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I THEMES - INPUT FACTORS-(continued) I I

Process — Conflict Resolution (continued)

"1 think at least there should be a creative atmosphere of openness... [Here] I feel very choked. Because it leaves no room Jor saying things.”

“...we had time pressure. I think that we are two months behind our time schedule. So there wasn’t enough time [to work on the usability issue]
anymore. If they had already started to build the prototype, it was already too late.”

Summary — Input Facters

In surnmary, the input factors for FOCUS_X varied from excellent to somewhat dysfunctional. Project leadership and task design became more
directive and structured over time, increasing efficiency but potentially decreasing team innovation. The emergent social structure based on
culture, proximity, and functional discipline influenced decision-making. The information technology developed for the project, the FOCUS_X
intranet was very effective as a project archive, but did not create shared work space. Members used e-mail to communicate with one another, but
over time, became more likely to communicate "off the record.” In general, conflicts were not openly confronted and resolved, but instead
suppressed. The deterioration in the group process, combined with the real deadline pressures, contributed to a focus on just getting the task done.
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I INTRODUCTION TO LIFECYCLE ANALYSIS I

Key events over a project’s life cycle shape the dynamics of the team. The processes used early in a team’s history influence the processes used
later. Each decision-making opportunity reflects a choice point. For any decision that is made, multiple decisions are not made. Decisions made
in a meeting may not be the decisions that are implemented over time. Each choice has consequences--both positive and negative.

The history of events is critical in any team’s life, but may be more so in virtual teams, because the members do not come from the same
organization or share a common history. The history that members create together determines the virtual team’s identity. For this reason, we
present an analysis of key events, processes, decisions, implementation of decisions, and potential consequences over the project’s lifecyle.

Our identification of key events was based upon what was emphasized during interviews. We then obtained archival information about these
events from the FOCUS_X Project intranet to complete our understanding. Thus, our description of the events, decisions, processes, and
implementation should accurately reflect what happened.

In contrast, our description of positive and negative consequences reflects our interpretations of the impact of the choices that were made for each
event. Our interpretations are shaped by what we were told as well as our theoretical perspectives and underlying biases. Interpretations are
inferences and not statements of fact.

We present our analysis of the lifecycle of FOCUS_X to demonstrate how key decision points serve as catalysts for other processes that occur later
in a team’s life. We also indicate which portion of the model of virtual team effectiveness is potentially impacted the greatest as a result of the
decisions made and the resultant consequences.
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L . LIFECYCLE ANALYSIS I
Event Process Decision Implementation Positive Consequence

Negative Consequence

March — June
1997

¢ Schematic developed in
response to call;

o Work structured into
work packages with

» Goals left ambiguous

o Contract structured with

* Room for creativity
» Structure clear

¢ Some roles not clear
¢ Agendas and priorities

Workplan for selected as one of two certain organizations RESEARCHORG_1 in for each partner not
FOCUS_X schematics taking primary project management clear
developed e FOCUS_X consortium responsibility for position ¢ Differant degrees of
formed certain packages + Financial arrangements buy-in
e FOCUS_X proposal different for each
receives funding organization
e Workplan written
» FOCUS_X gets
underway in July
s Project manager
brought on board in
October

Event Process Decision Implementation Positive Consequence Negative Consequence
September 1997 | sFocal communities e All partners to conduct eEach partner ¢ Cross-disciplinary e Those without usability
Research selected in July community studies organization conducted learning research training have
meeting in o Primary research to be separately studies less background in
Amsterdam to conducted in the two test e Intranet developed to studies and lost
define communities in share results of studies credibility
community UNIVERSITY_1 and o Common format for
studies UNIVERSITY_2 documents selected

o All partner organizations

to conduct their own
community studies

Event Process Decision Implementation Positive Consequence Negative Consequence
October 1997 eDivided into three eUse teams to elaborate #Not clear how teamnis eRapid development of  Strong emphasis on more
Scenarios subgroups to upon three scenarios formed and who was on sCenarios commercially oriented
workshop in collaboratively develop each team sNumerous, creative activities
London three scenarios (no eTeams developed 15 scenarios developed

minutes of this meeting)

detailed scenarios

e Scenarios posted on web

eValidated scenarios
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LIFECYCLE ANALYSIS (continued)

Event Process Decision Implementation Positive Consequence Negative Consequence
March 199_8 eDecide what s Work in cross- eEach organization sEfficient progress on * Some concepts not well
Delft meeting to FOCUS_Xness is organizational teams responsible for group of

developing concepts

developed leading to loss

narrow concepts | s Vote on 15 concepts (one per group of concepts (not much eReduce coordination of credibility of some
*Group “winners” into concepts) cross-organizational COStS partners
four groups interaction — what there | eServed as a model for » Decisions about which
eDevelop the four groups was uneven) how to structure other concepts to focus on
» Within each work in the future without getting benefits
organization, decision o Those with more skills of cross-organizational
made to focus on one (COMPANY_2) would teams
concept do a better job because | ®Innovation possibly
of their expertise reduced due to lack of
cross-fertilization
Event Process Decision Implementation Positive Consequence Negative Consequence
May 1998 sReview of progress to eDon’t publish what may | eConcepts will be *COMPANY_I incurs sEncouraged
Steering Group date be patented reviewed by expenses related to commercialization focus
Meeting sReview of contents of COMPANY_I lawyers patent (positive from eInhibited publishing for

report to EC
o Discussion of intellectual
property

to decide what to patent

eRequests will be sent out
if someone would like to
publish something

e Members interpreted this
as “nothing about the
concepts can be
published”

other partners viewpoint)
¢COMPANY _1 gets
benefits from patents

Academic partners
*Caution developed in
communication
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L

LIFECYCLE ANALYSIS (continued) I

Event Process Decision Implementation Positive Consequence Negative Consequence
June 1998 sDiscussion of verbal sCOMPANY_1 works on | »Tasks defined (e.g., e Commercialization taken | *Lost opportunity for
PLACE_1 feedback received in commercializing literature survey, product | one step further cross-organizational
meeting to select review by EC PRODUCT_2 concept; survey, proto interaction
concepts sDevelopment of 8 FOCUS_X only exploration, specs, sMay have reduced
selectton criteria for prototypes and tests protoypes, etc.) leading creativity and created
concepts PRODUCT_1 up to field trials “groupthink” syndrome
eFour concepts presented *Responsibility each task e Use of PRODUCT_1
eRated each of four assigned to one quickly became focused

concepts on the eight
criteria

#Two highest scoring
concepts were
PRODUCT 2 and
PRODUCT_1

organization (e.g.,
product survey
conducted by
COMPANY_2)

sDue dates assigned to
tasks

primarily on one user

group
e Creation of “territories”
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LIFECYCLE ANALYSIS (continued)

Event Process Decision Implementation Positive Consequence Negative Consequence
October 1998 e UNIVERSITY_1 and e Stay with touchpad e Series of emails question | « COMPANY_1 and e UNIVERSITY_2 feels
Conducting UNIVERSITY_2 credibility of second COMPANY _2 get to try disenfranchised
second usability conduct usability test study and role of out new interface #Polarization (win-lose)
test for after first collaboratively usability research in and development of

test results
received

sFirst usability results
distributed

«COMPANY_1 and
COMPANY_2 want to
proceed despite negative
results because it is an
opportunity to do
something new

«COMPANY_1 conducts
“quick and dirty” tests

sUNIVERSITY_1 and
COMPANY_1 conduct
second usability tests
with second prototype
and decide to proceed
despite equivocality of
results

general

eFollowing emails,
meeting at
UNIVERSITY_1
confirms decision that
was implicitly made to
stay with touchpad (note
that decision wasn’t
recorded in minutes)

subgroups

* Subgroup conflict

sUnderlying rationale for
decision not explored
further

¢ No serious attempts to
develop creative solution
to usability problem

s Usability problem
remains
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SUMMARY: KEY LEVERAGE POINTS FOR VIRTUAL TEAM EFFECTIVENESS I

Yisionary Project Leadership

Visionary leadership communicates direction, motivates people to accomplish a vision, and capitalizes on cross-organizational synergies. This
requires several things. First, the leader must have a thorough understanding of the deliverables of the team, and the expectations of the key
stakeholders.

Second, the leader must understand the agendas and priorities of each partner in the team. Finally, the leader needs to understand what motivates
and “turns on” both the stakeholders (e.g., customers) and the members. Sometimes deliverables, expectations, agendas, and motivations are one
in the same. More often, however, the leader must weave these components together to inspire the team to achieve. This involves establishing a
clear direction that incorporates all of the components.

Equally important, visionary leaders also monitor progress and recognize and celebrate successes. Monitoring progress means keeping track of
actions taken toward the accomplishment of each agenda item, and fulfillment of each deliverable or expectation. Next, it is critical to recognize
major successes (such as a positive evaluation by a key stakeholder).

It is also important to celebrate minor successes that may only be viewed as successes by certain partners. A status report on all actions taken

toward objectives, all expectations fulfilled, and all deliverables achieved is a good way to kick off each face-to-face meeting and teleconference.
During this report, it is important to announce and celebrate all accomplishments.

KTt



SEJMMARY: KEY_]I_.EVERAGE POINTS FOR VIRTUAL TEAM EFFECTIVENESS

Shared Agendas and Priorities

As we have pointed out, each of the partners in the project had different agendas, and differing priorities. There was some overlap, but also some
objectives that were unique to a given partner. Working effectively in a virtual team requires explicit attention be paid to integration. Individual
partners’ agendas and priorities must be combined into an integrative whole. At the same time, recognition of the unique objectives of each
partner, and allowing each partner to pursue those objectives builds commitment. So within the general plan for shared objectives, there should be
some room for partners to pursue those unique priorities.

Towards the beginning of a project team's life cycle, we recommend the following process: First, have each partner (i.e., COMPANY _2,
COMPANY _1, UNIVERSITY_2, UNIVERSITY_1, RESEARCHORG_1, and CONSULT_CO) write down their own personal representation of
the objectives they want to accomplish in the project. Be broad and all encompassing in preparing these lists; they represent the ideal scenario.
Note that we have begun this process for you in the section on goals, but we encourage you to do this yourself. Next, take turns sharing your
personal representations of the objectives. Record the areas of overlap, and also the objectives that are unique to a given partner, on a flip chart.
The areas of overlap are the “shared” agenda. Discuss the prioritization of each of these items.

Now turn to the unigue objectives expressed by any partner (i.e., those not shared by other partners, or shared only by a small subset of partners).
Are any of these objectives mutually exclusive (does accomplishment of one prohibit the accomplishment of another)? For any mutually
exclusive objectives, does the team have any flexibility m deciding which objective will be pursued? If it does, can you reach a compromise that
both partners are satisfied with (allowing accomplishment of some segment of the objective, for example)? If the team does not have this
flexibility (i.e., if the contract dictates a certain course of action that prohibits a partner from achieving an objective), then can that partner receive
a reciprocal benefit in another form (e.g., can they be allowed to achieve another unique objective on their list)? Can partners work collaboratively
so that the partner achieves some segment of their unique objective? Again, the emphasis here is on integration and shared problem solving. This
process will require negotiation, but the result will be much greater commitment and satisfaction among partners, and eventually increased goal
accomplishment.
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I SUMMARY: KEY LEVERAGE POINTS FOR VIRTUAL TEAM EFFEC’E'VENESS . __l

Constructive Conflict Resolution

As mentioned earlier, teams can be characterized by either supportive communication climates or defensive communication climates, and climate
relates directly to the type of conflict resolution that teams engage in. Effective virtual tams are willing to openly confront the issues when
dysfunctional group and interpersonal dynamics hinder progress. This requires building a supportive communication climate. A supportive
climate is open, trusting, inclusive, challenging and rewarding. A defensive climate is closed, blaming, alienating, discouraging, and punishing. A
climate develops when team members respond to an initial risk or disclosure on the part of one member (or partner). When someone in the team
discloses information or takes a risk, how does the team respond? A supportive response involves, spontaneity, empathy, a problem-orientation,
flexibility and engenders a sense of equality among members. This in turn, results in trust and openness in the team, which in turn encourages
future risk and disclosure, thus increasing openness and trust, and creating a cycle of support. On the other hand, a defensive response involves
evaluation, control, strategic maneuvering, superiority, and certainty. This in turn, results in loss of trust and withdrawal, which results in self-
protection, and closed mindedness, thus increasing distrust and producing divisions within the team, creating a cycle of division.

Within the context of a supportive climate, functional and constructive conflict resolution can occur. Functional conflict resolution involves
critical evaluation of ideas. It is open and predictable. Members provide an accurate representation of their own needs and concerns, but focus on
shared agenda and objectives. Time is devoted to finding solutions to problems and utilizing logical processes in which ideas are given
consideration based on merit. Functional conflict can be contrasted with dysfunctional conflict. Dysfunctional conflict seldom produces
resolution. You can recognize dysfunctional conflict because evaluation is focused on the behavior and personality of other members, rather than
on ideas. Bad stereotypes of others are developed. Personal goals are pursued rather than shared goals, and personal needs are often disguised
rather than openly shared. Discussions are secretive and unpredictable. Time is devoted to non-rational and irrational arguments.

One way to address communication climate in a team is to conduct a “fishbowl” exercise. During a segment of a team meeting, select two
members of the team to serve as observers (or ask outside observers to conduct the observation). The observers sit outside the action, observing
the team interaction inside the team (the fish in the fish bow!). Have the observers record supportive and defensive reactions to disclosures. Do
not attach names to the reactions, simple record the statements that were made. After about an hour, stop the interaction and do a “process check.”
Have the observers report back to the team the number of supportive and defensive reactions (without mentioning names). Discuss how defensive
reactions could have been supportive. This same exercise can be conducted to address conflict resolution directly. Have observers record
instances in which characteristics of functional conflict was demonstrated and instances in which dysfunctional conflict was demonstrated (again,
keeping the instances anonymous). After an hour of interaction, discuss ways in which the conflict could have been dealt with in a more
constructive manner.
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SUMMARY: KEY LEVERAGE POINTS FOR VIRTUAL TEAM EFFECTIVENESS

Balance Convergence and Divergence

Virtual teams need to strive for a task design that enables specialists characterized by functional, cultural, and/or organizational differences, to
combine their expertise and develop innovative solutions to problems. This requires a balancing of a generalist and a specialist perspective. The
tearn must agree on a vision, shared agenda, and common priorities, but at the same time, the team must learn to cultivate and take advantage of
differences, which increase creativity and innovation. Team integration may be best fostered by cultivating a culture in which collegiality and
professional respect override functional and cultural differences. The glue that binds a virtual team, may not be commitment to a strong
interpersonal integration, but may instead be a commitment to being “professional” about accomplishing project objectives. Timing and pacing
become critical. The team must decide when to keep issues open and when to narrow them down and focus energies on achieving those shared
objectives.

Openly discussing the areas of expertise and specialties, and the values held by each partners’ organization and national culture is the first step in
balancing convergence and divergence. What is it that each partner represents and contributes? What are the norms, ways of thinking, and world
views institutionalized in a given partner’s context? The answers to these questions are probably best sought by breaking out into partner groups
and discussing areas of expertise and values within each subgroup first. Then, the subgroups should come together and share their attributes.
Again, find the overlaps, but also identify the unique areas of expertise and the unique cultural values held.

Next, create a project map in which critical decision and action points are depicted. At which points is it important to emphasize the unique values
and areas of expertise? At which points is collaboration essential? A project timeline for convergence and divergence should then be created
taking into consideration the areas of expertise represented by each partner. Face-to-face meetings and telephone conferences should be planned
to coincide with the points at which collaboration is essential, again taking into consideration the particular areas of expertise (and values)
represented across partners.

With these four points of leverage, virtual teams can be expected to perform more effectively, successfully bridging boundaries that exist across
nations, organizations, functions, and professions, and achieving synergies outside the reach of traditional teams.
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