, between organisations or be composed of free 

agents. We hypothesise that this dynamic structure (Gibson and Gibbs, 2006) might be 

linked to a culture shift comparing to the way teams were intended in the past, whereby 

everybody was either a team leader or a subordinate. Future research should investigate 

this aspect. For instance, how do virtual managers and employees feel about increased 

expectations regarding leadership? What makes virtual managers and employees feel 

afraid and vulnerable? For instance, what are the perceived constraints posed by virtuality 

to career development? For companies keen on embracing remote work, answering these 

questions would contribute to removing these constraints and facilitate the cultural shift.

Compared to pre-millennials, we found that for Millennials value both of social identity and 

freedom to disconnect from corporate initiatives aimed at socialisation, team building and 

creation of a company culture. This is in contradiction with the literature on this subject 

which, compared to previous generations, sees Millennials as more interested in the social 

aspect of work (Lyons 2003) and see corporate value as important in determining their job 

choice decisions (Ng, Schweitzer and Lyons, 2010). We found some Millennials to be either 

unaware, uninterested or uncomfortable with the notion of company culture, despite 

having clear opinions and preferences towards the virtual workplace. Some of them 

showed a “no-bulshit” approach to corporate culture. They seemed to care about missions 

and values only if they are genuine. Otherwise they consider those a waste of time and 

energy, which they would rather invest in their private lives. Compared to pre-millennials 
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they perceive a trade-off between imposed socialisation with colleagues and their ability to 

focus on work and have a good balance between professional and private life. We noticed 

that Millennials tend to perceive team building activities as an annoyance, especially when 

they are pure socialisation events and not work-related; in that case, they would rather 

have a beer with their friends instead. Since, our findings are partially in contradiction with 

the literature on Millennials’ preferences at work, we suggest further research on this topic, 

especially in relation to their preferences in terms of team building.  

We are aware that the contribution of this study is subject to a number of limitations. First, 

we interviewed participants only through Skype calls, which is less rich than face-to-face 

and thus poses some limitations for interviewers to catch more subtle facial and body 

expressions On the other hand, it is our experience that, for some individuals, being 

interviewed on Skype can represent a quite comfortable and safe setting, which might 

counter the negative effects of virtuality on the quality of the interview. Second, the choice 

of our sampling was partially based on convenience, as we selected participants from our 

network. We sought to moderate this effect by snowballing further selection thus 

extending our reach beyond our personal network of contacts. Third, given the limited 

number of interviews, the results can be used as an inspiration for future development of 

theories but they cannot be generalised. Fourth, due to the qualitative nature of our 

research design, replicability is relatively low. However, since we reached saturation, a 

similar study sampling a similar group of interviewees would probability get to similar 

findings. Finally, because of the narrative interview approach and research design, our 

investigation cannot be considered exhaustive nor comprehensive of all possible factors 

that are relevant or present in virtual team culture. 

Framing the aspects of team culture is particularly relevant in the context of innovation 

because of the strategic importance of the team level when it comes to solving complex 

and difficult tasks. This study has contributed towards the literature on innovation by 

organising a number of concepts relevant to virtual teams’ complex problem solving inside 

an organisational culture framework. Since the literature does not provide much guidance 

on the topic, we establish a framework where we organise well researched culturally-

related concepts. We confirm from a user perspective the relevance of a number of values 
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and expectations about behaviours related concepts present in the literature. We highlight 

the relevance of new concepts and, in so doing, we expand our framework. Having 

provided a framework for analysing virtual team culture, future research should build on 

the existing literature on the relation between organisational culture and innovation to 

assess the potential of virtual team culture in terms of creativity and innovation. Finally, we 

contribute by highlighting some cultural difference between Millennials and pre-

millennials. Future research should more broadly investigate the match between the 

characteristics of virtual work culture and the preferences and competences of Millennials. 

Finally, if organisational culture is no longer the main reference in guiding employees’ 

actions, what else is there to provide a sense of congruence with collective goals in support 

of autonomous decision-making?
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Appendix C 
Interview Guide 
 
 
RESEARCH QUESTION 
 

● How user experience  of virtual workplaces influences  team culture  in creative problem 
solving? 

● Is there a difference in this experience between digital natives and digital immigrants? 
 
INTRODUCTION 
 
Small talks 
 
Explain who we are: 
 

● We are two students from the Copenhagen Business School working on a thesis project on 
the topic of virtual teams and culture .  

 
Explain the interview format: 
 

● We are interviewing you because we are trying to understand how user experience  of virtual 
workplaces influences team culture . 

 
● I am recording this interview. So that I can actually listen to you instead of having to take 

notes.  
 

● We are transcribing these interviews.  
 

● We then go through to identify themes and what can be learn from these interviews.  
 

● We never identify  either the person or the company  who said certain things. I want to assure 
you that your name will never be associated with this research.  

 
● Any data generated in this interview will only be used anonymously  as part of this research 

project, and by no means distributed to third parties or used for any other purpose. 
 

● We take very seriously our responsibility to protect the identity of our interviewees.  
 

● We do this because it is important for people to be honest, otherwise we are not gonna learn 
anything from this.  

 
Explain what a narrative interview is: 



 

 
● This is going to be a narrative interview, which means that I do not have a predefined set of 

questions. And I will let you speak  most of the time.  
 

● We would like to hear about your experience  in the form of episodes  and in you own words . 
 
 
  
PRE-NARRATION STAGE 
 

● In the course of the interview I will often refer to the virtual workplace; by that I mean the 
collaborative working environment that exist when you work remotely.  

 
● Role  (PM/Team leader/employee) 

 
● Can you describe  briefly what your job is about? 

 
● May we know your age ? 

 
● How much of the collaboration with your team happens remotely ? 

 
● What is your experience  with working in virtual workplace ? 

 
 
MAIN NARRATION STAGE 
 
Asking the interviewee to remember and recount particularly meaningful episodes or experiences. 
 

● USER EXPERIENCE: 
● How was the virtual workplace organized in terms of leadership, task clarity, working hours, 

collaboration and  social aspects ? 
 

Communication Documentation Efficiency of work

Feedback Socialization Trust 

 

○ Can you please describe some situation that makes it clear to me? 
 

● TEAM CULTURE: 
● How did the episodes  you described shaped the culture of the virtual teams you worked in? By 

culture I mean values, beliefs, expectations and  practices . 
 

Values Practices Beliefs Expectations 

 

○ Can you make some example so that I understand? 
 



 

 
● This is going to be a narrative interview, which means that I do not have a predefined set of 

questions. And I will let you speak  most of the time.  
 

● We would like to hear about your experience  in the form of episodes  and in you own words . 
 
 
  
PRE-NARRATION STAGE 
 

● In the course of the interview I will often refer to the virtual workplace; by that I mean the 
collaborative working environment that exist when you work remotely.  

 
● Role  (PM/Team leader/employee) 

 
● Can you describe  briefly what your job is about? 

 
● May we know your age ? 

 
● How much of the collaboration with your team happens remotely ? 

 
● What is your experience  with working in virtual workplace ? 

 
 
MAIN NARRATION STAGE 
 
Asking the interviewee to remember and recount particularly meaningful episodes or experiences. 
 

● USER EXPERIENCE: 
● How was the virtual workplace organized in terms of leadership, task clarity, working hours, 

collaboration and  social aspects ? 
 

Communication Documentation Efficiency of work

Feedback Socialization Trust 

 

○ Can you please describe some situation that makes it clear to me? 
 

● TEAM CULTURE: 
● How did the episodes  you described shaped the culture of the virtual teams you worked in? By 

culture I mean values, beliefs, expectations and  practices . 
 

Values Practices Beliefs Expectations 

 

○ Can you make some example so that I understand? 
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