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Abstract

The emergence of virtual teams isn’ t accidental, its rapid de-
velopment is to meet the needs of economic globalization. At the
same time, the advanced information and communications technology
is providing the backbone for the rise and development of this new
organizational form. Because virtual teams can meet the demands of
globalization (the main four signs are the global consumer, the glob-
al corporations, the global jobs, knowledge as a global product),
cooperation between organizations, and effectively distributing re-
sources, it has attracted the attention of academic circles and busi-
ness circles in China now. Some businesses in China have tried to
form virtual teams, but without guidance to form, organize and op-
erate virtual teams due to the relative backward of theory. There-
fore, theory researchers make deeply and systemic study on form-
ing, organizing and operating virtual teams is urgently needed in or-
der to guide the practice. Furthermore, virtual teams as a new or-
ganizational form in network economy is a leading issue in the field of
organization theory, so we can never ignore the study on the new
organizational form just from the perspective of developing and com-
pleting theory. As a result, we urgently need to make the theoreti-
cal and empirical study on operating mechanism in virtual teams in
order to enrich organization theory. This is the theoretical sense of
this dissertation.

After China’ s entering the World Trade Organization, the de-
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gree of globalization is more and more deeply. With an increasing in-

tense level of international competition, an increasing change pace of
market, an increasing complexity, uncertainty and diversity, a
business wants to do like what Jack Welch had said:  “The key
which ensures organization to succeed in the future is looking for the
suitable person to solve the most important problems, no matter
which levels or positions he is in the organization, and no matter
where he is in the world.” It is the inevitable choice to form task-
oriented and relation-oriented, gather or disperse freely virtual
teams. Because virtual teams is a new thing and people are extreme-
ly short of experience on how to improve the effectiveness of virtual
teams under present circumstances, we need to make study on oper-
ating mechanism in virtual teams. This is the practical sense of this
dissertation. This can help us form virtual teams successfully, im-
prove the effectiveness and enhance the competitiveness of the whole
organization in order to success in the intense international competi-
tion.

The research on this dissertation follows “why to form virtual
teams—how to form and organize virtual teams—how to operate and
manage virtual teams” the total thinking. There are three parts in
this dissertation——Theory, Organization and Operation.

“Theory” ——Section One, includes four chapters. Its main
purpose is to construct a comparatively complete theoretical frame-
work from the perspective of Management, Economy and Social
Psychology in order to fully explain the emergence causes and the na-
ture of virtual teams. Finally, it draws a frame chart to illustrate
the contribution of all kinds of theories to virtual teams. The first

chapter points out that the emergence of virtual teams isn’ t acciden-



bt

tal, its rapid development is to meet the needs of economic globaliza-

tion. At the same time, the advanced information and communica-
tions technology is providing the backbone for the rise and develop-
ment of this new organizational form. Then it deeply discusses the
outline of teams and virtual teams and makes the comparison and the
analysis in order that people can more deeply comprehend the new
organization form than ever. The second chapter maker in-depth
analysis to the theoretical basis that virtual teams emerge from the
perspective of Social Cooperation System Theory, Decision Theory,
Organization Structure Theory, People-oriented Theory, ILearning
Organization. The third chapter makes in-depth analysis to the theo-
retical basis that virtual teams emerge from the perspective of Trans-
action Costs Theory, Game Theory, The Logic of Collective Action.
The fourth chapter makes in-depth analysis to the theoretical basis
that virtual teams emerge from the perspective of Group Dynamics
Theory, Fair Theory, Social Identification and Social Representation
Theory.

“Organization” ——Section Two, includes five chapters. Its
main puropose is to discuss some important issues on organizational
design, organizational components ( people, purpose, technology )
and organizational size in the process of forming and organizing virtu-
al teams. It points out that a virtual team is a open system which is
composed of people, purpose and technology and a virtual team is a
group of people who work interdependently with a shared purpose
using technology. These three factors interact and form a integrated
organization system. If we ignore any one of these three factors, the
whole system will tend to breakdown. While I make study on theo-

ry, | also make study on practice by survey and interview in order to
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verify, revise or complement the conclusions which I have made. Fi-

nally, I summarize the key aspects in the process of forming and or-
ganizing virtual teams. The fifth chapter puts forward that the orga-
nization structure of virtual teams has greatly changed as compared
with the organization structure of traditional teams. So when we de-
sign the structure of virtual teams, we should improve traditional
mental models, break the outmoded customs, follow the goal-orient-
ed and task-oriented “strategy— structure— process— responsibility”
design thinking. Every virtual team must complete seven steps in or-
der to achieve their results. These includes: creating a team identi-
ty, setting up strategic purposes, developing at team charter and a
operating process, identifying teamn members, building team mem-
bership, choosing the appropriate media and holding a team-ocrienta-
tion meeting. There is no one “right” size for virtual teams. Size de-
pends on making balance between the effectiveness of virtual teams
and the whole organization. The sixth chapter advances that virtual
teams have fundamentally changed as compared with traditional
teams, so we design the recruiting process and the selection proce-
dure in virtual teams based on the comprehension to employees, role
design and the demands on employees’ quality and capability. The
seventh chapter proposes that purposes support and launch the whole
operating process as to virtual teams characterized by purpose-depen-
dence, role-dependence and result-dependence. So we think purposes
are the sources of vitality and energy in virtual teams. Virtual teams
are fit for carrying out Management by Objectives (MBO). The
purpose of virtual teams is a organic system composed of vision, mis-
sion, goal, task and result. Its natural flow follows the “goal-task-

result” universal pattern of work. There are three kinds of relation-
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cooperative, independent or com-

ship among people and goals
petitive. It is the best path for us to realize shared purpose by coop-
erating with others in order to improve the effectiveness of virtual
teams and the whole organization. The eighth chapter puts forward
that the rapid advances in information and communications technolo-
gy is not only the cause of forming virtual teams, but promoting the
development of virtual teams. So I discuss the classification, charac-
teristics, using tips and communicating process of information and
communications technology used by virtual teams, from which I
draw a conclusion that the characteristics of technology and the na-
ture of task are the key factors 1o affect selecting and using technolo-
gy in virtual teams. And I have verified the correction of this conclu-
sion through empirical study. The ninth chapter points out that a
virtual team’s life cycle is the process of fulfilling tasks and maintain-
ing relationships. The focus is different at the different stages of a
virtual team’s life cycle, so we should master the sense of propriety
while taking measures.

“Operation” ——Section Three, includes six chapters. Its
main purpose is to discuss the important problems (such as leading,
motivating, trusting, training, managing across cultures, perfor-
mance appraisal and so on) people may face in the operating process
of virtual teams. These problems are universal but urgently in order
to make sure the operating process in virtual teams normally. While
I make study on theory, I also make study on practice by survey and
interview in order to verify, revise or complement the conclusions
which 1 have made. Finally, I sum up several key aspects on how to
improve the effectiveness of virtual teams under present circum-

stances. The tenth chapter advances that virtual team leaders need to
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possess some special competencies in addition to traditional team
competencies that ensure identifying some signs of dis-function at the
each stage of virtual teams and carrying out proper leading strategies
from the perspective of purpose, people, technology, trust, culture,
motivation, communication, learning and so on. The eleventh chap-
ter provides several motivating factors and strategies and designs re-
ward system based on job competency for virtual teams members.
The twelfth chapter makes in-depth analysis and discussion to the
sources of trust, the trust-building factors, the trust-building mea-
sures, the trust-building process in virtual teams and gives advice on
how leaders should build and maintain trust through formal organiza-
tion structure ( tough circumstances) and informal organization cul-
ture (soft circumstances). The thirteenth chapter poses the training
plan and the key aspects of E-training for virtual tearns members and
introduces creatively that learning virtual teams is the final aim to the
training and development in virtual teams. The fourteenth chapter
analyses how culture difference can affect virtual teams and the cul-
ture in virtual teams from the perspective of national, organizational
and functional culture. Then it puts forward that virtual teams
should adopt the strategy of using culture difference. The fifteenth
chapter points out that we should make the performance appraisal in
virtual teams from two levels. One level is total level, and the other
level is individual level. The performance appraisal on total level
should be made by Balanced Scorecard and the performance appraisal
on individual level should be made by 360-degree feedback system.
Furthermore, we design the actual process and set up the index sys-
tem on the performance appaisal of virtual tearmns. In the summary of

this section, | propose that if virtual teams can appropriately deal



RN

with the important problems (such as leading, motivating, trusting,

training, managing across cultures, performance appraisal and so
on), it will promote the effectiveness of virtual teams and organiza-
tions. Bit if virtual teams can’ t realize these problems and can’t cope
with them effectively and timely under limited circumstances, they
are of no value. Finally, I sum up several key aspects on how to im-
prove the effectiveness of virtual teams under present circumstances.

This dissertation makes good combinations between theoretical
research method and empirical research method to verify the correc-
tion of the following five hypotheses. Firstly, the successful applica-
tion of virtual teams can improve the effectiveness of organization.
Secondly, the emergence of virtual teams is closely related to global-
ization, information and communications technology, environmental
complexity, competitive fierceness and organizational openness.
Thirdly, the life cycle of virtual teams is closely related to the task
cycle, and virtual teams tends to task-oriented and relation-oriented.
Fourthly, the employee composition of virtual teams is closely related
to the social relation network of the organization. Lastly, the selec-
tion and usage of information and communications technology is
closely related to the characteristics of information and communica-
tions technology and the nature of the task, it will help improve the
effectiveness of organization.

The innovation point of this dissertation is summed up as fol-
lows: Firstly, even though domestic and foreign experts and re-
searchers have done a large number of work on studying the operat-
ing mechanism in virtual teams at the present times, it is at the stage
of experience study and hasn’t formed a systemic theory. So I con-

struct a comparatively complete theoretical framework from the per-
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spective of Management, Economy and Social Psychology in order to
fully explain the emergence causes and the nature of virtual teams.
To some degree, it fills the vacancy that domestic and foreign ex-
perts and researchers make systemic study on the operating mecha-
nism in virtual teams. Secondly, I put forward when we design the
structure of virtual teams, we should improve traditional mental
models, break the outmoded customs, follow the goal-oriented and
task-oriented “strategy— structure— process— responsibility” design
thinking. This kind of design enriches the organization theory.
Thirdly, I point out that we design the recruiting process and the se-
lection procedure in virtual teams based on the comprehension to em-
ployees, role design and the demands on employees’ quality and ca-
pability. This provides a practical procedure and method for improv-
ing the effectiveness of human resource management in virtual
teams. Fourthly, we should make the perfromance appraisal in vir-
tual teams from two levels. One level is total level, and the other
level is individual level. The performance appraisal on total level
should be made by Balanced Scorecard and the performance appraisal
on individual level should be made by 360-degree feedback system.
We design the actual process and set up the index system on the per-
formance appraisal of virtual teams that provide useful tools for mak-
ing the performance appraisal in virtual teams. Lastly, I sum up sev-
eral key aspects on how to improve the effectiveness of virtual teams
under present circumstances based on making empirical study on
forming, organizing and operating virtual teamns in China. To some

degree, it is creative.






