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ABSTRACT:

Virtual teams are becoming increasingly common in today’s business world. They have
developed as a response to technological progress and globalization. Globalization also enabled
the spread of the COVID-19 pandemic. Due to the introduction of safety measures and
lockdown, many employees had to switch from co-located (i.e., physically face-to-face) teams
to virtual teams to keep businesses running. The objective of this thesis is to examine whether
leaders need to adapt their leadership style in this new environment and to analyse if combining
transformational and transactional leadership style is the most effective for teams that become
virtual during crisis times.

In order to answer the research questions, the study was carried out as an exploratory study
that utilizes qualitative data collected via interviews. Nine interviews in total were conducted
from which 5 are with subordinates and 4 with team leaders. All interviewees worked previously
in co-located teams that became virtual due to the COVID-19 pandemic. The participants work
in various industries, companies, and countries and were interviewed on leadership and its
impact on their perceived level of team efficiency. The collected data was then analysed through
content analysis.

The results from the study suggest that leaders should adapt their leadership style in order to
tackle the challenges associated with virtual teams such as communication or lack of social
interactions. The study also indicates that combining both transformational and transactional
leadership style is beneficial for the effectiveness of teams that have to shift to virtual work
modes during crisis times. This new virtual environment necessitates guidance and framework
skills that transactional leaders excel at, besides team cohesion and coaching, competencies
related to transformational leadership style.

This study contributes to extending the limited research on leadership style for teams that were
suddenly forced to transition to a fully virtual environment. Moreover, it provides practical
insights on how managers should adapt their leadership style during these unprecedented
times.

KEYWORDS: leadership; transformational leadership style; transactional leadership style;
virtual teams; team efficiency; COVID-19
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1 Introduction

1.1 Background

Rapid technological advances within the last decades have led to a new way of working.
Henceforth, work can be performed anytime, anywhere due to technology (Cascio &
Shurygailo, 2008). This technological progress has completely transformed mentalities,
behaviours, and the work itself. Indeed, it enables individuals to communicate with each
other in a complementary way to the traditional face-to-face approach. Individuals,
groups, and organizations can interact using at the same time, synchronous
(videoconferences, phone calls) and asynchronous (emails, text messages)

communication means (Bell & Kozlowski, 2002).

This virtual environment and its diverse means of communication created a new
framework for leadership and teamwork. In order to respond to this constantly changing
and complex environment, many organizations have developed virtual teams. Virtual
teams are defined as “groups of geographically, organizationally and/or time dispersed
workers brought together by information and telecommunication technologies to

accomplish one or more organizational tasks” (Powell, Piccoli & Ives, 2004, p.7).

The COVID-19 pandemic has, besides the health concerns, caused an unprecedented
social and economic crisis. Due to the introduction of safety measures and lockdown,
many employees had to work remotely to keep businesses running. Hence, the
pandemic accelerated the swift from co-located (i.e., physically face-to-face) teams to
virtual teams. A study by Eurostat (2020) shows that, in 2019, the percentage of
employed people who worked from home was 14.1% in Finland, which was the highest
in the European Union, whereas France had a percentage of 6.6%. An important switch
happened during the peak of the COVID-19 crisis, nearly 60 % of Finnish workforce was
teleworking and French workers were 37.2% working remotely (Eurofound, 2020). As
the world is rapidly changing, a different working environment will become a new reality

for many workers.



Virtual teams have been made possible thanks to technology, but their growth is also
due to the considerable advantages they can offer. Virtual teams provide the benefit of
accessing a bigger talent pool as it allows organizations to select the most qualified
individuals to work on a task regardless of location (Powell et al., 2004). At the same
time, virtual teams are cost-effective as they can decrease the need for employee
relocation and the cost linked to offices. They also enable companies to adapt more
rapidly to increased competition and offer bigger flexibility to individuals working from
home (Hunsaker & Hunsaker, 2008). Despite the potential benefits of virtual teams,
virtual team members face a number of challenges. Existing research has identified 4
main challenges for virtual teams: building trust, communication, maintaining
relationships, and the lack of social interaction (Berry, 2011; Dulebohn & Hoch, 2017;
Malhotra, Majchrzak & Rosen, 2007).

Virtual environments, besides generating challenges for virtual team members, also
impact how to lead them. Virtual leadership is not different from traditional leadership
per se as the essence is the same: achieving goals through an influence process (Trivedi
& Desai, 2012). Thus, virtual leaders have the same roles as co-located leaders as they
have to motivate virtual teams’ members to accomplish their defined target. However,
in contrast to traditional teams, they have to practise leadership in a virtual environment
in which communication is more complex (Bell & Kozlowski, 2002). Indeed, previous
research has shown that the effect of leadership tends to decrease in virtual team
situations, due to challenges of remote working (geographic dispersion, computer-
mediated communication, time zone, cultural and language differences). Earlier studies
have also been conducted to understand how physical distance affects communication
and leadership performance (Neufeld, Wan & Fang, 2010). Without being physically
present, it can be harder for virtual leaders to notice when team members are less
motivated, when they need social interactions or when directions, common goals or
resources are required. (Malhotra et al., 2007). Therefore, virtual teams required
additional skills since behaviour in co-located teams cannot be simply transferred in

virtual environments and expect to be successful (Zigurs, 2003).



Research has shown that effective teams have become crucial in fighting growing
complexity and uncertainty of today’s business world. When evaluating virtual team
effectiveness, the two most common measures are team performance and individual
satisfaction (Powell et al., 2004). Performance can be defined as the extent to which the
output of a team, product, or service, meets the required standards set by the
organization or the supervisor. Whereas satisfaction involves the team members’
perception of the previously mentioned output as well as their need for personal
development and growth (Lurey & Raisinghani, 2001). Fransen, Kirschner and Erkens
(2011) mentioned team formation, characteristics and abilities of team members, clear
role assignment, decision making strategies of teams, appropriate team leadership, and
interdependency as the elements impacting team effectiveness. Therefore, the impact

of virtual leadership on the level of team effectiveness should be studied.

However, little empirical research has been undertaken to evaluate the effect of virtual
leadership on team effectiveness and even less studies have been conducted during
crisis periods. Leadership challenges in remote working environments throughout crisis
times are very different from leadership of traditional face-to-face teams during normal
conditions (Jenster & Steiler, 2011). Indeed, a crisis can be characterized by volatility,
uncertainty and complexity that requires fast and high-impact decisions within a limited
information framework (Kaul, Shah & El-Serag, 2020). Leaders have to handle these
aspects, besides learning new lessons and developing innovative problem-solving

strategies to keep their company running.

The world has recently entered an unprecedented crisis, the COVID-19 pandemic.
Virtual leadership is, for this reason, a significant and pertinent subject to consider.
When leaders cannot be physically present, they confront new challenges while
exercising leadership. Due to the crisis, individuals will have to work remotely more
regularly than customary with the objective to decrease the spread of the virus. Thus, it

might lead co-located teams to introduce virtual teams, either voluntary or forced. This
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requires the development of new skills and behaviours to be apt to lead their labour

forces remotely, something that these organizations might not have managed before.

Although the working environment and the manners to collaborate are quickly
changing, most of the research has been done on leadership styles, leaders’
performance in face-to-face contexts. Few research has been conducted in virtual
environments. Indeed, prior research discussed how to communicate within virtual
teams (Marlow, Lacerenza & Salas, 2017), how to augment virtual teams effectiveness
(Dulebohn & Hoch, 2017), what challenges virtual teams confront (Malhotra et al., 2007;
Dulebohn & Hoch, 2017) and their characteristics (Bell & Kozlowski, 2002). However,
researchers have focused on teams that already work virtually, not about teams that
needed to switch from previously co-located to virtual teams because of an external,
unpredictable situation. Hence, as virtual teams are increasingly used in today's business
world and since crises are most of the time unpredictable, understanding virtual
leadership and its impact during a crisis such as COVID-19 pandemic can address

important gaps in the literature.

1.2 Research question and purpose of the study

Based on the problem gap, one main research question and two sub-questions are

formulated:

How to effectively lead previously co-located teams that became virtual during crisis
times?
-How does the shift between co-located to virtual teams impact the leadership styles
used?
-Which leadership style is the most efficient in this new situation? Is this leadership style

viewed differently by the manager and subordinate?
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The research questions and its aims are inevitably linked as they are interdependent in
explaining the research (Doody & Bailey, 2016). Hence, this research’s main question
aims to determine how to effectively lead previously co-located teams that became
virtual during crisis times? To better understand how to effectively lead a virtual team
during crisis times two sub-questions have been defined. The first sub-question aims to
explore if and how leaders adjust their leadership styles when leading a previously co-
located team in a virtual setting. It also aims to understand what led to this change. The
second sub-question aims to reach a deeper understanding concerning which leadership
style is the most effective during these times. It also aims to understand if managers and
subordinates are having the same point of view concerning which leadership style is the

most efficient in this context.

1.3 Structure of the study

The thesis is divided into 7 chapters. First, chapter 1 Introduction, discusses the
background and purpose for the study as well as the research questions. Following the
introduction, literature review has been divided into three chapters, from which the first
two are based on the key concepts of the thesis, chapter 2. Leadership and chapter 3.
Virtual teams. The last chapter of the theoretical part, chapter 4. Leading virtual teams
discusses these two concepts with respect to each other. In chapter 5. Methodology,
methodological choices are presented as well as the execution of the study. In addition,
validity, reliability, and ethicalness of the study are examined. The chapter 6. Findings
presents the main empirical results from the interview data. Chapter 7. Discussion
discusses the findings with respect to the literature review. In chapter 8. conclusions are

presented with possible future research suggested.



Figure 1

Structure of the thesis
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2 Leadership

Leadership is one of the key concepts of this thesis. In order to gain deeper insights into
this topic, the first part of this chapter defines the term leadership followed by the role
of leadership in team effectiveness. This thesis aims to understand if the shift between
co-located to virtual teams impacts the leadership styles used and which leadership style
is the most effective in this new context. Therefore, the second part of this chapter
focuses on leadership styles theory since it is important to explain the different

leadership styles approaches and how they evolved over time.

2.1 What is leadership?

Establishing a definition of the term leadership has shown to be challenging for both
researchers and practitioners. Indeed, leadership possesses a large range of definitions.
Stogdill (1974) mentioned in a study of leadership research that "there are almost as
many different definitions of leadership as there are people who have tried to define it."
Griffin and Pustay (2005, p.434) defined leadership as “the use of noncoercive influence
to shape the goals of a group or organization, to motivate behaviour toward reaching
those goals, and to help determine the group or organizational culture”. According to
Yukl (2012), the essence of leadership in organizations is to influence and facilitate
individual and collective efforts in order to accomplish common goals. Researchers have
been interested in examining and explaining the way in which a leader obtains,
maintains, and practices influence in a group (Anderson & Sun, 2015). However, there
is no general agreement between researchers on how a leader obtains and applies this

influence.

While defining leadership it is important to distinguish it from management. The two
terms are often used interchangeably in the workplace. Management could be
distinguished from leadership by associating it to planning and control since they come

with formal rights, whereas leadership could be related to feelings, meaning as well as
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values. However, it is not because an individual has a manager title that he is solely doing
management tasks, a manager can also exercise leadership (Alvesson, Blom &
Sveningsson, 2017). Northouse (2013) also relates to this as he explained that many
activities associated with leadership are also linked to management. However, he links
organizing, budgeting, staffing, planning, controlling, and problem-solving to
management whereas leadership is related to aligning people, establishing direction,

motivating, and inspiring others.

2.2 Leadership role in team effectiveness

Powell, Piccoli and Ives (2004b, p362) define team effectiveness as "group-produced
outputs and the consequences a group has for its members". This definition could be
split in two, the first part "group- produced outputs" referring to the performance
aspect and the second part "the consequences a group has for its member" involving
the satisfaction aspect. Performance can be defined as the extent to which the output
of a team, product, or service, meets the required standards set by the organization or
the supervisor. Whereas satisfaction involves the team members’ perception of the
previously mentioned output as well as their need for personal development and growth
(Lurey & Raisinghani, 2001). Thus, team effectiveness can be defined in terms of the
following:

-team performance: the ability to deliver a timely, high-quality outcome

-individual satisfaction: the ability to satisfy individual team members’ needs (Powell,

Piccoli & lves, 2004b)

Research has displayed that leaders can make an important difference to team
effectiveness (Morgeson, 2005). Indeed, in the model of teamwork argued by Salas,
Sims, and Burke’s (2005), team leadership is one of the “Big Five” contributors to team
effectiveness. Moreover, it has been discussed that leaders play critical roles in creating
effective teamwork, and in implementing directives for team members to engage in

successful team processes (Cascio & Shurygailo, 2008). Leadership turns out to be an
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integral element of effective teamwork. Therefore, in order to understand how to
effectively lead virtual teams it is important to examine the different theories of

leadership.

2.3 Leadership styles

Leadership style is the manner and approach of providing direction, implementing plans,
and motivating people (Newstrom, Davis, 1993). Throughout the course of history,
leadership research has evolved resulting in an increase in the number of leadership
styles. Leadership style, if effective, has a positive and significant impact on job
satisfaction and on the employee performance (Pawirosumarto, Sarjana & Gunawan,
2017). This significant relationship between leadership styles and organizational
performance created more interest towards this topic. Thus, many studies have been

conducted concerning this aspect of leadership that led in various leadership theories.

2.2.1 Trait theory

Early ideas about leadership were centred around trait theory, also called “Great Man”
theory, which is the notion that leaders exhibit certain traits more than non-leaders
(Johns & Moser, 1989). With this leader-centric approach, the trait theory of leadership
focuses only on the leader’s characteristics and qualities, not in the context or the
followers. Since leadership, in this approach, is seen as a set of relatively constant and
enduring personal traits or physical properties, specific characteristics differentiate
effective from ineffective leaders. For instance, Kirkpatrick and Locke (1991) identified
traits which consist of the passion for leading, energy and ambition, self-confidence,
honesty and integrity, and knowledge. The trait approach tends to favour leadership
styles such as dictatorial or authoritarian. In the early 20th century, there was a large
application of trait theory to leadership in business and politics. However, by the middle

of the century, this approach was declining (Nawaz & Khan, 2016).
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Indeed, critics argued that the trait theory is not an adequate method to define if a
leader is successful or not since traits alone are not sufficient for leadership success.
Leaders who have those traits should also make specific efforts in order to be successful.
(Kirkpatrick & Locke, 1991). Moreover, another criticism of this theory is the lack of a
coherent relation between leader-follower interaction and influence. Meuser, Gardner,
Dinh, Hu, Liden and Lord (2016) discovered that researchers have not been capable of
articulating an interconnection between social identity, identification processes and

followership, which is crucial to the emergence of influence.

As criticisms of trait theory raised, researchers began to examine leadership not just
from a leader-centric approach with leaders’ traits and positional authorities, but also
in terms of the role of followership in the leadership process (Uhl-Bien, Riggio, Lowe, &
Carsten, 2014). Researchers acknowledged that outcome accomplishment might also
depend on the context and on the influence of followers (Gregoire & Arendt, 2014).
Hence, leadership theorists decided to go further than the only traits of leaders by
examining how the behaviour of leaders impact its effectiveness, leading to the creation

of behaviour-based leadership theories (Gregoire & Arendt, 2014).

2.2.2 Behavioural theory

The behaviour theorists of leadership analysed the actions of the leader instead of their
personality traits (King, 1990). This theory of leadership proposes that particular
behaviours distinguish leaders from non-leaders. The primary view of behaviour theory
is that while the leader focuses on achieving the task, he is also concerned on group
cohesiveness as well as the individual members of the group (King, 1990). This theory
evolved when two studies, Katz, Maccoby, Gurin and Floor in 1951, and Stogdill and
Coons in 1957, identified two initial considerations: task-oriented vs. relationship-

oriented leadership.
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A significant number of research was conducted concerning behaviour theory,
distancing researchers from the earlier trait theory (King, 1990). However, there were
still aspects that were not examined. Indeed, these studies of leadership did not take
into consideration subordinates nor their role (Malakyan, 2014). Moreover, the

behaviour studies neglected the context and environment of the leader.

2.2.3 Situational and Contingency theory

The situational theory was created to acknowledge that the environment has an impact
in the leader-subordinate dynamic. In this theory, there is a recognition that some
environmental aspects must be considered (King, 1990). For instance, situational
research takes into consideration, besides the nature of the working environment, the
task itself and the social status of all parties (Bass, 1960). This theory acknowledges that
the leader might be less important than the environment in which the leader-
subordinate dynamic takes place (King, 1990). In situational theory, leadership becomes
separated from the individual as a leader. Instead, Middlehurst (2008) explains that
leadership can be seen as a process by which the organization achieves its goals. There
is also a recognition that a leader has to adapt to the context. Indeed, according to Johns

and Moser (1989) the capability to adapt leads to more efficient leaders.

The recognition of adaptability as a trait contributed to a new view of leadership. This
area of study has been named contingency. In this theory, effective leadership is viewed
as dependent on factors such as personality, behaviour, influence, and the situational
environment (King, 1990). In the contingency approach, leadership is seen as fluid and

changing according to the situation (Ronay & Vugt, 2014).

2.2.4 Leadership in the modern era

Over time, the view of successful leadership and effective leaders has changed

significantly. We cannot longer find The Great Man. Leaders are no more seen as solely
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charismatic individuals using power to lead others. Henceforth, leadership is viewed as
a process that is linked to the individuals and the environment. In the modern era,
researchers have developed new leadership styles theories such as transformational
and transactional (Burns, 1978). In these theories, the interaction between leaders and
followers, subordinates, is taken into consideration which is a step further compared to

prior research.
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3 Virtual Teams

This thesis focuses on the shift between co-located to virtual teams due to the COVID-
19 outbreak and its impact on leadership. Therefore, this chapter aims to address what

are virtual teams as well as their characteristics, followed by the challenges they involve.

3.1 Defining Virtual Teams

Research in virtual teams has risen since the early 1990s, in parallel to the popularity of
virtual communication tools such as e-mails, video conferences, and other collaborative
software. Researchers have developed various definitions of virtual teams such as
“Virtual teams are groups of people who work interdependently with shared purpose
across space, time, and organization boundaries using technology to communicate and
collaborate” (Lipnack & Stamps, 2000, p.18) or “Virtual teams are teams whose
members are geographically distributed, requiring them to work together through

electronic means with minimal face-to-face interaction” (Malhotra et al., 2007, p.60).

Although the specific words of these definitions might vary, they share three
characteristics that Cohen and Gibson (2003) summarized. First, a virtual team is a
functioning team. In other words, it is individuals who work on tasks that have diverse
degrees of interdependence and mutual responsibility to achieve a common aim.
Second, these individuals are dispersed in certain ways. Third, members of virtual teams
mainly rely on technology-mediated communications to exchange with colleagues

rather than interacting face-to-face in traditional teams.

Traditional face-to-face teams and virtual teams are not fully opposite. Instead, teams
are located on a continuum that represents diverse degrees of virtuality. Co-located
teams can therefore also show high levels of ‘virtuality’ as geographic dispersion is not

the sole factor that defines a virtual team. (Kirkman & Mathieu, 2005)
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Zigurs (2003) suggests a framework to consider the ‘virtuality’ of virtual teams in four
significant dimensions: geographic; temporal; cultural and organizational (see Figure 1).

The more aspects on which the team is dispersed, the more virtual the team is.

Figure 2

Dimensions of Virtual Teams.

Geographic
Dispersion

- from
Organizational

Dispersion

traditional
to virtual

Cultural
Dispersion

3.1.1 Geographic dispersion

This dimension is characterized by an absence of physical proximity among team
members who are geographically dispersed (Bell & Kozlowski, 2002; Dulebohn & Hoch,
2017; Malhotra et al., 2007). Driskell, Radtke and Salas (2003, p.297) stated, “The core
feature of a virtual team is that it is one in which interdependent group members work
together on a common task while they are spatially separated”, and Bell and Kozlowski
(2002, p.22) argued, “The most critical and important feature of virtual teams is that
they cross boundaries of space”. The exact distance that separates team members is not
the most important. Indeed, the most significant is the impact this geographic
separation has on how team members communicate. (Bell & Kozlowski, 2002) This
means that as long as a team is not physically near, no matter the distance, it becomes

virtual since the means of communication will change.
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Although many traditional teams also utilize virtual tools to interact such as e-mail, they
are more of a complement to face-to-face communication (Bell & Kozlowski, 2002). The
most significant impact of spatial distance is the decrease on spontaneous interactions

(O'Leary & Cummings, 2007).

3.1.2 Temporal dispersion

Temporal dimension is the extent to which team members’ normal work hours overlap
due to different time zones (O'Leary & Cummings, 2007). Although geographical
dispersion can naturally affect temporal dispersion, a team can be dispersed across time
without being dispersed across space. Indeed, the synchronicity of the means of
communication also determines the temporal dispersion. Asynchronous
communication tools, such as emails bring a higher degree of temporal dispersion
compared to real-time communication, such as videoconferences (Bell & Kozlowski,

2002).

O'Leary and Cummings (2007) argued that the potential for real-time problem solving
reduces as the degree of temporal dispersion increases since it makes synchronous
interaction less frequent and more complicated. Although asynchronous exchanges
degrade communication quality and alter team member coordination, asynchronous
communication enables members to take time to consider both the message and their
answer. Team members can, for instance, consult other resources or consider the issue

further before responding (Kirkman and Mathieu 2005).

3.1.3 Cultural dispersion

Since boundaries of space and time do not limit virtual teams, they can also transcend

cultural boundaries. Cultural dispersion has been identified as the most common
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dimension of global virtual teams (Krumm, Terwiel & Hertel, 2013). Gibson and Gibbs
(2006, p.460) explained that “establishing effective internal communication and a
shared vision for innovation is challenging when team members represent different
nations”. Indeed, variations in language, tradition, and cultural values creates different
expectations for communication practices and decreases identification with the team as
a whole (Bell & Kozlowski, 2002; Gibson & Gibbs, 2006). To better cope with cultural
dispersion, virtual teams should emphasize the role of norms for teamwork and use

common values (Krumm et al., 2013).

3.1.4 Organizational dispersion

Virtual teams can also cross organizational boundaries to access the most qualified
individuals, those with needed expertise or experience (Lipnack & Stamps, 1997). These
individuals may be outside consultants or organizational members operating from
different sites. As Bell and Kozlowski (2002) explained this characteristic is closely
related to the dimension of cultural dispersion since crossing organizational borders
might contribute to crossing cultural borders too. When organizational dispersed team
members work together, differences of work methods, goals, and culture come
simultaneously, which might negatively affect collaboration as well as communication

(Duarte & Snyder, 2006).

The context of this thesis being the switch of previously co-located team to virtual team
because of the COVID-19 outbreak, the scope of this paper will only consider the
geographic and temporal dimensions. Since this shift impacts physical proximity and

might affect the synchronicity of communication.

In addition, these characteristics of virtual teams might create benefits for
organizations. Ebrahim, Ahmed & Taha (2009) have summarized the main advantages

related to virtual teams, shown in table 1.
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Some of the main advantages associated with virtual teams (Ebrahim et al., 2009,

p.2657)

Advantages

References

Reducing relocation time and costs,
reduced travel costs (Virtual teams
overcome the limitations of time, space,
and organizational affiliation that
traditional teams face (Piccoli et al.,
2004))

(McDonough et al., 2001, Rice et al.,
2007, Bergiel et al., 2008, Cascio, 2000,
Fuller et al., 2006b, Kankanhalli et al.,
2006, Prasadand Akhilesh, 200 2, Olson -
Buchanan et al., 2007, Boudreau et al.,
1998, Biuk-Aghai, 2003, Liu and Liu,
2007, Lipnack and Stamps,

2000)

Allow organizations to access the most
qualified individuals for a particular job
regardless of their location

(Criscuolo, 2005, Cascio, 2000, Samarah
et al.,, 2007, Fuller et al., 2004,
Badrinarayanan and Arnett, 2008, Prasad
and Akhilesh, 2002, Boudreau et al.,
1998, Boutellier et al., 1998)

Greater degree of freedom to individuals
involved with the development project

(Ojasalo, 2008, Badrinarayanan and
Arnett, 2008, Prasad and Akhilesh, 2002)

Provide organizations with
unprecedented level of flexibility and
responsiveness

(Powell et al., 2004, Hunsaker and
Hunsaker, 2008, Chen, 2008, Gunis et al.,
2007, Prasad and Akhilesh, 2002, Pihkala
et al.,, 1999, Piccoli et al., 2004, Liu and
Liu, 2007)

Respond quickly to changing business
environments

(Bergiel et al., 2008, Mulebeke and
Zheng, 2006)

Greater degree of freedom to individuals
involved with the development project

(Ojasalo, 2008, Badrinarayanan and
Arnett, 2008, Prasad and Akhilesh, 2002)
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3.2 Virtual teams’ challenges

Although using virtual teams provides several benefits as seen in table 1, some
challenges and pitfalls also arise with them. (Ale Ebrahim, Ahmed & Taha, 2009). Existing
research has identified 4 main challenges for virtual teams: building trust (Buvik & Tvedt,
2016; Malhotra et al., 2007), communication (Alsharo, Gregg & Ramirez, 2017; Berry,
2011; Dulebohn & Hoch, 2017), maintaining relationships (Gibson & Gibbs, 2006;
Pauleen & Yoong, 2001), and the lack of social interaction (Berry, 2011; Dulebohn &
Hoch, 2017). The challenge of establishing trust being mostly for virtual teams that have
never worked previously together, in this thesis we will consider the challenge of
maintaining trust instead of only building it. This aspect will be associated with the
challenge of maintaining relationships. Therefore, we will now examine the challenges
mentioned above of communication, lack of social interaction, maintaining relations and

trust.

3.2.1 Communication

Previous research has identified team communication as one of the major challenges
related with virtuality (Alsharo, Gregg & Ramirez, 2017; Cheng, 2008). Jones, Oyung and
Pace (2005, p.18) argued “The quality and speed of communication drive the
effectiveness and efficiency of the team”. Indeed, communication in virtual teams is an
essential predictor of diverse outcomes such as team performance and employee
commitment (Nydegger & Nydegger, 2010). However, as virtual team’s communication
is typically based on computer-mediated asynchronous information, misinterpretations
and misunderstandings might arise since it is impersonal, nonverbal cues are

unidentifiable and there is a lack of context (Berry, 2011).

The choice of computer-mediated communication technology has an important impact
on communication because each method provides a different capacity to bring verbal

and nonverbal cues. That is why it is recommended to use several types of computer-



25

mediated communication technologies either concurrently such as video conferencing
accompanied by synchronous electronic conferencing or consecutively such as providing
documents via email first, followed by gathering over the phone (Dennis, Fuller &

Valacich, 2008).

Moreover, Marlow et al. (2017) propose a framework constituted by two
communication quality criteria: communication timeliness and Closed-loop
communication. Communication timeliness is pertinent to virtual teams’ interaction
since they often work in different time-zones, some members might receive messages
off-hours, and process it later, thus creating time delayed communication. In addition,
working in a virtual environment may also hinder the possibilities of synchronous
communication. These limits can impact team performance and problem-solving
abilities. On another side, closed-loop communication aims to reduce
misunderstandings among virtual teams’ members. This requires that the message
sender ensures that the message was received as well as understood by team members,

hence closing the loop of communication (Marlow et al., 2017).

3.2.2 Lack of social interaction

The absence of social interaction due to the use of virtual tools in virtual teams creates
another challenge. Indeed, Schlenkrich and Upfold (2009, p.109) stated “Social
interaction forms a vital part of any team experience”. Informal communication has
been demonstrated to support the feeling of being a part of a united team (Herbsleb &
Mockus, 2003), thus, improving team members’ collaboration (Pauleen and Yoong,
2001). Virtual teams have limited opportunities for the informal and spontaneous
exchanges that often happen in shared spaces such as hallways or coffee machines. In
co-located teams, spontaneous communication (such as ‘coffee talk’) can represent for
up to 75 minutes of a workday (Herbsleb & Mockus, 2003). As a result, communications
in virtual teams are often more formal than in co-located settings and concentrate more

on work-related problems (Berry, 2011).
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A decrease in informal social contact or spontaneous communication can lead to a lower
degree of knowledge sharing (Morgan, Paucar-Caceres & Wright, 2014). In addition, due
to the lack of social interaction team members can develop feelings of isolation and
detachment. These feelings can affect the work performance, job satisfaction and
motivation (Kirkman, Rosen, Gibson, Tesluk & McPherson, 2002). Kirkman et al., (2002,
p.73) noted that “While individuals with strong social needs may find virtual teamwork
difficult, others desire independent, virtual work”. Hence, feelings of isolation can highly

vary according to individuals.

3.2.3 Maintaining trust and relationships

Trust has been called “the glue” of the workplace (Crisp & Jarvenpaa, 2013). Indeed,
prior research has shown that trust is positively correlated to team commitment and
performance (Buvik & Tvedt, 2016). However, in virtual teams, it is harder to maintain
trust due to difficulties having in-depth personal interactions caused by the lack of
nonverbal cues. Trust is also determined by the frequency of interactions, which may be

smaller in a virtual environment. (Morrison-smith & Ruiz, 2020)

Relationships are also affected by how much individuals interact as Gibson and Gibbs
(2006, p.459) explained “The strength of a tie (or social relationship) is a function of the
amount of interaction, emotional intensity, and reciprocity between any two
individuals”. The maintenance of relationships is, similarly as the maintenance of trust,
crucial for virtual teams. Indeed, strong relational ties are related with an increase in
creativity, motivation, morale, better decisions, and fewer process losses. (Pauleen &

Yoong, 2001).
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3.2.4 Technology

Although technology offers a wide range of benefits, its use also creates complexity
especially where different types of technologies are utilized (Kirkman et al., 2002).
Hambley, O’Neill and Kline (2007) argue the importance of choosing appropriate
technology and media through which virtual teams’ members can communicate and
collaborate the most efficiently. Identifying the most relevant technology and media can
augment the interactions efficiency and cohesion between team members, which might
positively affect teams’ performance (Bal & Teo, 2001). It is essential to make sure that
teams are utilizing technology with high social presence which may necessitate complex

technological applications.

Moreover, some organisations can face additional challenges when there is a lack of
knowledge among some senior middle-aged managers regarding advanced
technological applications. Johnson, Heimann and O’Neill (2001) also recognize that
virtual teams can create psychological challenges for employees’ who suffer from
technophobia, employees who are uncomfortable with computers and other
telecommunications technologies. In order to tackle this challenge, Bal and Teo (2001)
emphasized the need of providing training, particularly as part of employees on

boarding induction.

3.2.5 Other challenges

In addition to these 4 main challenges, Ebrahim et al. (2009) include other pitfalls that
organizations using virtual teams might face. These additional challenges are displayed

in table 2.
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Additional challenges associated with virtual teams (Ebrahim et al., 2009, p.2658)

Challenges

References

Decrease monitoring and control of
activities

(Pawar and Sharifi, 1997)

Everything to be reinforced in a much
more structured, formal process

(Lurey and Raisinghani, 2001)

Challenges of managing conflict

(Hinds and Mortensen, 2005, Ocker and
Fjerm est ad , 2008, Kayworth

and Leidner, 2002, Piccoli et al., 2004,
Wong and Burton, 2000,

Ramayabh et al., 2003)

Variety of practices (cultural and work
process diversity) and employee mobility
negatively impacted performance

in virtual teams

(Chudoba et al., 2005)

Team members need special training and
encouragement

(Ryssen and Godar, 2000)




29

4 Leading virtual teams

The main objective of this thesis is to understand how to effectively lead previously co-
located teams that became virtual during crisis times. Thus, it isimportant to understand
what virtual leadership is. This thesis aims to gain deeper insights on which leadership
style is the most efficient in this new context. Therefore, the second part discusses two
leadership styles, transformational and transactional, that have demonstrated to be

successful in virtual environments.

4.1 Virtual leadership

Leadership is vital to retain efficiency and motivation in virtual teams (Hoch & Kozlowski
2014). Virtual leadership, also called e-leadership, is not different from traditional
leadership per se as the essence is the same: achieving goals through an influence
process. It is the medium use for implementing the goals that differ (Trivedi & Desai,
2012). Moreover, some research has claimed that virtual leadership is based on the
same competences that traditional leadership (Savolainen, 2013). In addition, Trivedi,
and Desai (2012) argue that the fundamental leadership objectives associated with

vision, direction, motivation, inspiration, and trust are staying the same.

However, the exercise of virtual leadership is not the same as traditional leadership
practiced face-to-face (Hoch & Kozlowski, 2014). Indeed, the different virtual team
characteristics and challenges, previously mentioned in chapter 2, affect how to lead
them. Virtual teams are more difficult to lead than face-to-face teams due to their virtual
nature (Bell & Kozlowski, 2002; Gibson & Gibbs, 2006). In contrast to leaders of co-
located teams, virtual leaders do not have the possibility to physically observe their
team members. Without being physically present, it can be complex for a virtual leader
to notice when team members are slowing down, less motivated, when they need social
interactions or when directions, common goals or resources are needed. (Malhotra et

al., 2007). In addition, Bell, and Kozlowski (2002) note that virtual leaders have, in
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comparison with traditional leaders, some restrictions which can hamper some
functions of leadership, such as the possibility for team members development. Thus, it
can be more complex for virtual leaders to exercise their usual coaching, mentoring, and
development functions. Therefore, virtual teams require additional skills since
behaviour in co-located teams cannot be simply transferred in a virtual context and

expect to be successful (Zigurs, 2003).

Virtual leadership creates a different way of leading. Although accomplishing results
through influence processes is the goal, it must be done with another approach
compared with traditional leadership because of a lack of face-to-face interaction and
different means of communication, etc. “The nature of virtual interaction, characterized
by lack of physical cues and body language, fewer informal opportunities to collaborate
with peers, and increased risk of isolation, warrants an in-depth understanding of
effective strategies for virtual leadership” (Byrd, 2019, p.20). Therefore, virtual leaders
have to adapt to the requirements of virtual environments and find tools to manage
these new challenges. Virtual leadership differs from traditional one, not in its essence
but how it is, and how it can be practiced. As Malhotra et al. (2007, p.68) argued “When

firms become virtual, the need to change work and leadership practices is imperative”.

4.3 Virtual leadership styles

A large amount of research has been conducted on transactional, transformational, and
laissez-faire leadership styles. Laissez-faire style can be defined by a lack of leadership,
in which the leader avoids making decisions or taking responsibility and does not use his
authority to improve the team’s performance (Antonakis, Avolio & Sivasubramaniam,
2003). Due to its characteristics, this style is not seen as effective for any type of team,
including virtual teams. (Bogler, Caspi & Roccas, 2013) However, prior research suggests
that transactional and transformational leadership are two efficient leadership styles for
successful virtual teams (Gross, 2018; Hambley et al., 2007). Therefore, this thesis will

concentrate on these 2 leadership styles.
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4.3.1 Transformational leadership style

The first advocate of transformational leadership theory was Burns (1978, p.426) who
defined transformational leadership as "a process whereby leaders promote the
motivation of their followers to pursue and accomplish higher goals the collective
interest of the group”. Avolio and Bass (1995) moved the theory forward, recognizing
the four components of transformational leadership, the “four I”: idealized influence
(charisma), inspirational motivation, intellectual stimulation, and individualized
consideration. Abdalla (2010) defined the four elements of transformational leadership

classified by Avolio and Bass (1995) as follows:

1. Idealized influence: applies to the leaders who inspire respect and trust in their
subordinates. Leaders who follow this behaviour emphasize trust which encourages
subordinates to adhere to the long-run objectives of the organisation and lead them to

achieve their goals.

2. Inspirational Motivation: refers to the leader's ability to inspire confidence,
motivation, and a sense of purpose in his followers. This element involves encouraging
teamwork, implementing high expectations for the team, and expressing confidence in

the team’s capacity to accomplish those expectations.

3. Intellectual stimulation: implicates encouraging subordinates to challenge
assumptions, take risks, approach old issues in new ways, and be creative. In order to
do so, the leaders give greater autonomy to their subordinates. This open environment
helps the leaders to motivate the followers by seeking other paths to approach the

problems in which they can be involved in their work.

4. Individualized consideration: is achieved by recognizing the unique needs and
abilities of followers. This behaviour focuses on training and coaching which is beneficial

for the subordinates’ needs for achievement and growth.
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As these four components display, transformational leadership style is oriented to
relationships between members. It brings consideration to employees through
guidance. Transformational leadership is positively correlated with job satisfaction,
employee commitment and trust, increasing job performance and fewer turnover
intentions (Avolio, Bass, & Jung, 1999). In addition, many studies on leadership styles
indicate that transformational style of leadership is the preferred and most suited style
for organizational performance and achieving organizational objectives (De Jong &

Bruch, 2013).

Transformational leadership style is significant in the virtual environment. Indeed, in this
context members are working together via technological means with minimal face-to-
face interaction. Hence, maintaining trust, relationships, as well as motivating team
members can be challenging for virtual team leaders. Therefore, leaders who use the
transformational leadership style focus on building trust which consequently promote
an atmosphere of growth and a trust-based environment. Both leaders and followers
view their environment as a significant aspect for accomplishing objectives (Hyman-
Shurland, 2016). Similarly, Hassan and Ahmed (2011) discussed that trust was the key
aspect for people working together to reach common goals as well as building effective

relationships and better communication.

In addition, transformational leaders encourage team collaboration and cohesion to
maintain strong social ties. Highlighting team cohesion is important to tackle the
challenges linked to virtual environment (Malhotra et al., 2007). In this style, leaders
also emphasize monitoring and coaching (Gross, 2018). It can be positive in a virtual
context as we saw that coaching and training are important since it can help team
members to reach their goals and prevent issues such as with technology. In addition,
transformational leaders focus on promoting autonomy. As mentioned above,
motivating followers can be challenging in a virtual environment. However, this open
environment can help leaders to motivate the subordinates by seeking other ways to

approach the problems in which they might be involved in their work.
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4.3.2 Transactional leadership style

In previous research, transformational leadership, relationship-oriented, was often
opposed to transactional leadership, task-oriented. The fundamental concept of
transactional leadership is the understanding of the relationship between effort and
reward. Indeed, in this leadership style followers are rewarded for meeting specific goals
or performance criteria. Rewards and positive reinforcement are provided or mediated
by the leader (Burns, 1978). Hence, transactional leadership is more practical in nature
because of its emphasis on meeting specific targets or objectives. Another aspect of this
theory is that the subordinates are not self-motivated. They have to be closely
monitored in order to fulfil their tasks and objectives (Burns, 1978). The power of
transactional leaders comes from their formal authority and responsibility in the
organization. The principal goal of the follower is to execute the instructions of the

leader.

According to Bass and Avolio (1995) transactional leadership theory is developed on the

basis of three primary factors:

1. Contingent reward approach: the leader provides rewards in exchange of meeting
the objectives or the ability of followers to achieve tasks based on what the leaders’

wants.

2. Passive management-by-exception: the leader intervenes only when subordinates
do not meet acceptable performance levels and initiates corrective action to improve
performance. The leader may use punishment as a response to unacceptable

performance.

3. Active management-by-exception: when the leader uses an active approach, his wish
is to prevent mistakes. Thus, the leader involves himself consistently in the work process
and watches for deviations from rules and standards, intervening before employees

make errors.
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In the virtual team context, the contingent reward dimension of transactional leadership
style is relevant. Indeed, Malhotra et al. (2007) argue that acknowledging achievements
is required in a virtual environment. According to the authors rewarding subordinates
increases their efficiency as it improves their learning through experience, thus, helps
them to acquire new knowledge. Moreover, according to Bass, Avolio, Jung and Berson
(2003) contingent reward is positively correlated with employee commitment. Burke,
Stagl, Klein, Goodwin, Salas, and Halpin (2006) also argue that active management-by-
exception is related to giving subordinate feedback. As Fisher and Fisher (2001) as well
as Bell and Kozlowski (2002) explain, feedback is vital for successful teams. Thus,
contingent reward and active management-by- exception can improve the level of
effectiveness of virtual teams. Passive management-by-exception has not been seen as
beneficial for virtual teams. Therefore, in this research only contingent reward and

active management-by-exception are considered.

Moreover, transactional leadership style implies giving clear and detailed picture of the
team objectives which is well understood and agreed upon by all the team members.
This can be beneficial in virtual teams’ context, as communication and setting clear
expectations are crucial for the effectiveness of teams that are not co-located (Watkins,
2013). In addition, transactional leaders establish clear roles for each team member,
besides assigning accountability for each task. As Fisher and Fisher (2001) argue, in a
virtual context assigning clear roles and responsibilities have a high impact on the virtual

leader’s effectiveness.

4.3.3 Combining transformational and transactional leadership style

Although De Jong and Bruch (2013) identify transformational to be more effective than
transactional leadership, a combination of these leadership styles may benefit virtual
team’s leaders. Previous research explains that leaders can be both transformational

and transactional and suggests that the most efficient leaders use both behavioural
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styles (O’Shea, Foti, Hauenstein & Bycio, 2009; Avolio et al., 1999). Indeed, trust is vital
in a virtual team context (Crisp & Jarvenpaa, 2013) and transformational leaders excel
at developing and maintaining trust amidst team members (Avolio et al., 1999). By
highlighting team cohesion, transformational leaders also improve cooperative climate
within the team, besides maintaining strong social ties. Leaders using transformational
leadership style also ensure coaching as well as autonomy. Nevertheless, it is insufficient
for virtual teams to simply focus on trust, team collaboration, autonomy, and coaching
because task cohesion is also fundamental in this context. Task cohesion is a skill related
to transactional leadership style. Indeed, transactional team leaders communicate
expectations, provide feedback, and establish clear roles for each team member to
guide them. As this new environment is likely to create confusion for the followers,
guidance might become even more significant. Therefore, combining transformational
and transactional leadership style can provide virtual teams with the benefits associated

with both styles.

Research also found that transactional leadership is associated with higher output
performance and productivity, while transformational leadership is associated with
greater satisfaction and team cohesiveness (Hoyt & Blascovich, 2003). As team
effectiveness can be defined in terms of performance and satisfaction, combining
transformational leadership style with transactional leadership style could provide

higher team effectiveness in a virtual environment (Powell et al., 2004b).

Table 3

Transformational and transactional leadership style elements

Elements Transformational Transactional
leadership style leadership style

Ensuring team cohesion X

Promoting trust X

Providing recognition and rewards X
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Providing bigger autonomy

Establishing clear expectations

Providing feedback

Monitoring of team members

Assuring coaching and training

Assigning clear roles and responsibilities
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5 Methodology

This chapter discusses the methodology of the study. Research philosophy behind the
study is presented, and the choices concerning research approach and research design
are introduced and explained. The way in which the data was collected and further

analysed are also discussed.

5.1 Research philosophy and approach

Research philosophy can be understood as the way each individual develops his
knowledge. It includes assumptions about how the researcher views the world
depending on his own values and beliefs. These assumptions then support the
understanding of the research question as well as the chosen methods and the
interpretation of the findings (Saunders, Lewis & Thornhill, 2009). The research
philosophy in this thesis is interpretivism. Saunders et al. (2009, p.140) explained that in
a business context, this paradigm aims to take different perspectives of different groups
of people from an organization to “create new, richer understandings and
interpretations of social worlds and contexts”. Indeed, this research philosophy does not
want to create universal ‘laws’ that apply to everybody but rather aims to explain that
individuals can be different, per se, and be under different circumstances which lead to
different meanings, and, thus, create different social realities, experiences and
interpretations. As this thesis tries to grasp the various perceptions leaders and
subordinates have on the shift from co-located to virtual team and on which leadership
style is the most effective, interpretive paradigm best describes the way this research is

carried out.

Research approach refers to the utilization of existing literature in academic research.
The most commonly used methods are deductive and inductive research approaches.
Deductive research approach can be understood as an approach where hypotheses are
derived from existing literature and then tested. On the contrary, in an inductive

approach, the theory is derived from the data, which is collected and analysed before
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theory formulation (Saunders et al., 2009). This study uses an inductive approach.
Indeed, this study was executed by first carrying out a literature review to get an
understanding of the phenomenon and to determine suitable interview questions.
Secondly, the interviews were conducted. Finally, the interview data was analyzed, and
appropriate theories were drawn from it. Utilizing an inductive approach was beneficial
for this study as it does not restrict the scope of the study to only certain assumptions
that are deducted from the theory (Saunders et al., 2009). Indeed, the existing literature
in leadership is extensive, however, there is not as much research on leadership for
teams that became virtual during crisis times. Hence, using very structured hypotheses

could limit the research too much.

5.2 Research purpose and design

The research purpose is simply the aim of the research. The purpose of this thesis is
exploratory, meaning that it seeks to throw light on a phenomenon that is relatively
recent and unexplored as well as give new insights on this topic (Saunders et al., 2009).
As mentioned previously, leadership in virtual teams as a concept has gained a lot of
attention from researchers, but leadership after the shift from co-located teams to
virtual teams during crisis times has a lot to discover due to very limited existing
literature. Hence, exploratory research purpose is suitable to assess virtual leadership in

this specific context.

The research method of this thesis is qualitative. The qualitative method offers answers
to questions such as how, why, which and focus on the people aspect of data which
allows meanings, thoughts, and nuances. A qualitative approach can be beneficial as
leadership reflections and experiences are intangible, besides being open for
interpretation, hence, such experiences cannot be correctly numerically measured
(Maylor & Blackmon 2005). Indeed, the research question demands a profound

understanding of how each interviewee perceives what an efficient leadership in a
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virtual team is and why, which could not be explained precisely enough through
numerical data. In this thesis, a mono method qualitative is used since interviews are

the only data collection technique.

5.3 Data collection and analysis

As mentioned in the above section, in order to best answer the research questions this
research is conducted as an exploratory study with qualitative data that is collected via
a single method, interviews. The data are, thus, primary and collected for the sole
purpose of this thesis. The sections below discuss how the data was collected and how

it was analysed.

Nine interviews in total were conducted from which 5 are subordinates and 4 team
leaders. All interviewees worked previously in co-located teams that became virtual due
to the COVID-19 pandemic. The participants work in various industries, companies, and
countries. Since the interviews include some sensitive information, and in order to
assure that the interviewees can speak openly, the interviewees are anonymous. In the

table below is presented an overview of the interviewees.

Table 4

Overview of the interviewees

Pseudonyms Industry Area of expertise Gender Country
Subordinate 1 | Social services Customer service Female Finland
Subordinate 2 | Retail Marketing Female Finland
Subordinate 3 | Technology Accounting Male Finland
Subordinate 4 | Advertising Communication Male France
Subordinate 5 | Fashion Project management Female France
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Leader 1 Retail Project management Female Finland
Leader 2 Wholesale Accounting Male Finland
Leader 3 Financial services | Sales & Marketing Male France
Leader 4 Banking Finance Male France

Beforehand, the interviewees received the preliminary interview questions as well as
some information about the thesis project (what the purpose of the thesis is, how the
results will be presented). At the beginning of each interview, the thesis project and
topic were also addressed, and interviewees were encouraged to ask further questions
if needed. The duration of the interviews varied between 30-70 minutes and they were
held in English. All of the interviews were recorded with the permission of the
participants and notes were taken for each interview. The nine interviews were
conducted through internet-mediated tools such as Zoom’ and ‘Microsoft Teams’ to

ensure social distancing due to the COVID-19 pandemic.

The interviews were conducted following a semi-structured method. This method was
chosen since the research questions provide key themes and concepts to be discussed
but the conversation should not depend only on a standardized set of questions in order
to enable the interviewees to share their true opinions and perceptions. Indeed, as
Barriball and While (1994) mentioned, semi-structured interviews are appropriate for
the exploration of the perceptions and opinions of participants concerning complex
and/or sensitive issues. In addition, this method allows clarification of answers as well

as exploring for more information through follow-up questions.

The record interviews were partially transcribed aiming to better summarize each
interviewee’s main points. Additionally, some quotes were transcribed fully. The
analysis method for the interview data was content analysis. The objective of content
analysis is to find themes or patterns, within a set of data, that can be further analysed.

This method presents an organized and logical analysis of qualitative data that allows
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researchers to gain a comprehensive understanding on the topic that is being studied
(Saunders et al., 2009). In this study, the first step was to distinguish which parts of the
interview relate to which of the sections discussed in chapter 4: the impact on leadership
styles, transactional leadership style and transformational leadership style. Thus, the
interview data was divided into these three sections according to which it related the
most. Once the data was organized corresponding to these sections, the second step

was to further analyse it to identify themes.

5.4 Validity, reliability, and ethicalness of the study

Validity is defined as “the extent to which data collection methods accurately measure
what they were intended to measure” (Saunders et al. 2007, p.614). In other words, the
validity of the study refers to the extent to which the researcher can access the
interviewees' experience and can interpret what the participants are telling the way it
was expected. This was taken into consideration by basing the interview questions on
the literature review, besides having the same interview structure with each of the
participants. In addition, beforehand the participants were given the topic of the
interview as well as the interview structure in order to prepare for the discussion. In the
beginning of each interview, the topic was also addressed, and interviewees were

encouraged to ask further questions if needed in order to hinder misunderstandings.

Reliability refers to the repeatability of the results utilizing the same data collecting
techniques, meaning how consistent findings will the chosen techniques create
(Saunders et al. 2007). In practice, it can be evaluated by considering if other
researchers, if given the same design and data, would report the same conclusions, and
if the way in which the data was analysed was transparent. Due to the thesis being
conducted by one researcher only, there was no possibility to involve two or more
interviewers in order to minimize observer error. Instead, the reliability of the study was
developed by transcribing the recorded interviews, adding direct quotations from the

interviewees, besides explaining the research process in a very detailed manner so that
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the research process is transparent to the reader. In addition, different biases can be
considered. Interviewer bias refers to a situation in which “the comments, tone or non-
verbal behaviour of the interviewer creates bias in the way that interviewees respond
to the questions being asked” (Saunders et al. 2007, p.318). In order to avoid interviewer
bias, the researcher acted as neutral as possible when interviewing by keeping a similar
tone of voice and non-verbal behaviour, besides maintaining similar wording of
guestions during all the interviews. In addition, the researcher gave the interviewees

freedom to express their point of views without leading them to a certain direction.

Another significant aspect to address concerning the methodology is the ethicalness of
the study. This thesis was conducted by focusing on respecting the interviewees and
their privacy. All participants were willing to volunteer as interviewees and gave their
consent to record and transcribe the interviews. In addition, the interviewees agreed,
within the limits of anonymity, on the utilization of their contribution as data for the

thesis.
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6 Findings

This chapter is focused on the results from the interviews. It is structured according to
the research questions, i.e. how does the shift between co-located to virtual teams
impact the leadership styles used is discussed first and what leadership style is the most
efficient in this new situation as well as is this leadership style viewed differently by the

leader and subordinate are addressed in second.

6.1 The impact of the shift to virtual teams on leadership style

Based on the interviews, two groups can be identified. The first one being the
subordinates that have seen a change in the leadership style of their team leader and
the leaders that have adapted their leadership style. The second group is the
subordinates that did not see an impact on the leadership style of their leader or the
leader that did not change their leadership style. According to the interview results, the

4 leaders changed their way of leading their team.

Table 5

Impact of the shift from co-located to virtual teams on leadership style

Pseudonyms Impact on leadership style No impact on leadership style
Subordinate 1 X

Subordinate 2 X

Subordinate 3 X

Subordinate 4 X

Subordinate 5 X

Leader 1 X
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Leader 2 X
Leader 3 X
Leader 4 X

6.1.1 Impact on leadership style

Three out of five subordinates have seen an impact in their managers' leadership style
after the shift from co-located teams to virtual teams. This impact has been considered
as positive. Indeed, the three subordinates highlighted that, according to them, before
the crisis their team leader was not communicating enough. After becoming a virtual
team, they explained that their team leader communicated more to the team, besides
emphasizing informal interactions. Communication being one of the biggest challenges
in virtual teams, team leaders tried to tackle it by communicating more than what they

did before.

“Before [the COVID-19 pandemic] my team leader was only focusing on the tasks,
on the job itself and not talking enough with the team. Now | feel that my manager
has adapted to the new situation, she is more positive and putting more effort on
constantly asking people how they are doing, there are more informal interactions.
The context definitely changed my manager's way of leading the team.”

Subordinates 2

“After the shift to the remote team she [the team leader] talked more, she was
more communicating. She also did more personal interaction like asking questions

about me like How are you? How was your weekend?” Subordinates 3

“I would say that before the crisis my manager was not reactive, he did not put

effort in leading the team. He was not communicating enough either. After there
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was more communication, he also focused on doing more informal interaction with

some questions such as How are you today?” Subordinate 1

In addition to emphasizing communication and informal interactions, subordinates
pointed out that their team leader also highlighted team cohesion. To do so, their
manager implemented informal video chats such as “coffee meetings” or “apero
meeting”. Beside increasing the team cohesion, these informal meetings also helped to

handle the lack of social interactions.

“She [the team leader] put more effort on having good team spirit by
implementing “coffee meetings” where team members could talk about other

things not only work.” Subordinate 3

“My team manager also created some video meetings such as “apero meeting”. It

actually created a better team spirit than before. “Subordinate 1

Furthermore, two subordinates explained that their team leaders became more

transparent and started to give more feedback than before the shift to a virtual team.

“My team leader became very transparent with everything that happened in the
company. He also gave me more positive and negative feedback which really

helped me.” Subordinate 1

“I think that in the pandemic context my manager started to do constructive

feedback individually and as a team.” Subordinate 3

The 4 leaders interviewed identified a change on their leadership styles with the shift
between co-located teams to virtual teams. Their answers go along with the
subordinates' one as every leader mentioned that they emphasized more
communication. In order to do this, leaders mentioned that they tried to be clearer and

more precise while communicating to their team members. One leader also pointed out
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that he made sure that the employees received and understood the information
correctly, something he was not doing before the shift to a virtual team. Two leaders

also added that they did more informal interactions with the team.

“More communication with the team was one of the keys as a leader to handle this

new situation.” Leader 2

“Remote work has been a change for everyone, and | realized that my employees
also needed support. | think that | put more effort in my communication style as

well as interacting more with team members.” Leader 3

In addition, every leader mentioned that they decided to do more formal meetings as
well as informal meetings. Formal meetings are the one to check and monitor the work
of the employees. Whereas informal meetings are to compensate for the lack of social

interaction as well as maintain a good team spirit.

“With the team we are doing weekly meetings it allows me to monitor them, to

see if everything is going good with their tasks.” Leader 1

“As a team one of the biggest challenges was to keep a good team spirit so that
people stay motivated especially in these hard times. That’s why | implemented

some informal meetings once per week.” Leader 3

In addition, one leader mentioned that she emphasized more the feedback than before
the shift to a virtual team. She explained that before the crisis the employees were
naturally going to see her to ask if their work was good or if they could improve it.
However, in this new context she pointed out that it is harder for the subordinates to
ask as it is more formal. Therefore, she mentioned that the leader needs to take the

initiatives in order to guide the subordinates.
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“I feel that | am giving more feedback than before the crisis to my employees. |

think it is to guide them [the subordinates] in this new situation.” Leader 1

6.1.2 No impact on leadership style

Contrary to the other interviewees, two subordinates did not observe a change in their
manager leadership style. These two subordinates discussed that despite the shift from
co-located teams to virtual teams, their team leader did not try to adapt their leadership
style. The subordinates pointed out that the swift to virtual teams came with challenges
and that team leaders could have tackled them by changing their way of leading the
team. According to these two interviewees, the absence of adaptation negatively
affected the efficiency of the team. The two subordinates explained that they were

expecting more toward their manager during this crisis.

Both of the subordinates discussed that their team leaders should have given them
feedback to help them knowing if they are on the right path. They felt that right away
they needed to do their work as usual despite a completely new situation for them. One
of the interviewees explained that she would have liked to receive clearer information
about the tasks or the objectives of the team. She pointed out that without clear
instructions and communication the team became lost. The subordinate also added that
she was expecting to have more interactions with her team leader and receive more
guestions related to work and also more personal. such as how is the work going or how

is she doing.

“I believe that my leader should have been more active and supportive with the
team. For instance, she should have given more precise instructions and also ask
more how the work is going, if everything is good despite the situation.”

Subordinate 4
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These answers go along with the other subordinate’s one. Indeed, the other interviewee
pointed out that during crisis times, it is important that the leader emphasize
communication and transparency. She explained that because of this lack of
communication the whole team was lost which is impacting the motivation, satisfaction,

and performance of each team member.

“My manager should have changed her way to lead the team as everyone was lost.
There should have been more communication and more transparency. It is a weird

period so there is a need for more communication.” Subordinates 5

6.2 Transformational leadership style

This section discusses different characteristics of the transformational leadership style
with the aim to understand if these aspects impact the efficiency of a virtual team. This

is considered by using subordinates’ and leaders' point of view.

6.2.1 Ensuring team cohesion

One important aspect of the transformational leadership style is that transformational
leaders ensure team cohesion. Team cohesion has been identified, by leaders and
subordinates, as a vital element for team efficiency in a virtual context. Different
elements have been pointed out by the participants. The first aspect that has been
emphasized is that during crisis time, such as in the COVID-19 outbreak, team cohesion
is crucial. The lack of interaction due to the nature of virtuality has been considered as
a challenge to keep motivation. Therefore, some participants explained that in order to
tackle this challenge and keep team members motivated, the leader needs to ensure a

good team spirit.
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“When facing the unknown (such as teleworking), cohesion allows for reassurance
and exchange.” Leader 2
“Team spirit is even more important during COVID-19 times to keep the team

members motivated.” Leader 1

“People needs to feel good in the team especially during corona time” Subordinate

1

“It is important in this situation which is hard morally. In remote work, there is not
really informal interaction like at the traditional office. It is impacting the team.
Having a good team spirit can really affect motivation, therefore, the performance

of the team.” Subordinate 4

Another element that has been highlighted is the satisfaction. One leader explained that
team cohesion directly impacts the team members' satisfaction, thus, the team
efficiency. The interviewee pointed out that if the team members are not satisfied, they
only focus on their work and they only do what they have to do. They are putting less
importance on the company or the other team members. However, people that are
satisfied might do more than only what they have to do. Satisfaction has also been linked
to fewer turnover. Turnover being identified has negatively impacting team efficiency

by the interviewees.

“It can also impact turnover which is bad for the team performance as it is not

efficient if the team members are changing all the time.” Leader 1

“It also keeps them [the team members] in the company as we know that turnover

can impact team performance in a bad way.” Subordinate 2

In addition, some of the subordinates interviewed explained that team cohesion has an
indirect impact on the team performance. Indeed, they mentioned that if they need help
in their task, they will more easily go talk to their team leader or team members. One

interviewee also pointed out that you can learn from your colleagues when there is a



50

good team spirit. As previous research has shown, knowledge sharing can have a

positive impact on team performance.

“With good spirit team members can also help each other.” Subordinate 1

“Team cohesion is important especially when we need help, we know that the other

team members can help us.” Subordinate 5

“You can learn new things thanks to team cohesion. Colleagues are more willing

to share their knowledge.” Subordinate 3

Although participants pointed out that team cohesion plays a bigger role during crisis
times, ensuring it has been considered as one of the hardest things to do for the leaders
interviewed. Indeed, leaders highlighted that team cohesion is mainly built through
informal interactions. However, in a virtual context non-official interactions are limited.
Therefore, leaders explained that they need to strive to keep team cohesion to ensure

team efficiency during COVID-19 pandemic.

6.2.2 Promoting trust

Participants have also been asked if trust among the team and to the team leader is
important for the effectiveness of a remote team. The answers have been less
straightforward than for the other aspect previously mentioned. Indeed, although the
trust on the team leader has been seen as directly impacting team efficiency, the trust
amongst the team (between team members and leader to subordinates) has not been
seen as having a direct impact on team effectiveness. 4 out of 5 subordinates and all the
leaders agreed that trust in the team leader is significant for the team efficiency. They
argued that with this trust it is easier to accomplish and to relate to the goals established
by the leader. Subordinates also discussed that when there is trust in their leaders, they
find it simpler to communicate and to work with them which can directly impact the

team efficiency.
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“When | am trusting my leader, | feel that | can ask more questions. Instead of
wondering during ages about something | can ask it right away. So, for sure it can
directly impact team effectiveness as we know that communication is really

important” Subordinate 2

However, most of the participants explained that trust among the team plays a
complementary role to other elements such as monitoring or team cohesion. Indeed,
one leader argued that team leaders should not only lead through trust, trust should be

a complement of monitoring in a virtual environment.

“Trust is a complement of monitoring in remote working. It should not be the only
thing especially that in remote work we cannot see what team members are doing

so trust is not enough.” Leader 2

This goes along with the limits of trust in remote settings that 3 subordinates pointed
out. They argued that leaders should not base everything through trust since it might
impact their fairness. Therefore, trust should be used in a complementary way of

monitoring.

“Trust is important as in remote settings we cannot see fully what other people are
doing. If one person does not work well it can put the team behind, so it is really
important to have trust towards other team members and the team leader. But at
the same time team leaders still need to monitor to have fairness. They should not

only base everything through trust.” Subordinate 3

In addition, trust has been identified as playing a complementary role in team cohesion
by several subordinates. Some mentioned that trust can impact the team cohesion. They

also pointed out that without trust, team cohesion does not really exist.
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“If you don’t trust the other team members it is hard to work as a team, there

wouldn't be a real team spirit.” Subordinate 5

“For me, trust does not directly impact the team performance, but it affects the
team cohesion. So indirectly trust impacts the team performance as team cohesion

can impact it. “Subordinate 1

6.2.3 Providing bigger autonomy

Giving bigger autonomy to the team members is an element of the transformational
leader. Receiving autonomy has been considered by subordinates as impacting the team
effectiveness. Indeed, they pointed out that autonomy can drive to more creativity for
team members. It can lead them to think “out of the box” which might impact positively

the team performance.

“When you can do your work freely it can bring creativity. You can do the task
multiple ways and just decide yourself what is the best, the most effective.”

Subordinate 3

“With autonomy employees can work in their own way which can lead to better

results at the end.” Subordinate 2

“When there is autonomy, there is more flexibility, more creativity and less

pressure. All of these can lead to better performance.” Subordinate 4

Although the subordinates found autonomy positive for the team performance, some
pointed out a limit. They mentioned that receiving too much autonomy can be
counterproductive since it can lead to confusion for team members. Therefore, two

subordinates mentioned that autonomy should be done within a frame.
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“There should be some rules and guidance and at the same time room to do it [the

work] your own way.” Subordinate 3

“Receiving too much autonomy can be a pitfall. If there is too much autonomy
employees are going to be like “lost sheep”. There still need to be a frame through

instructions and mentoring.” Subordinate 2

The leader’s point of view on the effectiveness of autonomy on the virtual team
effectiveness differs from the subordinates' one. The 4 leaders interviewed did not find
that autonomy can positively impact team performance. For them, it is not an important
aspect that leaders need to particularly focus on in order to have a good team
effectiveness. Two leaders added that in remote work, per se, there is more autonomy,
thus, team members need to be able to cope with it. For leaders, autonomy has been
seen as something that they have to handle with the context but not something that
they need to give more. They also explained that for some individuals it can be more
difficult to deal with this new autonomy. Therefore, team leaders still need to give a
frame to guide team members. This coincides with the subordinate's requirement for a

frame in this new environment seen above.

6.2.4 Assuring coaching and training

Coaching and training has been considered as significant for the virtual team
effectiveness by both leaders and subordinates. Some subordinates pointed out that
remote work creates new challenges such as with technology that can negatively impact
team performance. Indeed, although technology offers a lot of benefits, its use also
creates complexity especially where different types of technologies are utilized.
Subordinates explained that coaching and training can tackle this challenge, thus,
maintaining a good team effectiveness. In addition, one follower explained that
coaching and training can positively impact subordinates’ personal development, thus,

can provide them with higher satisfaction.
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“It is very important in virtual settings as in this context we use a lot of technology
and there are not so many people familiar with that. That’s why coaching and
training is good as you can learn how to improve and that will definitely improve

team performance.” Subordinate 2

“Coaching or training is harder to do in remote work. However, it should not be
forgotten since employees might need it even more in this new environment.”

Subordinate 4

Leaders agreed with the subordinates that coaching and training can help dealing with
the new challenges created by the shift to co-located teams to virtual teams. Indeed,

some also mentioned the challenge linked to the use of technology.

“For colleagues who have never worked remotely, it can be harder to do their tasks,
or to deal with the technology. If they are left aside it can really impact the
performance of the team. That’s why coaching them and teaching them new things

are important to do as a team leader.” Leader 2

One of the leaders added that keeping the same way of working as before the shift to
remote work can directly impact the team efficiency. The interviewee argued that in
order to help the team members to adapt, coaching and training sessions are one of the

best tools.

“Keeping the same working habits as before the crisis can lead to a decrease in the
team performance. That’s why coaching and training sessions are mandatory in
this new context in order to give some of the best practices to work efficiently in a

100% remote work.” Leader 3

Although coaching and training have been identified as significant for the virtual team
effectiveness, subordinates explained that leaders need to ensure it but do not need to

carry it out by themselves. Indeed, several subordinates argued that the role of the
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leader is to ensure that team members have coaching or training sessions, but the leader
does not need to be always the one to do it. It can be some other team members which

can positively impact the team cohesion as one subordinate mentioned.

“For me it does not need to be only a manager role to give coaching or teaching
some other team members can have it also as long as the manager makes sure

that the needed teaching or coaching is available.” Subordinate 1

“The leader needs to ensure it [coaching and training] but does not need to do it

personally.” Subordinate 5

“Coaching can be done though 1 or 1 meeting or informal team meeting which can

be good for team spirit and better interaction.” Subordinate 2

6.3 Transactional leadership style

In this section different elements of the transactional style are discussed with the goal
to understand if these aspects impact the efficiency of a virtual team. As in the previous

section, this is considered by using subordinates’ and leaders' point of view.

6.3.1 Providing recognition and reward

Recognition and rewards elements were identified, by all interviewee’s leaders and
subordinates, as really important for the team efficiency in a remote context. Some
interviewees explained that it is important as it is influencing the team motivation and

satisfaction which are the factors impacting team performance.

“Receiving recognition and rewards is very important in virtual settings. Giving real
recognition or rewards can improve team satisfaction, motivation, and employee’s

well-being so it is good for the overall team performance as these factors have an
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impact on it. If the manager doesn't recognize the work, as an employee, | will feel
unsatisfied and feel that | have been used which will affect my work in the team.”

Subordinate 2

In addition, the recognition and rewards aspects can also compensate for the lack of
informal interactions due to the virtual context. Indeed, as one interviewee explained,
at the office when the employee did a good job, the manager can give recognition to the
employee in an informal interaction such as at the coffee machine. However, in a virtual
context everything needs to be explicit and more official since there is not informal
interaction per se. Some interviewees also emphasized that in the uncertainty caused
by the COVID-19 outbreak, it is even more important to receive recognition from the

team leader to stay motivated.

“In virtual settings it is even more important as you don’t really have informal
interactions so receiving official recognition or rewards show that the managers

still care about us.” Subordinate 3

Furthermore, some interviewees stated that the recognition and rewards aspects are
important as it is influencing the future teamwork. This means that receiving recognition
and rewards does not only give motivation in the instantaneous moment but also in the

long run for the team members.

“It is extremely important because of the continuous work afterwards. With
rewards and recognition, it helps to move forwards with the next task. We know
that we did a good job and that we should continue. It gives motivation and

satisfaction as individuals but also as a team.” Subordinate 1

“Recognition and rewards give other ways to support the team. It is guiding the

team in order to continue their good work in the future.” Leader 4
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6.3.2 Establishing clear expectations

Establishing clear expectations such as objectives and goals for the team has been
identified as an important element for the interviewees. The team leaders explained
that during remote work subordinates tend to lose their bearings especially as the shift
between collocated to virtual team has been unexpected and happened rapidly. Thus,
they emphasized that subordinates need to have a frame to guide them during this
process. Implementing clear communication concerning the objectives of the team is an
important tool for the team performance since it is acting like a framework. A leader
stated that when there are clear goals, it is easier to follow the process, thus, to achieve
these goals.

“It is like a frame guiding the team, employees are less lost despite the context.”

Leader 1

“It is a frame for the company to drive performance of the organization and

people's performance.” Leader 3

“This is important because the team needs to have a common thread to be
supported in this new way of working; by clearly communicating expectations, it

avoids the team to be lost.” Leader 4

In addition, one team leader mentioned that if the goals are not clear, it is harder to
monitor the work performance from a leader and subordinate point of view. This leader
noted that giving clear goals and objectives has an impact on the satisfaction of the
subordinates. Indeed, as explained previously, establishing clear objectives plays the
role of a framework which avoids the team to be lost. Thus, if the team understands the
goals, it will help it to achieve them more easily. Hence, it will impact the team's
satisfaction. Since satisfaction is a factor of team performance, if the team feels

satisfied, it will affect its work performance.
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Overall, the five subordinates agreed with the leader’s point of view. The followers
explained that having clear expectations is important as it is guiding them in their work.
In addition, one of the subordinates interviewed highlighted that establishing clear
objectives is also important in order to not waste time and have misunderstandings.
Indeed, previous research has identified team communication as one of the major
challenges related with virtuality. This challenge can directly impact the team
performance and productivity, thus, implementing explicit goals for the team can tackle

it.

“It can affect the team performance as it is not efficient to ask again online since
it can take time and sometimes you will never receive an answer. So being clear at

the beginning avoids wasting time for employees to ask again.” Subordinate 2

6.3.3 Providing feedback

Feedback has been described as crucial for the team performance by the interviewees
especially the subordinates. Indeed, subordinates explained that feedback can positively
impact productivity since it is helping to take a step back, to get things into perspective
as sometimes as an employee it is hard to notice what is wrong. They also highlighted
that the feedback should be constructive. It should explain what could be improved if
needed. The interviewees also noted that feedback should not only be done when

something is wrong, it can also be positive.

“It is really important to receive feedback, but it should not only be saying “it is
good or bad”. It should be constructive like how we can improve. As an employee
it is hard to measure how you perform so constructive feedback really helps to

improve our performance.” Subordinate 2
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“Feedback is extremely important, but it has to be constructive. It helps to not
make the mistake twice so it can clearly improve the performance of the team. It

also allows you to take a step back and it can give direction.” Subordinate 4

Concerning the leaders, they overall agree with the subordinates’ point of view. One
leader defined feedback as expressing to the subordinates what is working and what
should be improved. Feedback is considered important for leaders as it gives the right
direction to follow for the employees. If the team does not go in the right way, feedback
can guide the subordinates. It can also be used as support for the employees when they
are in the right direction which might increase their motivation. Hence, feedback can

directly impact the team performance.

“You should give real time feedback all the time, not only when there are bad
results. Feedback needs to be given quickly, so you can support or fix what the
subordinates are doing. By doing so, it can clearly impact the team performance.
You can guide the employees to reach the goals, tell them if they are in the right

direction or not.” Leader 1

“Without feedback, people don’t know where they are and if their contribution is

going in the right way.” Leader 4

In addition, one of the leaders interviewed explained that in the remote context
feedback becomes of greater importance even though it is more complex to give it.
Indeed, it is easier to give feedback quickly while working in a co-located team compared
to a virtual team. In a face-to-face team the feedback can be made during informal
interactions, for instance around the coffee machine. The interviewee mentioned that
it is also easier for the subordinates to ask their managers what they think about their
work during these informal interactions. However, the leader underlined that
subordinates need guidance through feedback especially in this new environment. Thus,
the leader should put more effort in giving feedback to the subordinates despite the

situation to keep a good team efficiency.



60

6.3.4 Monitoring of team members

Interviewees were also asked if monitoring is important for the effectiveness of a
remote team. Overall, the interviewees agreed to say that it is significant for the team
efficiency. Three subordinates explained that monitoring is playing a bigger role in
virtual settings. Indeed, in a team it is really important that each member is doing his
job in order to ensure productivity. However, subordinates argued that, in a virtual
environment, leaders are not able to see as easily as in co-located teams what the
subordinates are doing. This can lead to some team members working less than others
which can negatively impact the team productivity. Overall monitoring can bring fairness
which has an impact on the employee’s motivation and team cohesion. One subordinate
also pointed out that if someone needs help to achieve the objectives on time but is
struggling with it. With good monitoring the leader can reallocate the tasks in order to

achieve the team goals.

“It can help the managers to stay fair as he/she can divide the tasks fairly to
everyone and really see what team members are doing. For instance, if someone
is behind in his/her work, the manager can try to understand why and distribute
the tasks to ensure that the objectives will be reached, it can improve team

effectiveness.” Subordinate 3

Two subordinates also highlighted that monitoring can be helpful for feedback and

coaching.

“It is important because managers should know what the team members are

doing to ensure constructive feedback or coaching if needed.” Subordinate 2

“Monitoring can help to ensure coaching when subordinates need it.” Subordinate

1
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In addition, 4 out of 5 subordinates noted that monitoring has some limits. They
explained that the team leader should not be over present and too controlling. In this
case, they will feel too much pressure that can become counterproductive. This might
impact their satisfaction and motivation which are factors of the team effectiveness. To
avoid monitoring to be counterproductive by giving pressure to the subordinates, one

leader mentioned the importance of being transparent to the team about the process.

For all the leaders interviewed monitoring has been considered significant for the team
performance in a virtual environment. Some leaders highlighted that the monitoring
should not only be done for the team but also individually to determine the work
contribution of each team member. They also pointed out that it can affect the team
efficiency since if one team member did not do the work correctly or if there were some

misunderstandings in the team the leader can right away adjust it.

“It is important to monitor to ensure that team members are doing what they are

supposed to be doing especially in remote settings.” Leader 2

“With monitoring | can check directly in the system what my employees are doing
and if the things that need to be done are done. If it is not, | can right away ask the

team why and fix it with them. So, it is really important for the team performance.”

Leader 3

6.3.5 Assigning clear roles and responsibilities

Eight out of nine interviewees explained that having clear roles is significant for the
virtual team efficiency. Several participants pointed out that, in virtual settings, it is
more important to establish clear roles for the team members compared to co-located
teams. They argued that it can be more complex in remote work to see what work has

already been done or needs to be done due to the lack of communication. Sometimes,
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it can create confusion within the team. The work can be made twice or be forgotten

which can negatively impact the team performance, thus, the team effectiveness.

“It is essential so that the team won’t do the same job twice, double work

unnecessary” Subordinate 1

“It is important so any work that needs to be done will not be put aside or be
forgotten. So, every subordinate knows their own role so that they can focus on
this and that they are not two people doing the same work which will not be
efficient at all. Sometimes people can also start a task without knowing that it was

already done because of the lack of communication in remote working.” Leader 1

Although the participants explained that establishing clear roles is important, they also
mentioned that the job position, per se, should be clear. They added that if the position
is not clear, it is not only the role of the leader to clarify it but also the role of

subordinates to ask for clarifications.

Assigning clear responsibilities has been considered, by all the interviewees, as an
important element for the team performance in a virtual environment. Some leaders
and subordinates pointed out that assigning responsibility to the team members has a
high impact on their motivation. One of the leaders also remarked that this motivation
could tackle the lack of interaction due to the nature of virtual teams, thus, be beneficial

for the team performance.

“It is important to have responsibility as it can improve the motivation of the

employees, thus, improve team effectiveness” Subordinate 2

“Assigning responsibility to the team members helps motivate them and prevents

a slowdown in activity due to the lack of interaction.” Leader 4
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In order to best summarize the sections 6.2 and 6.3, two tables were created. Table 5

discusses the benefits and limits of transformational leadership style on team efficiency,

whereas table 6 examines the benefits and limits of transactional leadership style. If the

cell is blank it means that none of the interviewees mentioned something about this

element.

Table 6

Benefits and limits of transformational leadership style on team efficiency

Elements Benefits on team efficiency according Limits on team efficiency
to: according to:
Leaders Subordinates Leaders Subordinates
Ensuring -Keep motivation -Keep motivation
team -Tackle lack of -Tackle lack of
cohesion social interaction social interaction
-More satisfaction | -More satisfaction
-Less turnover -Less turnover
-Knowledge
sharing
Promoting -Complementary -Complementary -Trust is not -Unfairness
trust role in monitoring | role in monitoring | enough,
-Easier for and team should be a
subordinates to cohesion complement
relate on the -Better to monitoring
objectives communication
Providing -More creativity, -Subordinates | -
bigger thinking “out of need a frame | Counterprodu
autonomy the box” ctive if
-Team receiving too
performance much
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-Still need a
frame
Assuring -Tackle challenges | -Tackle challenges
coaching and | such as with such as with
training technology technology
-Help to adapt to -Personal
virtual teams development can
provide
satisfaction
Table 7

Benefits and limits of transactional leadership style on team efficiency

expectations

the process
-Impact team
satisfaction

misunderstanding
and wasting time
by asking again
-Productivity

Elements Benefits on team efficiency according Limits on team efficiency
to: according to:
Leaders Subordinates Leaders Subordinates
Providing -Support the -Give team
recognition team for their motivation in short
and reward future work and long-run
-Guide the team | -Give team
-Give team satisfaction
satisfaction -Compensate lack
of social
interactions
-Guide the team
Establishing -Guide the team | -Guide the team
clear -Easier to follow | -Avoid

Providing

-Give the right

-Help to take a step
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feedback direction to the back on the work
subordinates -Help for the
-Impact improvement
motivation -Productivity

Monitoring of | -Impact team -Fairness which -

team members | performance impact positively Counterprodu
-Real time team motivation ctive if the
adjusting if and cohesion leader is too
encounter -Helpful for controlling
problems feedback and

coaching

Assigning clear
roles and
responsibilities

-Avoid confusion
in the team
-Impact on
motivation

-Avoid confusion in
the team

-Impact on team
performance
-Impact on
motivation
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7 Discussion

This thesis studies how to effectively lead previously co-located teams that became
virtual during crisis times. More specifically, it looks at the below two research

questions:

1) How does the shift between co-located to virtual teams impact the leadership styles
used?
2) Which leadership style is the most efficient in this new situation? Is this leadership

style viewed differently by the manager and subordinate?

This chapter discusses these two research questions based on the findings while also

reflecting on the existing literature.

7.1 The impact of the shift to virtual teams on leadership style

The findings of the study are in line with the existing literature on the topic (see e.g.
Hoch & Kozlowski, 2014; Malhotra et al., 2007) as they indicate that the swift between
co-located to virtual teams impact the leadership style used. Indeed, three out of five
subordinates and all four leaders have seen an impact in the leadership style used after
the shift from co-located teams to virtual teams. Subordinates explained that their
leaders emphasized communication, informal interactions, team cohesion, feedback,
and transparency. Whereas the leaders discussed that they highlighted communication,
informal interactions, monitoring (through formal meetings), team spirit (through
informal meetings) and feedback. All these aspects can be associated with virtual teams’
characteristics and challenges such as communication challenges or lack of social
interactions. Team leaders tried to tackle these challenges by adapting their leadership
style accordingly. This connects to the leadership theory. According to Hoch and
Kozlowski (2014), the exercise of virtual leadership has been seen as different compared

to the traditional leadership practiced face-to-face. Indeed, the virtual teams’
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characteristics create new challenges. Virtual leaders have to adapt to the requirements
of virtual settings and find new tools to manage these challenges. Thus, in order to tackle
these challenges, team leaders are adapting their leadership style by emphasizing new

elements compared to when they were in co-located teams. (Malhotra et al., 2007)

In addition, Zigurs (2003), argued that behaviour in co-located teams cannot be simply
transferred in a virtual context and expect to be successful. This goes along with the
findings since the two subordinates that have not seen any impact on their manager’s
leadership styles have perceived it as negatively affecting the team efficiency. As
mentioned above, the swift to virtual teams come with challenges and if team leaders
do not try to tackle them by changing their way of leading, it can be detrimental to the

team efficiency.

7.2 The most efficient leadership style

This study examined which leadership style is the most effective to lead co-located
teams that became virtual teams. The literature review identified a combination of
transformational and transactional leadership as being the most efficient during these
special times. Indeed, previous research discusses that leaders can be both
transformational and transactional and suggests that the most effective leaders use
both leadership styles (O’Shea et al., 2009; Avolio et al., 1999). In other words, these
studies discuss that the elements composing transformational leadership style such as
trust, team cohesion, autonomy or coaching can be seen as complementary to the
elements of transactional leadership style. The findings are aligned with the literature
review. Indeed, participants highlighted that team cohesion is crucial for team
effectiveness during crises such as the COVID-19 pandemic. Similarly, ensuring coaching
and training has been considered as significant to adapt to this new virtual environment.
However, transformational style might not be enough to maintain team efficiency after
the swift to virtual teams. This new environment can generate confusion, thus,

Interviewees called for more guidance and framework, skills that transactional leaders
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excel at. Indeed, transactional leaders are task cohesion oriented meaning that they
focus on communicating expectations, providing feedback, monitoring and establishing
clear roles for each team member. These elements provide a clear framework as well as

guidance for the team.

In addition, in previous research, transactional leadership has been associated with
higher output performance and productivity, while transformational leadership is
associated with greater satisfaction and team cohesiveness (Hoyt & Blascovich, 2003).
As team effectiveness can be defined in terms of performance and satisfaction,
combining transformational leadership style with transactional leadership style can
provide higher team effectiveness in a virtual environment (Powell et al., 2004b). The
findings of this study are quite consistent with the literature review. Indeed, the
interviewees linked some elements of the transformational leadership style such as
team cohesion and assuring coaching and training to higher satisfaction and motivation.
Participants also associated transactional leadership style with greater performance and
productivity such as with establishing clear expectations, providing feedback,

monitoring of team members, and assigning clear roles and responsibilities.

Although the literature review distinguishes transformational and transactional
leadership styles through satisfaction and performance, the findings are less distinct.
Indeed, the theory did not associate transactional leadership style with higher
satisfaction, however, the participants did. They pointed out that providing recognition
and rewards as well as establishing clear expectations can positively impact team
members' satisfaction. Similarly, interviewees discussed that providing autonomy and
team cohesion, elements related to transformational style, can also provide a greater
team performance. Although the findings are less distinct, the results remain the same.
A combination of both leadership styles can be positive since team effectiveness can be

defined in terms of satisfaction and performance.
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Furthermore, the findings of this study are showing that leaders and followers overall
agree on the leadership style that should be used in this new context as well as the
elements impacting team effectiveness. Indeed, for most of the features, both groups
agreed that they are beneficial for the team effectiveness. However, one element shows
some discrepancies. Providing bigger autonomy has been seen as beneficial for the team
efficiency according to subordinates. However, leaders did not point out any benefits of
giving bigger autonomy to followers. Despite this disagreement, the same limits of

providing bigger autonomy has been identified from leaders and followers.

As the COVID-19 pandemicis global, it is also interesting to take these findings in a more
international context and to analyse if the results differ according to the leaders’ or
subordinates’ country. Two out of two French subordinates indicated that they did not
see any impact on their manager leadership during the swift to virtual teams whereas
the three Finnish subordinates pointed out an impact. This difference can be linked to
the fact that the two Finnish leaders already worked remotely before, therefore,
understood, and learned the need of adapting their leadership styles. The French

leaders never worked in a virtual team before.

Concerning the leadership style, per se, Finnish leaders tend to emphasize more
transformational style by highlighting the importance of team cohesion and assuring
coaching and training. Whereas French leaders are more task-oriented and tend to lead
more towards transactional style as they emphasised monitoring and providing
recognition and rewards as well as establishing clear expectations. Cultural differences
can explain this contrast. Indeed, according to Hofstede Insights (2021), the French
culture is characterized by a high-Power Distance and Masculinity. This leads to highly
hierarchical and bureaucratic organizational structures. The decision-making process is
very centralized which can often drive to inflexibility and lower possibilities for
subordinates to make decisions on their own. Therefore, leaders tend to have a
transactional leadership style as this style gives more guidance and less autonomy

compared to transformational style.
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On the contrary, Finnish culture shows extremely low Power Distances and very low
Masculinity scores (Hofstede Insights, 2021). This results in a management style that is
very decentralized and democratic. This culture can be reflected in the transformational
leadership as this style emphasizes teamwork and giving autonomy to the subordinates
meaning that the power is not only top-down, but it is more spread within the team.
Although there are some differences in the leadership style used between cultures with
the leaders, it is less distinct with the subordinates. Indeed, neither Finnish nor French
subordinates highlighted one style more than the other. Both groups of subordinates
agreed that elements of transformational and transactional leadership style are

important for virtual teams.
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8 Conclusions

The final chapter of the thesis discusses the theoretical contributions and managerial
implications of the study. Finally, as a concluding remark the limitations of the study are

discussed and suggestions for future research presented.

8.1 Theoretical contributions

This study contributes to filling the gap on efficient leadership for previously co-located
teams that become virtual during crisis times. The findings of the thesis provide support
to the existing literature that adapting leadership style is required to maintain team
efficiency. The underlying reasons that influence this relationship are also examined.
The findings indicate that virtual teams’ characteristics as well as their challenges are
the main reasons that required an adaptation of the leadership style. Furthermore, this
study contributes to the existing research on what is the most efficient leadership style
for virtual teams. This study discusses that leaders can be both transformational and
transactional and suggests that the most effective leaders use both leadership styles.
This supports the argument already established in the existing literature. Moreover, the
thesis presents similarities and differences in the leaders’ and followers’ perception of

what is the most efficient leadership behavioural style in this new context.

8.2 Managerial implications

The study suggests that leadership can positively impact virtual team efficiency, thus it
is a relevant topic to consider regarding how to maintain team efficiency when co-
located teams become virtual during times of crisis. Leadership can also provide team
members with a lower level of anxiety, increased motivation, and bring a sense of
belonging. However, leading in a virtual environment has been pointed out as difficult

by leaders. This can indicate that organizations should educate their leaders in order to
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tackle the challenges linked to virtual leadership since it might not be the last time they

engage in virtual teams.

In addition, the thesis suggests that adapting leadership style is a requirement while
shifting from co-located to virtual teams. Since it is not possible yet to tell when the
COVID-19 pandemic will be over and the fact that additional crises can arise just as
suddenly, this study could help managers to know why and how to adapt their

leadership style in order to keep an effective team.

Furthermore, this study discusses the most efficient leadership style to be used during
this unprecedented time. Instead of using solely transformational or transactional
leadership style, a mix of both seems to be the most effective. Managers can benefit
from this insight to maintain or even improve the efficiency of co-located teams that

became virtual due to crisis.

8.3 Limitations and future research

As in research in general, there are certain limitations to the study. Although certain
definitions to the key concepts of the research were provided, it is unlikely that the
perceptions of these definitions were the same for every participant. For instance, the
perception of team efficiency in terms of satisfaction and performance might differ
according to the interviewees. Second, considering the length and time limit of this
research, some related topics and theories had to be excluded from the scope of the
study. Thus, the study provides limited insight on virtual leadership. Third, as mentioned
earlier in the methodology, the data consists of nine interviews, which represent only a
narrow overview of the topic. The participants were chosen from diverse industries and
they hold various positions, but the interviewees are only from two countries, France,
and Finland, and belong to the personal network of the researcher. Thus, the

generalisability of the findings is very limited.
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The limitations, however, provide some opportunities for further research. This study is
considering only two European countries. Therefore, it would be interesting to study
what impact various cultural orientations would have on these results. Conducting a
similar study within a single company while interviewing people in similar positions
would also be interesting, as that would allow a closer inspection on the impact of
personal characteristics. In addition, when the crisis is over, and teams can return to
business as usual, it would be interesting to explore if managers are changing their
leadership style back to what it was before the crisis or if some advantages were
identified by adapting their leadership style for virtual teams. This study examines the
efficiency of a combination of transformational and transactional leadership style for co-
located teams that became virtual during crisis times. However, there are other
leadership styles such as laissez-faire, democratic, or supportive. Thus, it could be

interesting to further study these leadership styles in the context of the COVID-19 crisis.

Another aspect that emerged during the interviews is the well-being of employees.
During crisis times such as with the COVID-19 pandemic, employees are more likely to
encounter stress due to the switch to virtual teams as well as with the increase of
uncertainty. Some interviewees pointed out that leadership can reduce this stress and
improve their overall well-being. However, the concept of stress, well-being, and
leadership for virtual teams during times of crisis has yet not been explored. Researchers
already agreed that stress can negatively affect the team efficiency whereas well-being
can improve it positively. Thus, it could be interesting to study the effect of leadership
on the stress and well-being for co-located teams that become virtual during times of

crisis.



74

References

Abdalla, H.G. (2010). The influence of transformational and transactional leadership on
employee performance and organizational commitment - A case study in the UAE

public sector [Doctoral dissertation, The British University in Dubai].

Ale Ebrahim, N., Ahmed, S., Taha, Z. (2009). Virtual Teams: A Literature Review.
Australian Journal of Basic and Applied Sciences, 3 (3), 2653-2669.

Alsharo, M., Gregg, D., Ramirez, R. (2017). Virtual team effectiveness: the role of
knowledge sharing and trust. Information and Management, 54(4), 479-490.
https://doi.org/10.1016/j.im.2016.10.005

Alvesson, M., Blom, M. & Sveningsson, S. (2017). Reflexive leadership: organising in an

imperfect world. SAGE Publications.

Anderson, M. H., & Sun, P. Y. (2015). Reviewing Leadership styles: Overlaps and the need
for a new “full-range” theory. International Journal of Management Reviews, 19,

76-96. https://doi.org/10.1111/ijmr.12082

Antonakis, J., Avolio, B., & Sivasubramaniam, S. (2003). Context and leadership: an
examination of the nine-factor full-range leadership theory using the multifactor

leadership questionnaire. The Leadership Quarterly, 14, 261-295.

Avolio, B.J., & Bass, B.M. (1995). Individual consideration viewed at multiple levels of
analysis: A multi-level framework for examining the diffusion of transformational
leadership. Leadership Quarterly, 6(2), 199-218. https://doi.org/10.1016/1048-
9843(95)90035-7

Avolio, B. J,, Bass, B. M. & Jung, D. I. (1999) Re-examining the components of

transformational and transactional leadership: Using the multifactor leadership


https://doi.org/10.1016/j.im.2016.10.005
https://doi.org/10.1111/ijmr.12082

75

questionnaire, Journal of Occupational and Organizational Psychology, 72(4),

441-462. https://doi.org/10.1348/096317999166789

Bal, J., & Teo, P.K. (2001). Implementing virtual teamworking. Part 2: a literature review
of best practice. Logistics Information Management, 14(3), 208-222.
https://doi.org/10.1108/09576050110390248

Barriball, L.k., & While, A. (1994). Collecting data using a semi-structured interview: a

discussion paper. Journal of Advanced Nursing, 19(1), 328-335.

Bass, B.M. (1960). Leadership, psychology and organizational behaviour. Harper.

Bass, B.M., & Avolio, B.J. (1990), Developing Transformational Leadership: 1992 and
Beyond. Journal of European Industrial Training, 14(5).

https://doi.org/10.1108/03090599010135122

Bass, B.M., Avolio, B.J., Jung, D.l. and Berson, Y. (2003). Predicting unit performance by
assessing transformational and transactional leadership. Journal of Applied

Psychology, 88(2), 207-218. https://doi.org/10.1037/0021-9010.88.2.207

Bell, B.S., & Kozlowski, S.W.J. (2002). A typology of virtual teams: Implications for
effective leadership. Group & Organization Management, 27(1), 14-49.
https://doi.org/10.1177/1059601102027001003

Berry, G. (2011) Enhancing Effectiveness on Virtual Teams Understanding Why
Traditional Team Skills Are Insufficient. Journal of Business Communication,

48(2), 186-206. https://doi.org/10.1177/0021943610397270

Bogler, R., Caspi, A., & Roccas, S. (2013). Transformational and Passive Leadership: An

Initial Investigation of University Instructors as Leaders in a Virtual Learning


https://doi.org/10.1348/096317999166789
https://doi.org/10.1108/09576050110390248
https://doi.org/10.1177/1059601102027001003
https://doi.org/10.1177/0021943610397270

76

Environment. Educational Management Administration & Leadership, 41(3),

372-392. https://doi.org/10.1177/1741143212474805

Burke, C.S., Stagl, K.C., Klein, C., Goodwin, G.F., Salas, E. and Halpin, S.M. (2006). What

type of leadership behaviors are functional in teams? A meta-analysis. The
Leadership Quarterly, 17(3), 288-307.
https://doi.org/10.1016/j.leaqua.2006.02.007

Burns, J. M. (1978). Leadership. The Free Press.

Buvik, M.P., & Tvedt, S.D. (2016). The impact of commitment and climate strength on

Byrd,

the relationship between trust and performance in cross-functional project
teams: A moderated mediation analysis. Team Performance Management,

22(3/4), 114-138. https://doi.org/10.1177/875697281704800202

L. (2019). Virtual Action Learning for Virtual Leadership Development.

Performance Improvement, 58(8-9), 20—-25.

Cascio, W.F. and Shurygailo, S. (2008), E-leadership and virtual teams, IEEE Engineering

Management Review, 31(1), 79-79 https://doi.org/10.1109/EMR.2008.4490142.

Cheng, A. (2008). Communication and conflict in virtual teams (Publication No0.3307548)

[Doctoral dissertation, Capella University]. ProQuest Dissertations & Theses

Global.

Crisp, C.B., & Jarvenpas, S.L. (2013). Swift trust in global virtual teams: trusting beliefs

and normative actions. Journal of Personnel Psychology, 12(1), 45-56.

https://doi.org/10.1027/1866-5888/a000075



https://doi.org/10.1177/875697281704800202
https://doi.org/10.1027/1866-5888/a000075

77

De Jong, S.B., & Bruch, H. (2013). The importance of a homogeneous transformational
leadership climate for organizational performance. International Journal of

Leadership Studies, 8(1), 61-78.

Dennis, A., Fuller, R., & Valacich, J. (2008). Media, tasks, and communication processes:

A theory of media synchronicity. MIS Quarterly, 32 (3), 575-600.

Doody, O., & Bailey, M.E. (2016). Setting a research question, aim and objective. Nurse
Researcher. 23 (4), 19-23.

Driskell, J.E., Radtke, P.H., & Salas, E. 2003. Virtual teams: Effects of technological
mediation on team performance. Group Dynamics: Theory, Research, and

Practice, 7(4), 297-323. https://doi.org/10.1037/1089-2699.7.4.297

Duarte, D.L. & Snyder, N.T. (2006). Mastering virtual teams: strategies, tools and

techniques that succeed. (3. ed.), Jossey-Bass.

Dulebohn, J.H., & Hoch, J.E. (2017). Virtual teams in organizations. Human Resource
Management Review, 27(4), 569-574.
https://doi.org/10.1016/j.hrmr.2016.12.004

O’Shea, P.G,, Foti, R.J., Hauenstein, N.M., & Bycio, P. (2009). Are the Best Leaders Both
Transformational and Transactional? A Pattern-oriented Analysis. Leadership,

5(2), 237-259. https://doi.org/10.1177/1742715009102937

Eurofound (2020, May 11). Work, teleworking and COVID-19.

https://www.eurofound.europa.eu/data/covid-19/working-teleworking


https://doi.org/10.1037/1089-2699.7.4.297
https://doi.org/10.1016/j.hrmr.2016.12.004

78

Eurostat (2020, April 24). How wusual is it to work from home?

https://ec.europa.eu/eurostat/en/web/products-eurostat-news/-/DDN-

20200424-1

Fisher, K., & Fisher, M.D (2001). The Distance Manager: A Hands-On Guide to Managing

Off-Site Employees and Virtual Teams, McGrawHill.

Fransen, J., Kirschner, P.A., & Erkens, G. (2011). Mediating team effectiveness in the
context of collaborative learning: The importance of team and task awareness.
Computers in Human Behavior, 27(3), 1103-1113.
https://doi.org/10.1016/j.chb.2010.05.017

Gibson, C.B., & Cohen, S.G. (Eds.). (2003). Virtual teams that work: Creating conditions

for virtual team effectiveness, Jossey-Bass.

Gibson, C.B., & Gibbs, J.L. (2006). Unpacking the Concept of Virtuality: The Effects of
Geographic Dispersion, Electronic Dependence, Dynamic Structure, and National
Diversity on Team Innovation. Administrative Science Quarterly, 51(3), 451-495.

https://doi.org/10.2189/asqu.51.3.451

Gregoire, M.B., & Arendt, S.W. (2014). Leadership: Reflections over the past 100 years.
Journal of the Academy of Nutrition and  Dietetics, 114.
http://dx.doi.org/10.1016/j.jand.2014.02.023

Griffin, R.W., & Pustay, M.W. (2005). International Business- A Managerial Perspective

(4th ed.). Pearson Prentice Hall.

Gross, R. (2018). Connecting the Links Between Leadership Styles and Virtual Team
Effectiveness. Journal of Enterprising Culture, 26 (2), 185-205.
https://doi.org/10.1142/50218495818500073


https://ec.europa.eu/eurostat/en/web/products-eurostat-news/-/DDN-20200424-1
https://ec.europa.eu/eurostat/en/web/products-eurostat-news/-/DDN-20200424-1
https://doi.org/10.1016/j.chb.2010.05.017
https://doi.org/10.2189/asqu.51.3.451
http://dx.doi.org/10.1016/j.jand.2014.02.023

79

Hambley, L., O’Neill, T., & Kline, T. (2007) Virtual team leadership: The effects of
leadership style and communication medium on team interaction styles and
outcomes. Organizational Behavior and Human Decision Processes, 103(1), 1-

20. https://doi.org/10.1016/j.0bhdp.2006.09.004

Hassan, A., & Ahmed, F. (2011). Authentic leadership, trust and work engagement.

International Journal of Human and Social Sciences, 6(3), 164-170.

Herbsleb, J.D., & Mockus, A. (2003). An empirical study of speed and communication in
globally distributed software development. IEEE Transactions on Software

Engineering, 29(6), 481-494. https://doi.org/10.1145/1810295.1810301

Hunsaker, P.L., & Hunsaker, J.S. (2008). Virtual teams: a leader's guide. Team
Performance Management, 14(%), 86-101.
https://doi.org/10.1108/13527590810860221

Hoch, J.E. & Kozlowski, S.W. (2014). Leading virtual teams: Hierarchical leadership,
structural supports, and shared team leadership. Journal of applied psychology,

99(3), 390. https://doi.org/10.1037/a0030264

Hofstede Insights. (2021). Country comparison, Finland-France. https://www.hofstede-

insights.com/country-comparison/finland,france/

Hoyt, C. L., & Blascovich, J. (2003). Transformational and transactional leadership in
virtual and physical environments. Small Group Research, 34(6), 678-715.
https://doi.org/10.1177/1046496403257527

Hyman-Shurland, Y. (2016). The Merits of Trust in Transformational Leadership

[Doctoral dissertation, Walden University].


https://doi.org/10.1016/j.obhdp.2006.09.004
https://doi.org/10.1145/1810295.1810301
https://doi.org/10.1037/a0030264
https://doi.org/10.1177/1046496403257527

80

https://scholarworks.waldenu.edu/cgi/viewcontent.cgi?article=3551&context=

dissertations

Jenster, N.P. and Steiler, D. (2011), ‘Turning up the volume’ in inter-personal leadership:
motivating and building cohesive global virtual teams during times of economic
crisis, Mobley, W.H., Li, M. and Wang, Y. (Ed.) Advances in Global Leadership
(Advances in Global Leadership, Vol. 6), Emerald Group Publishing Limited,
Bingley, 267-297. https://doi-org.proxy.uwasa.fi/10.1108/51535-

1203(2011)0000006014

Johns, H.E.,, & Moser, H.R. (1989). From trait to transformation: the evolution of

leadership theories. Education, 110(1), 115-122.

Johnson, P., Heimann, V., & O’Neill, K. (2001). The “wonderland” of virtual teams.
Journal of Workplace Learning, 13(1), 24-30.
https://doi.org/10.1108/13665620110364745

Jones, R., Oyung, R., & Pace, L. (2005). Working Virtually: Challenges of Virtual Teams.
CyberTech Publishing.

Katz, D., Maccoby, N., Gurin, G., & Floor, L.G. (1951). Productivity, supervision and
morale among railroad workers. Institute for Social Research, University of

Michigan

Kaul, V., Shah, V.H., & El-Serag, H. (2020). Leadership During Crisis: Lessons and
Applications from the COVID-19 Pandemic. Gastroenterology, 17(7), 809-812.
https://doi.org/10.1053/j.gastro.2020.04.076

King, A.S. (1990). Evolution of leadership theory. Vikalpa: The Journal of Decision
Makers, 15(2), 43-54.


https://doi-org.proxy.uwasa.fi/10.1108/S1535-1203(2011)0000006014
https://doi-org.proxy.uwasa.fi/10.1108/S1535-1203(2011)0000006014
https://doi.org/10.1053/j.gastro.2020.04.076

81

Kirkman, B.L., Rosen, B., Gibson, C.B., Tesluk, P.E., & McPherson, S. (2002). Five
challenges to virtual team success: Lessons from Sabre, Inc. Academy of
Management Perspectives, 16(3), 67-79.
https://doi.org/10.5465/ame.2002.8540322

Kirkman, B.L.,, & Mathieu, J.E. (2005). The dimensions and antecedents of team
virtuality. Journal of Management, 31 (5), 700-718.
https://doi.org/10.1177/0149206305279113

Kirkpatrick, S. A., & Locke, E. A. (1991). Leadership: do traits matter? The Executive, 5(2),
48-60. https://doi.org/10.5465/ame.1991.4274679

Krumm, S., Terwiel, K., & Hertel, G. (2013). Challenges in norm formation and adherence.
Journal of Personnel Psychology, 12 (1) , 33-44. https://doi.org/10.1027/1866-
5888/a000077

Lipnack, J., & Stamps, J. (2000). Virtual Teams: People Working Across Boundaries
with Technology. (2nd ed.). John Wiley & Sons, Inc.

Lurey, J.S., & Raisinghani, M.S. (2001). An empirical study of best practices in virtual
teams. Information & Management, 38(8), 523-544,
https://doi.org/10.1016/S0378-7206(01)00074-X

Malakyan, P.G. (2014). Followership in leadership studies. Journal of Leadership Studies,
7(4), 6-22. https://doi.org/10.1002/jls.21306

Malhotra, A., Majchrzak, A. & Rosen, B. (2007). Leading Virtual Teams. Academy of
Management Perspectives, 21(1), 60-70.
https://doi.org/10.5465/amp.2007.24286164



https://doi.org/10.5465/ame.2002.8540322
https://doi.org/10.1177/0149206305279113
https://doi.org/10.1002/jls.21306
https://doi.org/10.5465/amp.2007.24286164

82

Marlow, S.L., Lacerenza, C.N., & Salas, E. (2017). Communication in virtual teams: a
conceptual framework and research agenda. Human Resource Management

Review, 27(4), 575-589. https://doi.org/10.1016/j.hrmr.2016.12.005

Maylor, H., & Blackmon, K. (2005) Researching Business and Management, Palgrave

MacMiillan.

Meuser, J., Gardner, W., Dinh, J., Hu, J., Liden, R., & Lord, R. (2016). A Network Analysis
of Leadership Theory: The Infancy of Integration. Journal of Management, 42(5),
1374-1403. https://doi.org/10.1177/0149206316647099

Middlehurst, R. (2008). Not enough science or not enough learning? Exploring the gaps
between leadership theory and practice. Higher Education Quarterly, 62(4), 322-
339. https://doi.org/10.1111/j.1468-2273.2008.00397.x

Morgan, L., Paucar-Caceres, A. & Wright, G. (2014). Leading Effective Global Virtual
Teams: The Consequences of Methods of Communication. Systemic Practice and

Action Research, 27(6), 607-624. https://doi.org/10.1007/s11213-014-9315-2

Morgeson, F. P. (2005) The external leadership of self-managing teams: intervening in
the context of novel and disruptive events. Journal of Applied Psychology, 90 (3),
497-508. https://doi.org/10.1037/0021-9010.90.3.497

Morrison-smith, S., & Ruiz, J. (2020). Challenges and barriers in virtual teams: a literature

review. SN Applied Sciences, 2(6). https://doi.org/10.1007/s42452-020-2801-5

Nawaz, Z. A., & Khan, A. (2016). Leadership theories and styles: A literature review.

Journal of Resources Development and Management, 16, 1-7.


https://doi.org/10.1016/j.hrmr.2016.12.005
https://doi.org/10.1177/0149206316647099
https://doi.org/10.1111/j.1468-2273.2008.00397.x
https://doi.org/10.1007/s11213-014-9315-2
https://doi.org/10.1007/s42452-020-2801-5

83

Neufeld, D., Wan, J.,, & Fang, Z. (2010). Remote Leadership, Communication
Effectiveness and Leader Performance. Group Decision and Negotiation, 19(3),

227-246. https://doi.org/10.1007/s10726-008-9142-x

Newstrom, J.W., & Davis, K. (1993). Organizational Behavior: Human Behavior at Work.

(9th ed.). McGraw-Hill.

Northouse, P.G. (2013). Leadership: theory and practice. (6th ed.). SAGE Publications.

Nydegger, R., & Nudegger, L. (2010). Challenges in managing virtual teams. Journal of
Business & Economics Research, 8(3), 68-82.

https://doi.org/10.19030/jber.v8i3.690

O'Leary, M.B., & Cummings, J.N. (2007). The spatial, temporal, and configurational
characteristics of geographic dispersion in teams. MIS Quarterly, 31(3), 433—-452
https://doi.org/10.1177/1059601102027001003.

Pauleen, D.J., & Yoong, P. (2001). Relationship Building and the Use of ICT in Boundary-
Crossing Virtual Teams. Journal of Information Technology, 16(4), 205-220.
https://doi.org/10.1080/02683960110100391

Pawirosumarto, S., Sarjana, P.K. and Gunawan, R. (2017), "The effect of work
environment, leadership style, and organizational culture towards job
satisfaction and its implication towards employee performance in Parador Hotels
and Resorts, Indonesia", International Journal of Law and Management, Vol. 59
No. 6, pp. 1337-1358. https://doi-org.proxy.uwasa.fi/10.1108/IJLMA-10-2016-
0085

Powell, A., Piccoli, G., & lves, B. (2004). Virtual Teams: A Review of Current Literature

and Directions for Future Research. The Database for Advances in Information


https://doi.org/10.1007/s10726-008-9142-x
https://doi.org/10.1177/1059601102027001003
https://doi.org/10.1080/02683960110100391

84

Systems, 35(1), 6-36.

Powell, G., Powell, A., & Ives, B. (2004b). Virtual teams: team control structure, work

processes, and team effectiveness. Information Technology & People, 17(4), 359-

379. https://doi.org/10.1108/09593840410570258

Ronay, R., & Vugt, M.V. (2014). The evolutionary psychology of leadership: Theory,
review, and roadmap. Organizational Psychology Review, 4(1), 74-95.

https://doi.org/10.1177/2041386613493635

Salas, E., Sims, D. E., & Burke, C. S. (2005) Is there a “Big Five” in teamwork? Small Group
Research, 36 (5), 555-599. https://doi.org/10.1177/1046496405277134

Saunders, M., Lewis, P., & Thornhill, A. (2009) Research methods for business students

(5 th ed). Pearson education Limited.

Savolainen, T. (2013). Trust Building in e-Leadership — Important Skill for Technology-
Mediated Management in the 21st Century. International Conference on
Management, Leadership & Governance. Kidmore End: Academic Conferences

International Limited.

Schlenkrich, L., & Upfold, C. (2009). A Guideline for Virtual Team Managers: the Key to
Effective Social Interaction and Communication. The Electronic Journal

Information Systems Evaluation, 12(1), 109 118.

Stogdill, R.M., & Coons, A.E. (Eds.). (1957). Leader behavior: Its description and
measurement. Bureau of Business Research, College of Commerce and

Administration, Ohio State University.


https://doi.org/10.1108/09593840410570258
https://doi.org/10.1177/1059601102027001003
https://doi.org/10.1177/1046496405277134

85

Trivedi, A., & Desai, J. (2012). A Review of Literature on E-Leadership. SSRN Electronic
Journal. http://dx.doi.org/10.2139/ssrn.2172577

Uhl-Bien, M., Riggio, R.E., Lowe, K.B., & Carsten, M.K. (2014). Followership theory: A
review and research agenda. Leadership Quarterly, 25(1), 83-104.
https://doi.org/10.1016/j.leaqua.2013.11.007

Watkins, M.D. (2013). What Is Organizational Culture? And Why Should We Care?
Harvard Business Review. https://hbr.org/2013/05/what-is-organizational-

culture

Yukl, G. (2012). Effective leadership behavior: What we know and what questions need
more attention. Academy of Management Perspectives, 26, 66-85.

https://doi.org/10.5465/amp.2012.0088

Zigurs, I. (2003). Leadership in virtual teams: Oxymoron or opportunity? Organizational

Dynamics, 31 (4), 339-351. https://doi.org/10.1016/S0090-2616(02)00132-8



http://dx.doi.org/10.2139/ssrn.2172577
https://doi.org/10.1016/j.leaqua.2013.11.007
https://doi.org/10.1016/S0090-2616(02)00132-8

86

Appendices

Appendix 1. Interview guide for Supervisor

¢ Are you ok with the interview being recorded?

¢ What is your position?

¢ Do you have any previous experience with virtual teams?

¢ What types of challenges have you experienced during remote working?

¢ What type of technology do you use to interact with other team members?

¢ How did you manage your team before working remotely? On what aspects you were
focusing the most in order to have effective teamwork? How is it now, did it change?
Are you focusing on different elements?

eAccording to you, what are the most dangerous pitfalls for a virtual team
leader/manager and what are the common mistakes to avoid?

¢ According to you, what are the things that a virtual team manager/ leader needs to do

differently when managing virtual teams compared to face-to-face teams?

Transactional style:

*To what extent do you think that it is important, for the team performance, to give
recognition or rewards to subordinates when they meet their goals in a virtual setting?
And why?

*To what extent do you think that it is important, to clearly communicate expectations
(objectives, goals) to team members in order to ensure team effectiveness? And why?
*To what extent do you think that it is important, for the team performance, to give
feedback to subordinates while working remotely? And why?

*To what extent do you think that it is important to monitor what team members are
doing in order to ensure team effectiveness? And why?

*To what extent do you think that it is important to give clear roles and responsibilities

in order to have effective virtual teamwork? And why?



87

Transformational style:

*To what extent do you think that it is important to keep a team cohesion/spirit despite
the situation in order to ensure team effectiveness? And why?

*To what extent do you think that it is important to maintain a high level of trust
between team members in order to ensure team performance? And why?

*To what extent do you think that it is important, for the team performance, to give
bigger autonomy to your subordinates while working remotely? And why?

eAccording to you, to what extent is it important for the team performance, to coach

and teach subordinates in a virtual setting? And why?

Appendix 2. Interview guide for Subordinate

¢ Are you ok with the interview being recorded?

¢ What is your position?

¢ Do you have any previous experience with virtual teams?

¢ What types of challenges have you experienced during remote working?

¢ What type of technology do you use to interact with other team members?

eHow was the way your superior manages his/her team before working remotely? How
is it now, did it change?

*Do you think that your superior could have changed his way of managing his/her team
differently? According to you, on what aspects your superior should focus the most in
order to have effective virtual teamwork?

¢ According to you, what are the most dangerous pitfalls for a virtual team leader and
what are the common mistakes to avoid?

eAccording to you, what are the things that a virtual team manager/ leader needs to do

differently when managing virtual teams compared to face-to-face teams?
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Transactional style:

*To what extent do you think that it is important, for the team performance, to receive
recognition or rewards from your manager when you meet the goals in a virtual setting?
And why?

*To what extent do you think that it is important that your manager clearly
communicate his/her expectations (objectives, goals) to the team members in order to
ensure team effectiveness? And why?

*To what extent do you think that it is important, for the team performance, to receive
feedback from your manager while working remotely? And why?

*To what extent do you think that it is important that your manager monitor what the
team members are doing in order to ensure team effectiveness? And why?

eTo what extent do you think that it is important to receive clear roles and
responsibilities from your manager in order to have effective virtual teamwork? And

why?

Transformational style:

*To what extent is it important that your manager ensure a team cohesion/spirit despite
the situation in order to ensure team effectiveness? And why?

*To what extent do you think it is important that your manager ensure a high level of
trust between team members in order to ensure team performance? And why?

*To what extent do you think it is important, for the team performance, to receive bigger
autonomy from your manager while working remotely? And why?

eAccording to you, to what extent is it important for the team performance, to receive

coaching and training from your manager in a virtual setting? And why?



