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Sammanfattning 

De senaste årtiondenas tekniska framsteg har lett till ett globaliserat samhälle där företag i allt 

större utsträckning arbetar med utveckling inom geografiskt spridda team. Virtuella team är 

grupper som jobbar mot ett gemensamt mål och som huvudsakligen kommunicerar genom 

elektroniska medel. Trots att mycket arbete bedrivs i denna form spenderas förvånansvärt lite tid 

och resurser på att utveckla och förbättra arbetsmetoderna inom dessa. Mölnlycke Health Care 

som är beställare för examensarbetet har en väldigt global profil med 7200 anställda utspridda 

over 30 länder. De flesta anställda på huvudkontoret i Göteborg arbetar på daglig basis inom 

virtuella och resultatet för dessa har stor inverkan för företaget.  

 

Detta examensarbete är ett initiativ taget för att undersöka hur företaget kan förbättra sitt arbete 

inom virtuella team. Examensarbetet genomfördes med en inledande litteraturstudie följt av 

totalt femton intervjuer. Först inom företaget där åtta intervjuer genomfördes med anställde inom 

tre länder. Alla med olika roller men med stor vana att arbeta inom virtuella team. Efter 

intervjuerna på företaget genomfördes ytterligare sju intervjuer på svenska företag och med 

forskare som en benchmarkingstudie för att se hur de arbetar med samma frågor. 

Intervjupersonerna valdes för att de hade stark koppling till och god kunskap om att jobba i 

virtuella sammanhang och jobbade på företag som ansågs ha bra struktur för detta.  

 

Undersökningarna påvisade vikten av att skapa tillit inom virtuella team och problematiken kring 

att etablera en relation med någon som man inte träffar ansikte mot ansikte. Ofta upplever man 

det som onaturligt att försöka lära känna någon över telefon vilket leder till minskad social 

kommunikation. Detta får långtgående effekter i form av minskad tillit och försämrad prestation 

inom gruppen.  

 

Som ett steg i att utbilda de anställda på företaget togs en broschyr fram som 

undervisningsmaterial. Då virtuella team i realiteten kan skilja sig väldigt mycket åt inleds 

broschyren med en utvärdering för att se vilka faktorer som är relevanta för varje team. 

Broschyren är indelad i fem delar som inom empirin och intervjuerna visat sig vara kritiska för 

virtuella team; skapandet av ett virtuellt team, tillit, kultur, ledarskap och kommunikation. 
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Abstract 

The technical advancements during the last decades have led to a more global presence for most 

companies. This has caused companies to work more and more in geographically dispersed 

teams. Virtual teams are groups that work toward a common goal and which mainly 

communicate with electronic means. Even though these teams exist in most companies, 

relatively little resources and effort is put in to improve their performance. Mölnlycke Health 

Care, the commissioner for this thesis work have 7200 employees spread over 30 countries. Most 

employees at the head quarter in Gothenburg are involved in virtual teams on a daily basis and 

the outcomes from those teams are pivotal for the company. 

 

This thesis is a step to look into how the company can improve their virtual teams. The thesis has 

been performed through an initial literature study followed by a total of fifteen interviews. The 

first eight was done with employees within the company, working with different roles and 

situated in three different countries. The following seven interviews were performed as a 

benchmarking study with researchers and Swedish companies who have worked a lot with 

improving their virtual teams. The respondents were chosen for having large experience and 

knowledge in working with virtual teams. 

 

The studies clearly pointed to the problems in establishing a relationship with someone that you 

never meet face-to-face. It is often considers awkward to try to get to know someone over the 

phone, this often results in fewer attempts to social interaction and less unity as a group. The 

effects of this result in a lower degree of trust and reduced performance of the group. 

 

As a step to educate the employees at MHC a booklet was created. The booklet starts with an 

initial assessment that helps the reader pinpoint which factors are important for his or her team. 

The booklet is divided into five chapters after the factors that have been proven important from 

the interviews and literature; creating a virtual team, trust, culture, leadership and 

communication     
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1. INTRODUCTION 

This chapter gives a brief introduction to the subject and the project. It covers the purpose for 

the project, the company involved and how the project was undertaken. 

 

 

1.1. Background 

An increase in collaboration and communicating on a multinational level in most companies set 

new demands on the companies and their employees’ ability to communicate and work together 

across nation borders and cultures. Groups working in globally dispersed teams with little or no 

face-to-face contact are referred to as virtual teams (VT). The lack of possibility for the team to 

meet face-to-face causes great challenges in their communicating. These virtual teams often have 

a harder time to create team spirit and more often than other misses their deadlines. The negative 

aspects are something that is often highlighted in literature. On the other hand, being able to 

access a broader knowledgebase and working in heterogenic teams is something described as 

positive for innovativeness, multicultural groups tend to be either very effective or very 

ineffective (Hambrick, et al., 1998). A study by Lurey and Raisinghani (2001) shows that team 

members’ relations are one of the decisive factors for success of virtual teams. Lee-Kelley and 

Sankey (2008) concludes that virtual teams are important for projects requiring cross-functional 

or cross-boundary work and the key to their success is to have a clear strategy to overcome 

problems associated with at-distance cooperation. 

 

Mölnlycke Health Care (MHC) is world leading in development and manufacturing of 

disposable products for operation and wound treatment. The company started as Mölnlycke 

Väfveri AB and now employs over 6700 persons in 23 countries in Europe, the Middle East, 

Africa, North America, Asia and the pacific. Working within virtual teams is an everyday chore 

for most employees at the company’s head quarters in Gothenburg, however not much effort 

have been put in to improve or align the work in virtual team until this point.  

 

The main focus of this study will be in how to improve trust within virtual teams. Trust, knowing 

that your partner will do what you have agreed on, has been pin-pointed as one of the most 

important factors for team performance. Trust consists of three components – Integrity, ability, 

and benevolence (Greenberg et al., 2007). Covey (2006) shows that virtual teams that have a 

high level of trust are 286% more effective than others and research has shown trust have a huge 

effect on team member satisfaction and that groups will not be effective in constellation where 

they are not satisfied (Lurey and Raisinghani, 2001). It is therefore clear that improving trust 

within the virtual teams at Mölnlycke can have great positive effect on the company.  

1.2. Purpose  

The increase of work in virtual team and the highlighted difficulties that exists in these teams 

displays a great possibility for improvement and these improvement can have impact on the end 

result for the team. 

 

This project set out to improve the way Mölnlycke Health Care work in virtual teams and to 

create guidelines and recommendations to increase trust in these teams. Increasing trust in teams 

will to contribute to more effective work methods in globally dispersed teams. During the project 
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a benchmark study investigated how Swedish companies work with this type of teams. The 

existing knowledge about virtual teams comes mainly from practitioner’s articles and books; as 

well as strictly theoretical research. The amount of applied research is very limited. This has led 

to virtual teams being created and utilized without the guidance of research (Timmerman and 

Scott, 2006).  The project aims to create guidelines for working in this kind of teams at 

Mölnlycke Health Care. This kind of guidelines and suggestions for interventions can greatly 

increase the performance of a virtual team (Mitchell, 2011). 

1.3. Delimitations 

Virtual teams can exist in a lot of different forms and with a number of tasks. Rather than 

focusing on a specific type this work focus on general guidelines in combination with 

recommendation for how to implement them for certain situations. However to target the teams 

that faces the most challenges the work effort will primarily be aimed toward teams in early 

phases that consist of members which are geographically dispersed and culturally diverse. The 

project will set out to try to improve the work methods of existing teams rather than investigating 

how to best put together new teams. The guidelines will target all members of the group not only 

the group leader. Also the teams shall be temporary constellations that work cross-functional and 

performing a project or a process of change. The work focuses on improving groups within the 

company. Therefore aspects such as difference in organisational culture, although possible 

within a large multinational company, have been disregarded. 

1.4. Method 

To get a broad view of the subject three different investigative methods was used; a literature 

study to examine the existing research, a pilot study at MHC to examine the company’s current 

work procedures and a benchmarking study to see how other companies work with this subject, 

seen in Figure 1. The findings from these three components were used to create 

recommendations for employees working in a virtual setting at Mölnlycke Health Care. These 

recommendations were then presented to key stakeholders within the company that are identified 

in a stakeholder analysis.  

 

 

Figure 1, work structure for the thesis project  
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2. FRAME OF REFERENCE & KEY DEFINITIONS 

In this chapter you will find the existing research on the topic as well as definitions needed for 

the project. The frame of reference covers the meaning and importance of virtual teams as well 

as a number of aspects related to the topic. 

2.1. What is a virtual team 

There are no commonly used and generally accepted definitions of virtual teams (Curseu et al. 

2008). In fact there are a vast number of definitions, let us start with looking at the word team. 

For this work we use the explanation; a team is a group of people who works toward a common 

goal or share a common purpose (Lurey & Raisinghani 2001). A virtual team is a team who 

communicate primarily through technology mediated means. In most cases this is a consequence 

of being geographically dispersed but there can be other decisive boundaries such as time and 

organizational (Martins, Gilson and Maynard, 2004). Griffin, Neal and Neal (2000) place all 

teams on a continuum between purely face-to-face and purely virtual without a clear boundary. 

Gassman and von Zedtwitz (2003) categorize the virtual teams in four groups depending on how 

centralized the control is, the four groups are;  

 

1. Decentralized self-coordination 

2. System integration coordinator 

3. Core team as system architect 

4. Centralized venture team 

(Gassman and von Zedtwitz, 2003) 

    

The amount of virtual communication in a team is interplay between the capabilities and 

structures among the members of the team and the technology available. Virtual teams can exist 

in many different forms due to differing objectives, membership preferences, organizational 

affiliations, and the nature of the task (Zigurs, 2003). Lipnack and Stamps (1997) defines a 

virtual team as "a group of people who work independently with shared purpose across space, 

time, and organizational boundaries using technology". Virtual teams can be used on a global 

scale to work independently on a task 24 hours-a-day 7 days-a-week and is often used to 

decrease travel expenses and other costs, allowing key persons across the globe to interact 

without need for travels (Brahm and Kunze, 2012).   

 

Lee-Kelley and Sankey (2008) suggest that individuals used to working in global virtual teams 

are not overly concerned about working together virtually; this is often a result of not 

contemplating the unique settings and difficulties. Few have a clear view of the implications 

involved and most fail to recognize that there actually is need for a different approach. However 

working in a virtual team is not like working in a face-to- face team. People who lead and work 

in virtual teams need to have a good understanding of human dynamics and performance without 

normal social cues, as well as knowledge of how to work cross multiple national cultures and 

functional areas and a skill in managing without face-to-face interaction. They will also have to 

be able to use electronic communication as the main means of collaboration (Duarte and Snyder, 

2006)   

 

Using modern technology virtual teams can be used to facilitate transnational innovation 

(Gassman and von Zedtwitz, 2003). Virtual teams are useful for project using cross-functional 

and cross boundary teams (Lee-Kelley and Sankey, 2008). Many companies have trouble 

implementing virtual teams and most companies new to global development teams are 

unsatisfied while those with longer experience are satisfied, it seems to be a case of “worse 
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before better” (Eppinger and Chitkara, 2006). The learning curve seems to require at least a year 

of work with virtual teams before it runs smoothly (ibid.). Gassman and von Zedtwitz (2003) 

states that relative costs of running virtual teams will decrease due to the learning curve effect.  

 

Groups are generally considered to go through a number of different stages in their development. 

Tuckman (1965) presented a model consisting of five stages; forming, storming, norming, 

performing and adjourning, seen in Figure 2. All groups start in the forming phase, trying to 

figure out everyone’s role in the team and getting to know each other. After a while the group 

moves in to the storming phase where members start questioning the hierarchy.  This stage 

usually leads to a dip in productivity before the groups starts forming norms on how to act and 

starts working productively. There have been no signals showing that Virtual teams evolve 

differently.  

 

 

Figure 2, Tuckmans five stages of group development 

2.2. What is trust? 

 

“Understanding the components of trust needed at each stage can help managers 

and team leaders to take actions that encourage team members to develop trust” 

-Greenberg et al, 2007 
 

Cummings and Bromiley (1996) defined collective trust as: A common belief among a group of 

individuals that another individual or group, makes good-faith efforts to behave in accordance 

with any commitments, is honest in whatever negotiations proceeded such commitments and 

does not take excessive advantage of another even when the opportunity is available.  

 

Trust is often considered to consist of three components – Integrity, ability, and benevolence 

(Greenberg et al., 2007) Trust is about knowing that your partner will do what you agreed on. 

Being able to rely on the fact that s/he will deliver as can be expected (Caulat, 2006).  

 

Covey (2006) Describes it well when he says that trust is hard to describe and yet you know 

exactly when you feel it.  

Forming  

Storming 

Norming Performing 

Adjourning 
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2.3. Importance of trust in virtual teams 

Olson and Olson (2012) identifies trust building as a central process for virtual teams to be 

effective and Lurey and Raisinghani (2001) proved a high correlation between team performance 

and team member relations within virtual teams. The same research showed high positive 

correlation between team members’ relationship and satisfaction. To cooperate well people don’t 

have to be best friends but they have to trust, respect and be confident in each other’s 

competence (Chang, Chuang and Chao, 2011). The reliance of electronic communication and 

lack of face-to-face often promotes the risk of free-riding by members, not having to face the 

other members’ makes it easier for members to justify not contributing (Greenberg et al, 2007). 

A free-riding behavior is likely to decrease the positive link between establishing common goals 

and team cohesion (Brahm and Kunze, 2012). Trust among team members leads to cohesion 

within the group something that might make team members willing to attend meetings outside of 

their office time, helping overcome the difficulties with working in different time zone (Project 

management institute, 2011). Team members feeling trust will also feel more comfortable to 

open up for discussion when things go wrong (Project management institute, 2011) 

 

Lurey and Raisinghani (2001) found team members relations to have huge importance for the 

performance of the team and the team members’ satisfaction; this can be seen in Pearsons table 

in Figure 3.  
Table 3. Pearson correlations between predictor variables and performance and satisfaction measures of effectivenessa 

Predictor variables Performance Satisfaction 

Team performance – 0.73 

Team member satisfaction 0.73 – 

Team process 0.68 0.64 

Team member relations 0.62 0.73 

Selection procedures 0.58 0.53 

Executive leadership style 0.53 0.46 

Internal team leadership 0.51 0.45 

Reward system 0.46 0.51 

Communication patterns 0.48 0.37 

Education system 0.46 0.41 

Job characteristics 0.43 0.32 

Design process 0.32 0.36 

Tools and technologies 0.26 0.42 

Figure 3, Predictor variables regarding VT performance and team member satisfaction (Lurey & Raisinghani, 2001) 

Brahm and Kunze (2012) recommend that managers in virtual teams shall point out the 

importance of team trust in early phases of collaboration in order to become high performing. 

This is a factor that otherwise often gets forgotten or down prioritized in virtual teams. It is 

therefore important that managers sets an example and emphasize the need for trying to build 

trust.  

 

Covey (2006) points to the economical benefits of having high trust in virtual teams and 

illustrates it in what he refers to as the economics of trust. Trust affects two outcomes; speed and 

cost. When trust is high people can work effectively, speed is high and cost is low. 

 

Figure 4 Effect of high trust 

When the trust is low everything takes longer and cost increases. This can be illustrated by 

looking at the security changes made when flying after the terrorist attack 9/11, the new more 

robust security procedures makes the check-in longer and the cost have gone up (ibid). 

http://www.sciencedirect.com.focus.lib.kth.se/science/article/pii/S037872060100074X#TBLFN4
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Figure 5 Effect of low trust 

Virtual teams do reduce the total cost but often there is a up-front, long term investment to make 

it effective. The more teams work together the more quickly these business practices will 

translate into savings (Duarte and Snyder, 2006) 

2.4. Developing trust 

There are a number of factors that plays a role in creating trust. Many people often doubt the 

possibility for trust to exist in purely virtual settings. One of the main reasons that people doubt 

that it is possible to create trust without face-to-face contact is the need for repeated interactions 

and shared experiences, something that is often facilitated face-to-face (Järvenpää and Leidner, 

1999).Greenberg et al (2007) states that there are two ways that trust normally arises, the first is 

cognitive trust which is based on rational and calculative feelings accumulated from earlier 

experiences with someone. The other kind is affective trust; this is due to emotional ties, strength 

in a relationship and feelings of security. Despite of this surprisingly high levels of trust have 

been found in early stages of temporary teams (Greenberg et al., 2007), this phenomena is called 

swift trust; a member believes in the other until given a reason to believe the opposite.  

 

The general level of trust is considerably lower now than it was a generation ago, a Harris poll 

2005 show that only 22% of the population have trust in the media, 8% have trust in political 

parties and 27% in the government and 22% have trust in large companies. But also trust 

between people are lowering, 34% of Americans feels that other people can be trusted, that 

number is 29% in the Great Britain and 23% in south America and in Africa the figure is down 

to 18%. Scandinavia differs a lot from these regions; here 67% have trust in other people. The 

large discrepancy itself can lead to problem collaborating when one side trust the other to do 

something but this trust is not reciprocated. (Covey, 2006)    

 

Social skills and soft values are extra important among team member in virtual team, Duarte and 

Snyder (2006) lists ability to network across functional, hierarchal and organisational boundaries 

and a high level of personal awareness as the main competencies for members in virtual teams. 

Another decisive factor for trust is shared social norms within the group; this is however 

something that seldom exists early on in virtual teams. These teams often consist of different 

cultures and nationalities which decrease the likelihood of shared social norms. Members with 

much experience of different cultures is often more keen on engaging in social-cultural talk, 

something that helps bridging the differences and in term builds trust (Järvenpää and Leidner, 

1999).  Wilson (2006 cited in Greenberg et al 2007) identified five different stages for virtual 

teams; (1) establishing the team, (2) inception, (3) organizing, (4) transition, and (5) 

accomplishing the task. Greenberg et al (2007) established a number of action steps for these 

stages, seen in Figure 4, for creating and sustaining trust throughout these five different stages.  
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Stage Trust Manager's actions Team leader's actions 

1. Establishing 

the team 

Dispositional 

trust 

Choosing members  

Foundation for 

the development 

of trust 

 • Technical/functional 

skills 

 

  • Predisposition to trust  

 Training  

  • Communication and 

decision support software 

 

  • Being virtual  

 Reward structure  

  • Cooperative not 

competitive 

 

2. Inception Swift trust Introductions Team-building exercise 

Build bonds of 

cohesion for the 

development of 

trust 

 • 3rd party testimonials 

concerning past 

accomplishments of team 

members 

 • Abilities 

  • Validate 

technical/functional role in 

team 

 • Contribution to team 

  • Establish ‘rules of 

engagement’ for 

communication and 

interaction 

 • Personal/social 

component 

   • Begin to establish 

bonds 

3. Organizing Trust in 

teammates' 

Evaluate participation in 

organizing activities 

Encourage participation 

in organizing activities 

—Ability  • Include contribution to 

organizing activities in 

evaluation criteria 

 • Encourage participation 

from all members 

—Integrity  • Recognize and encourage 

leadership while 

discouraging domination 

and cliques 

 • Acknowledge and 

commend suggestions of 

individual members to the 

whole team 

 Evaluate communication 

patterns 

 • Do not exclude non-

contributing members 

  • Include communication 

patterns in evaluation 

criteria 

Monitor communication 

patterns 

   • Require timely and 

substantive responses 

   • Prohibit unsanctioned 

subgroups from 

communicating without 

including entire 

appropriate group 

   • Encourage social 

aspects of communication 

4. Transition Trust transition Be available Move focus from 
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Stage Trust Manager's actions Team leader's actions 

procedures to 

accomplishing task 

—From ability 

and integrity 

 • Support  • Punctuate the end of the 

organizing stage and the 

beginning of the task with 

an ‘event’ 

—To benevolence 

and integrity 

 • Guidance  • Change focus from 

individual to group 

5. 

Accomplishing 

the task 

Trust in 

teammates' 

Support members Encourage supportive 

communication in 

accomplishing the task 

—Benevolence  • Release members from 

local activities 

 • Establish interim 

deadlines and celebrate 

when met 

—Integrity  • Emphasize that team 

activities have priority 

 • Encourage members to 

express their appreciation 

of each other's 

contributions 

 Evaluate participation in 

accomplishing the task 

 • Continue to encourage 

social aspects of 

communication 

  • Reward achievement of 

interim deadlines 

 • Continue to require 

timely and substantive 

responses 

  • Continue to include 

communication patterns in 

evaluation criteria 

 

 
Figure 6, Establishing and maintaining trust (Greenberg et al 2007) 

2.5. Maintaining trust 

Once established, trust within a team is maintained through a highly active, proactive and 

enthusiastic communication (Kelley-Lee and Sankey, 2008). The start of a virtual team is crucial 

since Järvenpää and Leidner (1998) pointed out that virtual teams seems to have a harder time in 

changing communication behaviour patterns, something that might imply that they have a harder 

time in evaluating and improving their work methods. Repeatedly postponing tasks for virtual 

teams as well as delays in responses and missed deadlines can be devastating for trust as this 

sends a signal of low priority of the teams task (Greenberg et al., 2007)  

 

2.6. Factors affecting trust 

When trying to increase or create trust within a group or team there is a number of factors to take 

into consideration. Järvenpää and Leidner (1999) claim that “effective groups are engaged 

simultaneously and continuously in three functions:  

 

1. Production (problem solving and task performance)  

2. Member support (member inclusion, participation, loyalty, commitment)  

3. Group well-being (interaction, member roles, power, politics).”  
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For most virtual teams the first point, production, is regarded as obvious while the other two are 

disregarded and considered less important and not work related. Both member support and group 

well-being can be considered to be facilitated by the introduction of increased trust.  

  

Three of the most significant elements for developing trust will be treated more in depth in this 

report; communication, leadership and culture. 

2.6.1. Communication 

There are few relationships proven that links communication-structure and output for virtual 

teams (Timmerman and Scott, 2006). However Lu et al. (2006 cited in Chang 2011) indicates 

that teams performed better when members had established norms for how to communicate and 

use technology. Establishing protocols for how to communicate within the team can prove useful 

(Järvenpää and Leidner, 1999) and (Greenberg et al. 2007). It is hard to give exact 

recommendation for how to communicate within a group. This is mainly depending on the fact 

that communication is mostly a function of the context, setting, and timing (Järvenpää and 

Leidner 1999). Communication is highly depending on personal preferences and situations. 

Communication richness of a media is depending on knowing the other person (Zigurs, 2003); 

you can read a lot more context into an email from your friend. Lurey and Raisinghani (2001) 

experienced that team members found it troublesome to determine which tools were the most 

appropriate to use for different situational factors such as content of message and intended 

audience. Luthans (2013) mentions the importance to choose the appropriate media for the task 

and message. For complex issues such as deciding strategies synchronous technology should be 

used. This allows all parts to interact in real time, for example audio and video conference. 

Asynchronous technologies such as email, chat and blogs are good when delayed interaction is 

acceptable, for low complexity issues (ibid).   

 

Compared to co-located, virtual teams often have a harder time communicating in informal 

matters (Cummings, 2001). Caulat (2006) suggest that every team should develop their own 

unique protocol for working, both on day-to-day work and in meetings. Creating a code of 

conduct will introduce a constructed way for informal communication within meetings which 

will get the members more relaxed and open to connect (ibid); there is a need to introduce 

“coffee machine talk” into virtual teams.  

 

Members with different background seem to have a harder time discussing their functional areas 

(Cummings, 2001). Good communication is necessary for keeping all members of the team 

feeling involved in the work. Often group members fail to create cohesion when working in a 

group of people that they have never met. High quality documentation and shared progression 

updates leads to transparency which is a good way of reducing the feeling of dissemination. 

Open display of progress and current work will reduce conflict and increase the team’s 

performance (Lee-Kelley and Sankey 2008). However weekly request for status updates from the 

project leader are sometimes seen as bothering for the team members, stealing time away from 

working on the project (Mitchell, 2012).  

 

Mitchell (2012) suggest that leaders in virtual teams often use cue time as an indicator of 

whether a member is making progress on a task, a delayed reply can be interpreted as the 

member is not working on the project, it is therefore important with a protocol for 

communicating. 

   

Interdependent virtual work often leads to positive social interactions (Olson and Olson, 2012).  

An increased flow of social interactions can raise trust (Olson and Olson, 2012). Social 
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conversation leads to shared experience which in term leads to affective trust (Greenberg et al., 

2007). This will give a continuing effect since members in high trust team feels more secure to 

engage in social interactions (Brahm and Kunze, 2012). Therefore team leaders and managers 

shall not only accept but encourage and promote social conversation in combination to task 

related (Greenberg et al., 2007).  

 

2.6.2. Leadership 

Many group managers fail to recognize the need for a different leadership style when working in 

virtual teams, applying the same methods that you are used to are not guaranteed to be the best 

way to lead a virtual team. The leadership style in virtual teams is closely connected to the 

group’s effectiveness (Lurey & Raisinghani, 2001). There are a number of ways that leading 

geographically dispersed team differs from leading a co-located.  

 

For example, in a virtual environment it is often hard to establish a position as leader. Oertig and 

Buergi (2006) write that in order to influence people in virtual teams, over which they have no 

real authority, a leader has to develop trust and respect from the team. If a group of people meet 

face-to-face it is normally pretty easy to spot the person who has the highest rank. It can be done 

by the clothes they wear or the position they have at the meeting table. In a Virtual meeting a lot 

of these sign get lost. (Zigurs, 2003) 

 

When managing a virtual team it is important to balance the working methods to fit the task. It is 

normally considered a larger need of structure is necessary when working in virtual teams 

(Cummings, 2001). Eppinger and Chitkara (2006) rank a consistent set of processes and 

standards as a key enabler for success in virtual teams. Well developed processes are also a 

determining factor for team member satisfaction (Lurey and Raisinghani, 2001). This should not 

be under estimated since research has shown that groups will not be effective in constellation 

where they are not satisfied (Lurey and Raisinghani, 2001). The improved need for structure 

often comes with a loss of autonomy, the ability to control your own work methods, this is 

something that impacts the motivation and creativity of the members in a negative way. 

Autonomy is ranked as one of three great motivational factors for most personalities (Pink, 

2009).  

 

It is important that the manager or team leader convey why a certain member was chosen for the 

team and their role in the constellation so that everyone is aware of their precise role. Groups 

with members representing different backgrounds have a harder time discussing their functional 

area (Cummings, 2001). Highlighting a member’s expertise in a subject in a positive manner 

contributes to other members making positive assessment of the ability of the persons in the 

group (Greenberg et al., 2007), which will lead to cognitive trust.  

 

For most, team-building is considered elementary in co-located teams but somehow it is often 

disregarded in virtual teams. An exercise where each member interviews a colleague in the start 

up phase helps to introduce everyone in the group as well as helps with expressing expectations 

and establishing social and communication norms (ibid.) this kind of activity will also enhance 

swift trust. Duarte and Snyder (2006) compiled a table of successful behaviour from leadership 

in virtual teams divided in four areas; good communication, establishing expectations, allocating 

resources and modelling behaviour. They mention the importance of pointing out the business 

necessity of the team as well as setting high standard for virtual team performance. If the leader 

doesn’t believe in a good result it is unlikely the team members will either. The full table can be 

seen in Figure 5. 
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Communicating Establishing 

expecations 

Allocating 

resources 

Modeling 

behaviours 

 Communicate the 

business necessity of 

virtual teams 

 

 Communicate that virtual 

teamwork is respected 

 

 

 Discuss the value of 

diversity and of 

leveraging skills 

 

 Communicate the 

benefits and results of 

working virtually 

 Define how virtual 

teams work and set 

clear procedures and 

goals 

 

 Set high standards 

for virtual team 

performance 

 

 Establish 

expectations of 

customers and other 

important 

stakeholders 

 

 Factor in start-up 

costs and times 

 Allocate time and 

money for training 

for virtual team 

leaders and 

members  

 

 Allocate time and 

money for travel for 

team leaders for 

face-to-face 

meetings. 

 

 

 Dedicate resources 

for technology 

 Align cross 

functional and 

regional goals and 

objectives. 

 

 Work together on 

management team 

across geographic 

and cultural 

boundaries 

 

 Solicit input from 

and display trust in 

team members 

 

 Show flexibility 

Figure 7, Leadership behaviors that support virtual team success 

2.6.3. Interventions 

Interventions can be used in the start of a project, before a deliverable or at other pre-specified 

events (ibid). This can be used as a good time to create a mutual view of the expectations and 

work methods of the team. Mitchell (2012) suggests proactive interventions to aid in meetings 

and continuous group work. An intervention is defined as an appropriate active act in a key 

moment (Mitchell, 2012). She compiled a guide of proactive interventions to implement during 

the different group stages in a project, seen in Figure 6. Her study shows that teams who worked 

with proactive interventions performed better than other teams. For the first stage, that she refers 

to as Introduction she recommends a proper introduction of everyone involved followed by a 

summary of the purpose of the project. Working with the objectives for a project Mitchell lists it 

as important to set up goals for the project. Brahm and Kunze (2012) find that setting up goals 

for the team have a positive effect on the team cohesion in virtual teams. In a later stage of the 

project she also recommends an intervention to suggest and demonstrate how to utilize the 

technology at hand to reach the goals. 
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Activity Description 

Introduction • Introduction of presenter, expertise, and role summary 

Team Purpose/ Summary • Summary of team project and status 

Objectives • Overall project goal 

• Specific project goal at this stage 

• Intervention objectives and takeaway 

Instructions/ Procedures • Specific steps to achieve goals in detail and importance of these steps 

• Procedures, materials, and technology capability explanation 

• Suggestions and demonstrations for technology use to achieve goals 

Wrap Up/ Closing • Intervention review 

• Reminder to work hard and have fun 

Figure 8, Structure of proactive interventions (Mitchell, 2012) 

2.6.4. Culture 

Culture can provide us with many answers on why people around the world behave differently 

when facing similar situations. Cultural traits are, unlike personal traits, learned and not 

something you are born with. It is a result of the social imprint rather than genetics (Hofstede, 

Hofstede and Minkov, 2010). Culture is the collective mental programming that separate one 

group of people from another (ibid). How these groups are defined is not always clear, most 

often it is by tribe or nationality but there can also be influence in smaller group such as a circle 

of friends or within a company. Hofstede’s visualization of the relationship between culture, 

personality and human nature can be seen in Figure 7 

 

As a member of a virtual team you often get the opportunity to work together with people from 

other places. In order for the project to be successful it is important that you manage to 

collaborate in a good way with people from other cultures. Duarte and Snyder (2006) lists the 

ability to lead in cross cultural environment as one of the most important factors for leaders in 

virtual teams.  

 

 

Figure 9, Three Levels of Uniqueness in Human Mental Programming 
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Learning to work well with other cultures can be seen as extra important since multicultural 

groups tend to be either very effective or very ineffective (Hambrick, et al., 1998). However 

working with people from different culture is often considered difficult.  

 

A person’s nationality often impacts his or her values, demeanor, language and cognitive schema 

(Hambrick, et al., 1998). Of course culture is not the only thing that defines a human being, these 

factors are further amplified or muted by personal and professional experiences; it is therefore 

risky to “categorize” someone solely based on their nationality (ibid). People tend to be more 

influenced by others whom they perceive to be similar themselves (Byrne, 1971 cited in Chang 

et al 2011).  

 

In 1980 Hofstede presented a four dimensional model of national culture values. The model is 

based on analyzed data from over 100 000 individuals from over 50 countries. Two additional 

aspects have been added after hand. The five aspects considered relevant for this work is listed 

below. These dimensions show significant differences of how populations value different things. 

They also help show how cultural aspects have significant importance of how we handle things. 

The scores are relative and measure the differences between countries, the scale initially ranged 

from 1-100 but after hand countries have come in with scores above 100. (Hofstede, Hofstede 

and Minkov, 2010) 

 

The six Hofstede dimensions are: 

Power distance (PDI) - is a measure of to which extent less powerful members of the 

organizations accept that the power is unequally distributed. PDI is an indicator of the 

relationship between the members of different levels of hierarchy. In general it can be said that 

people in societies with high PDI accept a hierarchical order in which inequalities are common. 

(ibid.) 

 

Individualism versus collectivism (IDV) - individualism index measure how tightly connected 

members of a group are within a society. A high rating, a individual society is noted as self-

centered where everyone looks after themselves and their immediate families while collectivistic 

societies care more about the group and loyalty. A society’s placement in this dimension is 

reflected on whether peoples self image is defined in terms of “I” or “We”. (ibid.) 

 

Masculinity (MAS) - focuses on rewarding classically masculine preferences such as heroism, 

competition, achievement and material reward for success in opposite to focusing on quality of 

life, cooperation and a good balance between work and social life. (ibid.) 

 

Uncertainty Avoidance (UAI) - indicates how much members of a society tolerates uncertainties 

and ambiguity. A country with high UAI tends to rely on laws and regulations to a large extent 

with rigid structures for coping with the future. Losing your face in these cultures is considered 

much worse than in cultures with low UAI. (ibid.) 

 

Long-term versus short-term orientation (LTO) - indicates the society’s perspective of time and 

the ability to overcome obstacles over time. Societies with short term orientation often focus on 

achieving quick results whereas more long term cultures are keener to save and invest. Long 

term cultures also show an ability to adapt traditions to new circumstances while short term has a 

great respect for them. (ibid.) 

 

Indulgence versus restraint (IVR) – this is a measure of how much members of a society allows 

gratifications of enjoying life and having fun, restraining cultures have regulations and social 

norms to suppress this. (ibid.) 
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Another cultural factor was presented by Edward T. Hall in 1979, the high-context and low-

context cultural factor. 

 

High-context versus low-context – in a high-context culture there are many contextual elements 

that helps translate the message, social norms helps to “read between the lines”. Whereas in a 

low-context culture messages are more explicit and clear, this however often requires more 

extensive communication. (Hall, 2000)  

 

Lee-Kelley and Sankey (2008) showed that cultures and time zones are two of the main factors 

affecting communication and relationships within teams. Cultural background is also a 

determining factor of how we interact with IT (Leidner, 2006). Different cultures results in 

different use and in term, different outcomes from IT use (Leidner, 2006). For example, in a high 

context culture where more information is extracted from an email people tend to experience 

more of information overload from emails. Understanding the differences between cultures also 

helps members respect how other act. In Oertig and Buergi’s research (2006) one of the 

interviewees stated that “American and Europeans often use our own norms to try to influence 

the others (in this case Japanese) and we have no idea of how offensive this is too many”. That is 

one example of how not knowing enough about other cultures can get you in trouble.  Groups 

can become much more efficient by being aware of how other people perceive their actions as 

well as be more sensitive to others demeanors (Hambrick, et al., 1998). Newly established 

groups, before developing report and trust, seem to be the most sensitive to drawbacks from 

cultural diversity (Hambrick, et al., 1998).    

2.7. Other aspects linked to performance of VTs 

Virtual teams are often mentioned as a good way to achieve innovations. One of the most 

important factors for global innovation is the ability to tap into the collective knowledge of 

diverse and geographically dispersed teams, most new innovations comes from applying existing 

technology in new ways or for new markets (Santos, Doz and Williamson, 2004). Such an 

innovation is more likely when you can combine the technical knowledge of a technology cluster 

with the market knowledge of a local site (ibid). 

 

In their research about global innovation Santos, Doz and Williamson (2004) lists three factors to 

tap into cross national innovation opportunity. 

 

1. Finding knowledge scattered around the world that could be integrated in your innovation 

work. 

2. Assessing the value-cost ratio including an additional location 

3. Mobilising the knowledge, find cost effective mechanism to move distant knowledge 

 

Often, the hardest part when working with global innovation is making cost versus value based 

estimations. A lack of previous knowledge makes it hard to make a well rounded decision. 

 

Cummings (2001) reveals a high correlation between internal knowledge sharing and the amount 

of internal communication. Encouraging knowledge sharing not only between the members of 

the group but also utilizing the members’ external networks improves the performance of the 

virtual team. This is especially true when working in globally dispersed teams where higher 

correlations have been found (Cummings, 2001). This makes sense; after all being able to tap in 

to a world spanning knowledgebase is one of the main advantages of virtual teams. Gassman and 

von Zedtwitz (2003) believe that the functionality of virtual teams will be further increased by 

advances within communication technology. However the technical advancements have to go 

hand in hand with education and adaptation of new work methods.  
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The initial phase of a project always sets the tone for the entire duration of the project; this is 

extra true in virtual teams. Järvenpää (1998) showed that a lack of optimism in initial phases, 

often leads to substandard performance, where members don’t feel supported and therefore don’t 

get too involved in the project. However an all enthusiastic approach can also cause problem, 

neglecting to take the oncoming problems into consideration. The teams that performed the best 

in Järvenpääs research were the ones that engaged in social interactions which allowed the team 

members to get to know each other. Communicated intensely and showed positivity toward the 

project which got other members equally motivated but also talked about the difficulties ahead. 

(ibid) 
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3. THE PROCESS 

In this chapter the full process of the work is described in chronologic order. All the way from 

planning until printing of the booklet. 

3.1. Planning  

Even before the project was started a preliminary time plan was created. This would help the 

author manage the 20 weeks that was at disposal for this project. The time plan was a rough 

estimate where the project was divided into four phases; prestudy, initiate, realize and close, this 

can be seen in Figure 8. A number of activities to be undertaken were listed for each phase where 

the first, the prestudy was focused at further mapping the plan for the project and getting a better 

insight on the topic.  

 

 

Figure 10 Initial time plan 

Once the project started a more comprehensive schedule was created in the form of a Gantt chart, 

a bar chart that describes the project in a breakdown schedule, Figure 9. The entire Gantt chart 

can be seen in Appendix 1. In this more activities were listed and timed. 
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Figure 11 Work breakdown structure for the project 

 

The project was performed in a stage-gate model where the project is divided in a number of 

stages divided by gates that acts as a review point for the previous section where a go/no go 

decision is made for the next stage (Ullman, 2010).   

3.1.1. Selection of the scope 

In the start of the project the exact scope for the work was not specified. The company worked in 

virtual teams to a large extent and wanted to explore the subject and investigate how they could 

improve their work procedures within the field of virtual teams. Due to the time restraint and in 

order to be able to create a scientific study with the needed depth the focus had to be narrower.  

 

To specify the topic an initial literature review and six shorter interviews was performed. The 

interviews were with members of the reference team and other people within the organisation 

that had extensive experience, both of working in virtual teams and of MHC as a company. The 

interviews helped to illuminate the problems and display the areas for improvements within the 

company. Three weeks into the project was decided to focus on investigating how to increase 

trust within virtual teams. The decision was made in accordance with the reference team. Other 

areas that were in discussion were; communication within virtual teams, leadership for globally 

dispersed teams, and information sharing. The decision to mainly pursue this subject was based 

on the conclusion that improving on this area would lead to the greatest beneficial effects. 

However other areas would not be totally over looked in order for the company to get the most 

out of the project.  

3.2. Reference team 

To help the author along the way and to get a successful implementation of the booklet focus has 

been on listening to the end users. This has been done by utilizing a reference team and 

interviewing employees with vast experience in working virtually. To secure that the outcome of 

the work was a good fit for the company and help push the author in the right direction a 

reference team consisting of five employees at Mölnlycke Health Care was used. The members 

of the reference team represented a number of departments; such as project development, human 

resources, information technology, and corporate communication. When agreeing to be a part of 
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the reference team the members committed to allocating four hours per month to the project. The 

members all had extensive experience of working virtually and globally in different 

constellations. The reference team had bi-weekly meetings to discuss upcoming actions and 

foreseen problems. Further communication was done through weekly emails to inform the 

members of the progress of the project. The reference team was used to identify stakeholders for 

the project and to achieve penetration for the framework by using their network to reach out to 

the appropriate people for the project. For example by finding people to interview and include in 

the hand over. 

3.3. Literature review 

An extensive literature review was performed to gain insight on the subject. The literature study 

was used to help connect later findings in the interviews with scientific theories. For in the 

review a number of books were consulted but the primary source of knowledge was from online 

databases for relevant articles. Mainly the royal institute of technology´s library´s search engine 

at kthb.se, was used to find scientific literature. The most frequently used search word were; 

Virtual team, globally dispersed, trust, communication, culture. An Excel sheet was used to 

summarise the literature findings and keep track of the consulted articles. 

3.4. Interviews 

To examine the current situation at the company a number of semi-structured interviews was 

performed. The interviewees worked at a number of different sites across the world and had 

different tasks within the company, this important in order to hear from people with different 

cultural upbringing and different nationalities. The use of semi-structured interviews was 

selected due to the opportunity to ask relevant follow up questions to properly penetrate the 

subject. Many of the respondents have expertise knowledge in certain parts of the research topic 

such as leadership or information systems and were primarily interviewed on those matters. The 

tasks of the interviewed differed from support centre employees to project leaders; this required 

the interviews to be tailored to each member, to get the most out of each respondent. The 

interviewees worked in Sweden, Belgium and Malaysia. The interviews with the employees 

working in Sweden were performed face-to-face while the other interviews were done over 

phone. The lengths of the interviews were between sixty and ninety minutes. All interviews were 

recorded to help the author. 

3.5. Benchmarks 

In order for Mölnlycke to improve their methods for working in virtual teams they wanted to see 

how other companies in a similar situation worked with the same questions. To do this a 

benchmarking study was performed at seven other Swedish companies in order to see how they 

work and learn from them. Wheelwright and Clark (1992) indicate that benchmark can be 

especially effect full when studying the “best in class”.  Benchmarking is a good way of not only 

showing how it looks at other companies but also broaden the horizon for the own employees by 

changing what they expect and see possible (Wheelwright and Clark, 1992). In short, 

benchmarking shows that there is another way than how it is done today. The interviewed 

companies were selected for being regarded having a good structure, and thought through 

methods on how to work with virtual teams. These companies were found by reading 

newspapers and publications on the subject as well as through recommendation from persons 

with great insight into both Swedish industry and virtual teams, such as researchers and 

management consultants. All the interviews were performed in a semi structured manner 

following the same interview guide as the interviews performed at MHC. The length of the 
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interviews differed between one hour and one and a half hour. All except one interview was 

performed through virtual communication either by phone or video conference.    

3.6. Booklet 

The problems highlighted by the theoretical literature and consolidated by the interviews and the 

best practises found in the benchmark was utilised in the creating of a booklet of tips and 

recommendations for practical implementation. Working in a fast pace company it is often not 

possible to take the time to read through an extensive text. Therefore it was considered important 

to present the findings in a format that was easy to access and use for all employees working 

with virtual teams at MHC. During the interviews one of the main problems that were discussed 

was the time consumption in most companies. Therefore it was considered important to create a 

way to give information to the stakeholders in a way that is easy to utilise and in a compact 

format that is easy to take in. Ideally the material would be personalised so that everyone could 

get recommendation and information that suits her or his individual need. The idea if a booklet 

with an assessment came to mind. 

 

Ideas and aspects to cover in the booklet were recorded continually during the project in order to 

capitalise on a large number of ideas. These ideas have then been discussed and tested by the 

reference team.  

 

In order to create something that can be targeted to a lot of groups an initial screening was 

developed. Five factors crucial for virtual teams were established; starting a team, culture, trust, 

organisation, and leadership. The screening uses 4-5 questions per factor and rates by a Likert 

type scale of level of agreement. This is a five level scale where 1 equals strongly disagree and 5 

is strongly agree. The entire scale, according to Vagias (2006) is; 

 

1- Strongly disagree 

2- Disagree 

3- Neither agree or disagree 

4- Agree 

5- Strongly agree 

 

The initial screening gives an indication in what factors are relevant for each individual. This 

hopefully sheds some light on the possible benefits of improving their work methods and 

increasing the interest for working in virtual teams.  
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4. RESULTS 

In this chapter the findings from the interviews and benchmark is presented these finding are 

then compiled into the booklet that is also described. 

 

 

4.1. Interviews 

Seven members at MHC were interviewed. Four of them worked in Sweden three in Belgium 

and one in Malaysia. They were born in Sweden, Finland, France, Italy and Great Britain. The 

fact that many of them did not work in the country they were born indicates that they have 

experience with working with different cultures. The interviewed worked with product 

development, customer service, product manager, and supply chain management. They all 

worked within virtual teams to a large extend and most stated to have daily contact with team 

members situated in a different city. All interviewees claimed to be in daily contact with their 

team members as well as having phone and video contact on at least weekly basis. 

 

All interviewed said that they found trust among team members to have great importance for 

virtual teams. Especially among the members working within the support centre where they had 

a lot of contact with people having problems. A lot of the interviewed brought up the extra 

importance of trust when troubles and disputes arise among the group. Several also stated that 

trust takes time to develop. Almost all stated that it is a great importance to meet the persons face 

to face in an initial stage to develop a relationship and easier understand how the other person 

work and you have greater trust in someone you know. Therefore most people stated that they 

tries to take the time to meet the team members at other sites when they are travelling in the area. 

They also try to include the customers and work members in those meetings, “it is good to get a 

face to put to the voice”.    

 

None of the interviewed had made any direct estimation on whether it is a good financial 

investment to travel to meet in virtual teams but many thinks it is an interesting question. Most 

claims that it is easier to create a new relationship when meeting face to face. The fact that this 

might cause a better relationship it might be economically wise, as a long term investment.      

 

An interesting point made foremost by southern European was the notion to not wanting to steal 

time from other to work and speak about social matters. Although this probably would be a 

sound “investment” for establishing a relationship, motivating employees to take time for social 

matter by proving the positive upsides can be a good idea. 

 

4.1.1. Structure in virtual teams at MHC 

Most of the interviewed also claims that it is harder for members to find their role, both their 

work position and their place in the group. Many interviewed points toward the need of more 

structure within virtual teams. One person named involving team members in a discussion of 

roles and responsibility as a good way of not only reduce this but also establish an interpersonal 

relationship between the team members. Other person states s/he tries to motivate team members 

by sharing the responsibility and giving them the possibility to improve and grow.  

 



22 

 

Many members shared the feeling that a part of the reason that it is harder to establish a 

relationship and a feeling of trust in virtual teams. This is often due to a notion of it not feeling 

natural to communicate in a social manner with virtual means. Therefore the social conversation 

that is often a normal start for a co-located meeting seldom takes place in virtual meetings. Some 

members named the importance of trying to talk about social matters as a positive way to reduce 

focus on result pressure.  

 

Many of the members discussed the difficulties in finding an appropriate structure to find their 

roles. “Structure is good but too much structure is damaging”. Sometimes the main difficulties 

are balancing the structure especially in larger conference calls. Many feel that the most 

important factor is to explain who you are and what your role is in the team. None of the seven 

members have ever had any virtual team building. Somehow the attempt to establish a 

relationship among the members in a team, that can be considered one of the main aspect in team 

building is forgotten. One of the reasons listed for less informal talk in phone conferences is the 

difficulty to have good open communication and dialogues over the phone. You can’t see who 

shall talk next and often this result in no one answers open questions. Perhaps it is easier when 

you sit together and can see who is preparing to talk. Instead a lot of communication goes 

through email which helps since the members that don’t speak English as a native language    

 

4.1.2. Communicating within virtual teams 

None of the members stated having clearly guidelines for the team on how to communicate or 

some direct incentive for developing trust within the team. In contrary many feels that it would 

feel wrong to take time out of people’s busy schedule to talk about non work related subjects. 

Instead virtual meetings such as phone and videoconferences tend to be more concise and 

straight to business. All members have a preference on how to communicate but they seldom 

convey this to the team or discuss how to communicate within the group. One person states that 

he can’t try to control how adults do their work. One thing that is common is the occurrence of 

weekly meetings scheduled meetings. Someone states that MHC is often bad at creating common 

protocol in teams, sometimes these kinds of “rules” creates a bad mood. In general people at 

MHC don’t work extensively with expectations and roles in virtual teams. 

 

4.1.3. Working with different cultures 

The interviewees all agree that working with different cultures causes problems, not only in 

communicating with people from other cultures but also to create trust within teams. Many see 

this as a result of a language barrier but some points out the problem with different cultural 

upbringing and different expectations.  

 

Most interviewed from Sweden point to the difference in power distance (PDI) as one of the 

things they have noticed the most. In Swedish offices people are used to all employees 

expressing their thought while in a lot of countries with higher power distance this is 

unthinkable.  

 

Many speaks as the key to avoiding this is be extra clear with expectations and to be extra 

careful of how you express and phrase yourself to not be disrespectful. Many are worried about 

being impolite without knowing it. However most interviewed that are in a power position seems 

to be less careful and more prone to implement their own work methods on the team. Most 
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interviewed feels like the only way to become better at working with different cultures is through 

experience and few had made steps to try to learn in other ways  

4.2. Benchmark 

The first interview outside of the company was with a researcher within the field of e-

leadership, how to lead virtual teams. She emphasised that there have been a lot of research 

about the pros and cons of virtual teams but less effort had been put in to how to actually work 

with VT´s. The interviewee is currently studying a large company that have switched to an 

entirely virtual concern head. One of the things she pressed was the need for companies to realise 

the differences with working in virtual teams compared to co-located. Many team leaders don’t 

recognise the different needs when working in virtual teams. As a VT leader it is extra important 

to be clear and forward in the communication to avoid misunderstandings and to prepare for all 

meeting more extensively that would have been needed for co-located. You cannot just assume 

that everything will progress as supposed the same way as you normally do in non-virtual teams.  

You simply need a larger need for structure within virtual teams. The larger need for structure 

however often hinders the creation of a social repertoire. The need to stick to subject can 

sometimes be seen as restrictive. The lesser need for travels have often been considered to 

release stress. It is extra hard to work in larger teams and shall not work together in larger 

constellation of 8-10 persons. A problem that is not often discussed is the problem for the leader 

to ascertain their place at the rudder. 

 

During the interview the future of virtual teams was discussed. Many are wondering if the next 

generation will have the same problems communicating although they are getting raised with 

different norms. Very few Swedish companies have a good methods for coping with virtual 

teams, most let their teams grow in a natural way without any structure.  

 

The second interviewee works at one of the largest industry tool manufacturer in Sweden and 

works with new product development. His team develops new products in collaboration with a 

team in France. The collaboration works well since they agree on which office that will lead each 

project. The projects start with a mutual creation of a demand specification. Then one office 

leads the development and keeps the other in the loop. In the end there is a lot of collaboration to 

duplicate the documentation for each company, which office that develops the project depends 

on need and lead time. 

 

They have monthly communication between both departments, mostly by video conferences; in 

addition the responder has a weekly phone conference with the person who has the same role in 

France. In these meetings they often share screen to help explain exchanges made in CAD. He 

feels videoconference is better since you get a better connection with the people on the other end 

but there are limited video conference rooms and videoconference usually takes time to set up.  

 

He has met the people he works with in France, they met annually and but don’t feel like he 

knows them as someone in the same building, we don’t have time to just talk… the main 

difficulty in this collaboration is the fact that the different companies use different programs. A 

merging of their document handling is on its way.   

 

He does not feel like there is a problem with trust between the sites, he feels like there is a 

mutual trust. They have daily communication so they will know if someone does not know if 

something does not happen. Every week they send out an A3 document to display the progress of 

each progress.  
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He does not feel that there is very large problem with different cultures. However he has 

experienced a difference with working with Frenchmen, they tend to have a less focus of starting 

in time. He has started taking this into consideration and usually calls five minutes after he is 

supposed to. Their view on time reflects in other areas, they seem to be, go-go-go straight ahead. 

And the Swedish will have to brake. Although the French is similar he feels china is different, if 

you ask three time you get three different answers. You learn quickly when working with other 

cultures. There are a couple of routines that we have created. For example I am always the one 

calling my French colleague. 

 

You always get a better contact when you meet someone face to face. I try to meet the members 

at least once a year. In general I try to communicate as much as possible. They work according 

to lean that gives some guidelines in general. It would feel strange to dedicate time solely for 

social activity. 

 

The third interview was made with the CIO at a investment company. It holds a number of 

wide spread companies involved in branches such as; real estate, tools, clothes, and media. The 

respondent structures the IT for many of its companies, many have bad structure for this. He tries 

to meet face to face with the people he works with if there is a reasonable distances. In addition 

to his work role he has also been researching within the subject of virtual teams. His interest first 

started when working with SIDA project in Africa early 2000 problems with band width and 

collaborating with Egypt and Ukraine. He then went on to study virtual teams within gaming 

culture.  

 

He found it that teams have an easier time to become effective when they have similar tasks, 

such as stewardesses. People then have it easier to understand everyone’s role and there are less 

confusion around this.  

 

The biggest problem when working in VTs is people not feeling included. You don’t get the 

same affirmation as you would when you work together with someone and therefore don’t feel as 

anyone is interested in what they are doing or that their work is making a difference. Often a lot 

of subtle signals are missed; this is something that can be trained. It is easier in gaming where 

there is a given task and assignment. The investment company has changed their methods for 

working in virtual teams. Previous when problem arose no one wanted to take responsibility for 

it and correct it. To prevent this they started including people in an earlier phase and keeping 

members more informed in what was happening. This made people feel more included and more 

prone to take responsibility for everything getting done in time. They now mutually decide on 

guidelines and how to communicate within the group, hearing everyone’s thoughts.  He feels that 

there is generally no problem to work with other cultures, only when there is a lack of a mutual 

language, or low English skills. It is usually better to mail and chat then.  Giving people more 

time to interpret and think through their response.  

 

He tries to meet as often as possible and have dense contact with the people he works with. He 

also mentions the difference in uncertainty avoidance as a thing to be aware of. Swedish culture 

– if you don’t say anything all is ok- while in Africa it often indicates that something is wrong. 

 

He feels that the need for creating a emotional bind to his colleagues is important. In most 

cultures people is fast to business when in virtual meetings but the respondent usually starts 

Monday mornings and closes Fridays with a social meeting, strictly to create trust.  

 

“To rationalize away establishing a relationship in an attempt to be more efficient is cheating 

yourself.” 
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How he communicates is depending on the co-workers. He does not experience a problem with 

communicating in phone conferences, it’s a matter of experience and a good leader can make 

people feel included. The success of a project is depending on involving people within the 

company in the project, initial contact is important. He have thought about having a virtual form 

of team building but have not found a good form for it, video conferences rooms are often quite 

stiff it would be good with a more relaxed way.  

 

The fourth interviewee works as at one of the largest life science companies in Sweden where 

he is the manager for their innovation centre in shanghai he started working as a PD assistant in 

1985 and have since been a part of the company’s expansion in Europe and been involved in 

starting up the R&D in Asia and Philadelphia. He likes working with markets closer to the 

market with faster pace in decisions and works virtually in a large extent with close contact with 

brand managers in Europe. 

 

He also feels trust is incredibly important within project to not question others capability, that 

often causes irritation. The company has realized the importance of trust in order to avoid double 

work and for everyone to feel secure enough to let someone refine your work. They have during 

the last couple of years taken a number of actions to improve their virtual teams. They have 

implemented a new idea collaboration tool that acts as a global support for innovation. They 

have also started worked more with videoconference systems (which are good when they work). 

He feels a good structure for how to work with tele/video and a good agenda is important.  In 

order to establish trust with his colleagues he feel that it is important to pick up the phone, the 

fact that an email is so convenient also leads to it being easy to disregard and does not feel like a 

real way to build contact. They are also keen on every one feeling that everyone knows their 

role, but still feel like everyone a responsibility to make all members feel like full worthy 

members of the team (person-responsibility-accountability). The interviewed person works with 

SharePoint as a way to visualize and make things transparent for all members. The company has 

a couple of recommendations for how to communicate, for example not to use full words with 

capital letters in emails and answer mail as quickly as possible. The guidelines are further 

improved within the teams, these changes are always a result out of personal motivation. He feel 

that more elaborative guidelines for how to work with virtual teams would be helpful, especially 

considering how much work they perform in this manner. 

 

The fifth person interviewed works as product manager for a large IT company, with 

responsibility for one of the largest communication tools on the market. The company is a matrix 

organization which calls for a lot of communication, both between the different countries and 

with customers. He have daily video and phone meetings, and would not be able to work 

efficiently without using modern tools for working in virtual teams.  

 

The person feels that it is super important with trust within virtual teams, especially for getting 

people motivated. In virtual teams it is easy to sneak away and not contribute or feel as a part of 

the unit, the manager does not have the same reach. 

 

The one time where physical meetings are good is for pure creative meetings and brainstorming. 

It is also important to work with goal and expectations for the group and these must intertwine 

with the members personal goals. Everyone is busy so it’s extra important to be clear with when 

people are expected to be involved. At this company they try to meet up continuously in the 

early stages. Once a relationship is established these meetings can be less frequent.  

 

You can reap a number of benefits by choosing the right methods to communicate. Video 

meetings are more effective and rationalize away social talk. And people only talk when they 

have something important to say. Sometimes people log on early; this gives time for a more 



26 

 

relaxed conversation. Another tool to achieve a more relaxed conversation is the use of 

communities (yammer). These are a simple way to get to know each other and to spread informal 

information. 

 

The Sixth person have a background in the army and an education in economics, which gave 

him a good combination of theory and practice. He now works as a management consultant with 

expertise in leadership. He works as consultant and educator and leads courses, educations and 

coaches’ leaders. 

 

The interviewee works virtually with my colleagues but foremost he educates people who work 

virtually. He think trust is important, especially to lead and form a group. To make them into a 

team and not only a bunch of humans that has to interact. It is important to establish a good 

communication. He thinks it’s necessary to meet face to face a couple of time. All the non verbal 

communication is otherwise missed. Then it is more often misunderstandings appear and the 

messages are harder to interpret, what do one actually mean. This is easier to understand when 

you know someone.  

 

We communicate with four kinds of signals: 

 Verbal 

 Non-verbal 

 Written 

 Symbolic (wear a suit or jeans) 

 

Webinars enables you to send out more signals but seldom feels natural. In communication face-

to-face all these are transmitted but virtually some are missed. The more that are transmitted the 

better, in general. A webinar with a shared screen is good. Meeting someone face-to-face gives a 

blueprint on how s/he communicates that helps understand further communication. It is harder, 

and takes longer. The fact is that more communication and more stress will help everyone find 

their roles faster. The communication is often denser when co-located. The problem is that teams 

don’t feel as cohesive and members don’t have a feeling of belonging. Often they feel closer to 

people sitting next to them. The root of the problem is that people don’t know enough about each 

other starting off; it feels rude to ask someone if he/she is married. This is where a kickoff helps; 

it is almost always a good investment. 

 

Social conversation does not occur naturally in the same way as face-to-face. That’s why we 

must make it into an action point in the meeting. 

 

I advice everyone to establish a protocol for all communication, even during my one day 

educations I do this; common sense does not exist! We therefore say; no telephones, no 

computer, and stay for the whole day. These kinds of rules are extra important in virtual teams 

where everything is put on edge. Hard means of communication and no rules leads to a high 

probability of failures. This gets extra weight when working with people with different cultures. 

Cultural differences mean different “common sense” it is therefore extra important with rules 

and guidelines. Working with different cultures is more challenging but can result in better result 

due to the mixed input. There are a number of do’s and don’ts you can learn about other culture 

but you can never really comprehend by just reading it is a matter of learning by doing. This is 

the same way as you can never really explain a culture (how would you describe the Swedish 

culture). 

 

The Last interview was with two women who work with collaboration at one of Sweden’s 

largest industry companies. Their work consists of educating communication tools and support 

virtual teams in collaboration. They consult groups and teams by making an initial assessment of 
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the team’s capability and then lead three workshops to improve the factors that have been 

displayed as extra important after the workshops a follow up assessment is made to see the effect 

of the workshops. Aspects that are covered in the assessment are; roles, interaction and purpose 

of the group. One of the most common subjects for the workshops is “personal values and hot 

buttons” to get people to understand each other. One of the hardest thing is to get everyone 

involved and talking, something that people from many cultures are unused to.  

 

They emphasize the need for a relaxed conversation to build trust within teams. Some groups 

have “virtual coffee breaks” where they have shorter video or audio conferences with a strictly 

social agenda. Other groups start their meeting with a check-in, discussing a non work-related 

pre determined topic for a couple of minutes before starting the regular agenda off.   

 

They don’t take any decision on how the groups shall work; instead they bring it up to 

conversation and let the group agree on guidelines and rules for how to work. This is important 

to make the members feel included.  

 

Guidelines that usually get discussed are: 

 Is it allowed to work/check mail during the meetings? 

 Shall we turn our cell phones off? 

 Keep the meetings short, larger need for breaks than on regular meetings 

 Repeat decisions made before ending the meeting to make sure you have come to the 

same conclusions. 

 Evaluate each meeting before closing 

 Is it ok to sit in the same room or shall everyone call in 

 

One of the largest positive outcomes with the workshops is that the members get more time to 

get to know each other and build trust. At the same time the workshops is a good way to display 

“best practice” for holding virtual workshops and training in communication. 

 

The two times where the interviewed feels that there are benefits out of having face to face 

meetings are in initial stages and when disputes or problems occur. In addition they often 

compile a operating agreement, on how to communicate and work together. 

4.3. Booklet 

The findings from the interviews and literature were compiled and in order to present it in a good 

way that is easy to access. One of the main thoughts was to make it small enough that people 

would not hesitate to make a change and still robust enough to be informative. The best way for 

this was considered a booklet in the A5 format, the first page of the booklet can be seen in Figure 

10 below. 
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Figure 12 Frontpage of booklet 

 

The findings during the project can roughly be divided into five factors; initial phase, trust, 

culture, leadership, and communication. Virtual teams can look very different; therefore the 

initial screening helps each team look at what factors that is important for the user. Each factor 

are evaluated by three or four questions and rated according to a Likert type scale. This helps the 

reader locate which factors are relevant for him or her and his or her team. The screening form 

can be seen in Figure 11 

 

 

Figure 13 Initial screening in the booklet 
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Factors with a mean score above 3 should be considered crucial and important for the team. 

After the screening each chapter is handled with a chapter each. To easily find each chapter the 

booklet is divided with tabs. The tabs are cut out so the user easily can open up the desired 

chapter.  

 

 

Figure 14 Chapter Tabs 

Each chapter holds a couple of pages of practical information and tips on why this factor is 

important when working in virtual teams and how to improve it. In total the Booklet is in total 30 

pages where each chapter is between 2-5 pages.  

 

4.4.1  Booklet content 
Below follows a brief introduction to the content in the folder that is based on both the literature 

presented in this report, information gathered during the interviews and feedback acquired from 

people involved in the project. The booklet starts with an introduction to the subject and a 

rational pointing out the importance of the outcome of virtual team before going in to the 

assessment and the five critical factors.  

 

Creating a team 
The startup phase of a virtual team has been proven to be incredibly important. The initial phase 

of a project always sets the tone for the entire duration of the project; this is extra true in virtual 

teams. Järvenpää (1998) showed that a lack of optimism in initial phases, often leads to 

substandard performance where members don’t feel supported and therefore don’t get 

emotionally involved in the project. The teams that performed the best in Järvenpää's research 

were the ones that engaged in social interactions which allowed the team members to get to 

know each other. Communicated intensely and showed positivity toward the project which got 

other members equally motivated but also talked about the difficulties ahead.  
 

Establishing a good collaboration and trust early on within the team is very important. Most team 

leaders have methods for starting up a co-located teams and kick-off activities. For some reasons 

these activities are often disregarded when working in virtual teams. In a co-located team it is 

common to invest time up front to let everyone know each other. The problem with virtual team 

is that getting to know people in a solely virtual setting, for most people this does not feel 
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natural. The fact that it feels unnatural also makes people not want to “steal” time of their 

colleagues’ time to discuss social aspects. Therefore most people never give virtual teambuilding 

a real shot. As most things this is a matter of training. Make sure to make an attempt to get to 

know the project members at the start of each virtual project. This will feel a bit more natural and 

simpler for each project you are a part of. Most research show that young people, having grown 

up in a more virtual setting find it easier. This implies that it is mainly due to lack of previous 

experience. 
 

Building a personal relationship and getting beyond only talking about work makes people 

collaborate closer and leads to better communication. Understanding how another people act and 

his or hers personal values helps becoming more efficient. Building a relationship also makes 

people make feel more involved in the project and keener on creating high quality material for 

the rest of the group.  

 

Trust 
There are a number of factors that plays a role on creating trust. One of the main reasons that 

people doubt that it is possible to create trust without face-to-face contact is the need for repeated 

interactions and shared experiences, something that is often facilitated face-to-face.  

 

There are two ways that trust normally arises, the first is cognitive trust which is based on 

rational and calculative feelings accumulated from earlier experiences with someone. The other 

kind is affective trust; this is due to emotional ties, strength in a relationship and feelings of 

security. Despite of this surprisingly high levels of trust have been found in early stages of 

temporary teams, this is phenomena is called swift trust; a member believes in the other until 

given a reason to believe the opposite.  

 

Another decisive factor for trust is shared social norms within the group; this is something that 

seldom exists early on in virtual teams. These teams often consist of different cultures and 

nationalities which decrease the likelihood of shared social norms. Members with much 

experience of working with different cultures is often more keen on engaging in social-cultural 

talk, which helps bridging the differences and in term builds trust  

 

When trying to increase or create trust within a group or team there is a number of factors to take 

into consideration. Järvenpää and Leidner (1999) claim that effective groups are engaged 

simultaneously and continuously in three functions:  

 

For most virtual teams the first point, production, is regarded as obvious while the other two are 

disregarded and sometimes considered less important and not work related. Both member 

support and group well-being can be considered to be facilitated by the introduction of increased 

trust.  

 

 

 

• problem solving and task 
performance 

Production 

• member inclusion, 
participation, loyalty, 
commitment 

Member 
support  

• interaction, member 
roles, power, politics 

Group well-
being 
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Culture 
Culture can provide us with many answers to why people behave differently around the world. 

Cultural traits are something that is learned and not something you are born with, a result of the 

social imprint rather than the genetic. It is the collective mental programming that separate one 

group of people from another.  (Hofstede, Hofstede and Minkov, 2010) 

 

Working with people from other cultures is often considered difficult. A person’s nationality 

often impacts his or her values, demeanor, language and cognitive schema. These factors are 

further amplified or muted by personal and professional experiences; it is therefore risky to 

“categorize” someone solely on their nationality. In general people tend to be more influenced by 

others whom they perceive to be similar themselves.  

 

Virtual teams often consist of multiple nationalities. Multicultural groups tend to be either very 

effective or very ineffective. Learning about other cultures is important to decrease 

misconceptions.  

 

Just being aware of the differences between cultures often helps to improve working with other 

cultures.  

 

Cultures and time zones are two of the main factors affecting communication and relationships 

within teams. One of the interviewees stated that “American and Europeans often use our own 

norms to try to influence the others (in this case Japanese) and we have no idea of how offensive 

this is too many”. Groups can become much more efficient by being aware of how other people 

perceive their actions as well as be more sensitive to others demeanors. Newly established 

groups, before developing report and trust, seem to be the most sensitive to drawbacks from 

cultural diversity.  

 

Leadership 
Being a leader for a virtual team is a tricky thing. Many group managers fail to recognize the 

need for a different leadership style when working in virtual teams, applying the same methods 

that you are used to from co-located teams are not guaranteed to be the best way. The leadership 

style in virtual teams is closely connected to the group’s effectiveness. There are a number of 

ways that leading geographically dispersed team differs from leading a co-located.  

 

In a virtual environment it is often hard to establish a position as leader. In order to influence 

people in virtual teams, whom they have no real authority over, a leader has to develop trust and 

respect within the team. If a group of people meet face-to-face it is normally pretty easy to spot 

the person who has the highest rank. It can be done by the clothes they wear or the position they 

have at the meeting table. In a Virtual meeting a lot of these signs get lost.  

 

It is important that the manager or team leader convey why a member was chosen for the team 

and their role in the constellation so that everyone is aware of their precise role. Groups with 

members representing different backgrounds often have a harder time discussing their functional 

area. Highlighting a member’s expertise in a subject in a positive manner leads to other members 

making positive assessment of that the person, which will lead to cognitive trust.  

 

In virtual teams it is normally considered a larger need for structure and a consistent set of 

processes and standards is a key enabler for success in virtual teams. Well developed processes 

are also a determining factor for team member satisfaction. This should not be underestimated 

since research has shown that groups will not be effective in constellation where they are not 

satisfied.  
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The improved need for structure often comes with a loss of autonomy, the ability to control your 

own work methods as a result. This is something that impacts the motivation and creativity of the 

members in a negative way. Autonomy is ranked as one of three great motivational factors for 

most (Pink, 2009). 

 

Communication 
Being a leader for a virtual team is a tricky thing. Many group managers fail to recognize the 

need for a different leadership style when working in virtual teams, applying the same methods 

that you are used to from co-located teams are not guaranteed to be the best way. The leadership 

style in virtual teams is closely connected to the group’s effectiveness. There are a number of 

ways that leading geographically dispersed team differs from leading a co-located.  

 

In a virtual environment it is often hard to establish a position as leader. In order to influence 

people in virtual teams, whom they have no real authority over, a leader has to develop trust and 

respect within the team. If a group of people meet face-to-face it is normally pretty easy to spot 

the person who has the highest rank. It can be done by the clothes they wear or the position they 

have at the meeting table. In a Virtual meeting a lot of these signs get lost.  

 

It is important that the manager or team leader convey why a member was chosen for the team 

and their role in the constellation so that everyone is aware of their precise role. Groups with 

members representing different backgrounds often have a harder time discussing their functional 

area. Highlighting a member’s expertise in a subject in a positive manner leads to other members 

making positive assessment of that the person, which will lead to cognitive trust.  

 

In virtual teams it is normally considered a larger need for structure and a consistent set of 

processes and standards is a key enabler for success in virtual teams. Well developed processes 

are also a determining factor for team member satisfaction. This should not be underestimated 

since research has shown that groups will not be effective in constellation where they are not 

satisfied.  

 

The improved need for structure often comes with a loss of autonomy, the ability to control your 

own work methods as a result. This is something that impacts the motivation and creativity of the 

members in a negative way. Autonomy is ranked as one of three great motivational factors for 

most (Pink, 2009). 

 

Last page 
The last page in the booklet is a cheat sheet with a few sentences to act as constant reminders in 

how you can improve. 

 

 

 

 

 

 

 

 

 

 

 

 

 

  
 

Figure 15 Cheat sheet to cut out and carry around 
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5. DISCUSSION AND CONCLUSIONS 

Here is a brief analysis of the findings presented in discussions regarding the presented material 

as well as conclusions from the project. 

 

5.1. Discussion 

The importance of the performance of virtual team is always described as pivotal for 

multinational organizations. Yet very few companies have put much effort in to improving the 

skill of their virtual teams through education of the teams and continuous evaluation. The reason 

for this is probably insecurity over how to act in these questions. In relation to the amount of 

research made on co-located teams the research on virtual teams are tiny and the research done 

to separate the two are focused on highlighting the difference in result rather than in work 

methods. This might be the reason why many fail to recognize the different needs in a virtual 

team.  

 

More and more companies will most likely work more with their virtual constellations. Previous 

research shows that virtual teams have harder to adapt their work methods it might therefore be 

extra important for these teams to have robust procedures to perform well. 

 

Many of the people interviewed feels it is harder to justify taking time from meetings and group 

work to get to know each other, it does not feel natural and you are stealing time from work. This 

is not a good way to reason. Just considering the extra time it takes to formulate a email to a 

person you don’t know, compared to a friend, in order to convey the right tone and make sure 

you get the message across it. Taking into considerations most people spend on emails it can 

easily be understood that putting down time early on to get to know each other is always a good 

investment. It also seems to be a matter of learning curve, the more you work with people in 

virtual settings and from other cultures you learn to better understand other beings and more 

tolerating to different cultures. Putting down time in the first team will make you require putting 

down less time in the second project.  

 

Culture is one of the explanations to why people behave as we do and the cultural upbringing of 

the author has most likely had impact on this thesis. Many of the recommendations and findings 

support more classical Swedish values such as low power distance, with a lot of engaged co 

workers rather than a more hierarchal structure and low values on Hofstede’s masculinity rating 

with focus on collaboration and quality of life. Had the work been performed by someone else 

somewhere else the outcome would most likely been different. Of course the work have strived 

to display facts in a non-bias way  

 

The outcome and delivery to the company was a booklet, this was considered the best way to 

present information in a dense way and a lot of effort was to put in enough information to make 

it helpful to someone wanting to improve but still short enough to not discourage busy 

employees to start reading and using the booklet. Printing physical material and distributing it to 

targeted persons reduces the risk that the information just ends up in an email inbox or a 

SharePoint folder without ever getting used. At the same time it makes it harder to spread the 

material. Ultimately it should be considered as a part of the education package and it needs a 

good introduction to be truly effective. It is therefore important to select someone responsible for 

the continuation of developing the virtual teams. 
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Today the methods for virtual teams are mostly based on the project leader’s previous 

experience. This booklet will therefore be of great help for new and inexperienced project 

leaders. Something that will shorten the time it takes for a new project leader to feel confident in 

leading virtual team. If the teams start working in more similar way it will also be easier for 

members to come into new teams. 

5.2. Conclusions 

 Taking time to establish a relationship will increase the productivity and is profitable in 

the long run. However, many of the people interviewed feels it is harder to justify taking 

time from meetings and group work to get to know each other 

 

 Few companies have a plan for how their virtual teams shall improve. 

 

 Teams that engage in social communications perform better than other., to rationalize 

away establishing a relationship in an attempt to be more efficient is cheating yourself. 

 

 The reason for less ”small talk” in virtual settings is often since it does not feel normal. 

This is however something that you has to do with a lack of experience.  

 

 Just being aware of the differences between cultures often helps to improve working with 

other cultures.  

 

 There are economical benefits of having high trust in virtual teams and illustrates it in 

what he refers to as the economics of trust. Trust affects two outcomes; speed and cost. 

When trust is high people can work effectively, speed is high and cost is low. 

 

Based on the interviews there have been clear that there are three occasions when it is better to 

meet physically; 

1. Initial meetings to establish relationship and get to know each other. 

2. Creative meetings to easier build on ideas and vocalize a notion. 

3. Problems; in order to avoid infected discussions over email or phone it are a good way to 

try to meet up face-to-face and solve the issue.  
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6. FUTURE WORK 

What to do in the future? 

 
 

Future research on virtual teams 
Looking at the field of research there is a lot of theoretical research done but what is lacking is 

successful application. One thing that would be extremely interesting and motivating for many 

companies is making calculation of business cost in relation to profits. Estimations of this kind 

would help companies motivate both further education within the field of virtual team but also to 

make decisions on when to work in virtual teams and when to work co-located. 

 

Another interesting subject to research is group development within virtual teams. There are a 

couple of wide spread models for how co-located teams develop through different stages. Are 

these stages the same in virtual teams or do they behave differently? 

 

Continuation at MHC 
Looking from Mölnlyckes standpoint this thesis can be used as a stepping stone for future work. 

The booklet can be used for educational purpose as a way of spreading the knowledge within the 

company. A second edition of the booklet can be made with changes based on feedback from the 

employees. A review of the booklet is therefore suggested four months after print. This will give 

the employees enough time to test and get used to the booklet and make a fair evaluation. It is 

important to select someone responsible for the continuation of the work otherwise it is very 

unlikely it will fall between the chairs in the busy organisation. 

 

The format of the material about virtual teams can be re-worked in order to simplify the 

distribution and access for employees. Creating an electronic format will not only be a good way 

to easily not only distribute it within the company but it can also enable a personalised feedback 

based on the responses from the assessment. This would also lead to a interactive product that 

will activate the persons and giving them more of an experience, that will hopefully make them 

more interested.  

 

One of the interviewed companies have developed a system where they work with internal 

consultants that supports the virtual teams, this is another method for continuing to improve their 

virtual teams.     
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