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Preface

The world economy has become increasingly globalized, and this new reality in turn, has had a significant
impact on economies all over the world, especially on management perspectives in the traditional industrial econo-
mies. To gain a competitive advantage, companies are reassessing traditional management theories and practices.
In China, following entry into WTO and further steps in the transition to a market economy, more and more en-
terprises are engaging in international business and taking an active part in global competition. In these circum-
stances it is particularly important to examine multinational enterprise management theories and practices and ex-
plore how Chinese enterprises can improve management skills through management reform and innovation in order
to realize the transition from “Made in China” to “Created in China. ”

The Sixth International Symposium on Multinational Business Management: Enterprise Management in a
Transitional Economy is convened in this dynamic environment. The Symposium is held at Nanjing University on
June 6—7, 2008, More than 200 specialists, scholars, entrepreneurs, CEOs and government officials from China
and abroad attend the conference. Among them are more than 40 international scholars and CEQOs, who come
mainly from China, the United States, Japan, the United Kingdom, France, Germany, Portugal, the Nether-
lands, Italy, Ireland, Belgium, Sweden, Australia, New Zealand, and Singapore. Dr. Shuming Zhao, Professor
and Dean of the School of Business, Nanjing University, serves as Chairman of the Conference.

The Symposium covers twelve major areas; strategic management, human resource management and devel-
opment, marketing, entrepreneur and entrepreneurship, international management, organizational development
and change, production and operations management, logistics and e-commerce, corporate finance and accounting,
banking, finance and insurance, technology and innovation management and cross-cultural management. We re-
ceived more than 120 papers and 73 papers were accepted after careful and anonymous peer review organized by
the committee.

Many people are involved in the conference and have contributed to make it successful. Without their efforts
and full support, I do not think that we would be able to hold the conference. 1 would like to express my gratitude
to the Department of Management Science of the National Natural Science Foundation of China and the people's
Government of Jiangsu Province who always give us generous support for research and holding international con-
ferences. I would also like to thank the School of Business, Auckland University of Techn.ology, New Zealand;
Peter F. Drucker and Masatoshi Ito Graduate School of Management, Claremont Graduate University, USA;
Johnson Graduate School of Management, Cornell University, USA; Center for International Studies and College
of Business, University of Missouri-St. Louis, USA; Seton Hill University, USA; Faculty of Economics and
Business, University of Sydney, Australia, and Maastricht School of Management, the Netherlands for co-spon-
soring the conference. I would like to thank Daqo Group; Huaxia Bank — Nanjing Branch; Nanjing Municipal
Communications Construction & Investment Holding (Group) Co. , Ltd. ; Nanjing RichIgland Information Tech-
nology Co, , Ltd. ; Nanjing University EMBA Association; Nantong Ganglian Textile Corporation, Ltd. , Jiangsu
Lianfa Group;Jiangsu Bote New Materials Co. , Ltd. ; Shanghai Sunivo Supply Chain Management Co. , Ltd. ;
Shenzhen Airlines Corporation, Ltd. , and Training Magazine for their support.

I would also like to thank the internationally renowned professors in economics and management who find
time in their extremely busy schedules to come to participate in our conference and make keynote speeches. These
include Dr. James Mirrlees, the 1996 Nobel Prize Laureate in Economics and Professor of Oxford University, the
United Kingdom; Dr. Ira Jackson, Professor of Claremont Graduate University, U. S, A. ; Dr. Michael Hitt,
Professor of Texas A&M University, U.S. A. ; Dr. Jack Schuster, Professor of Claremont Graduatge Universi-
ty, U.S. A, ; Professor Ming Huang of Cornell University, U. S. A. ; Dr. Malcolm Warner, Professor of Cam-
bridge University, the United Kingdom; Dr. Leif Edvinsson, Professor of Lund University, Sweden, and so on.

I would also like to thank the specialists and scholars for their careful review of submissions, following a

rather tough schedule. They are Betty Coffey, Dr. Lloyd G. Gibson, Dr. Joel Glassman, Dr. John Hulpke, Dr,
I



Aidan Kelly, Dr. Thomas Lange, Dr. Lihua Chen, Dr. Dejun Cheng, Dr. Liangding Jia, Dr. Chunyan Jiang,
Dr. Hu Li, Dr. Chunlin Liu, Dr. Hong Liu, Dr. Jing Long, Dr. Jisheng Peng, Dr. Lifang Shi, Dr. Wenbing
Su, Dr. Quansheng Wang, Dr. Yonggui Wang, Dr. Xiaolin Xu, Dr. Dongtao Yang, Dr. Zhong Yang, Dr. Xiao
Zhang, and Dr. Zhengtang Zhang. -

I would like to thank many faculty, staff and my Ph. D. candidates and other graduate students from the
School of Business, Nanjing University for their hard work, day and night, to put this conference together. They
designed the conference announcement, arranged for reviewing and editing the papers, organized the conference
logistics, etc. They are: Zhihong Chen, Wanwen Dai, Yiren Dong, Pengcheng DU, Yongli Guo, Chunyan
Jiang, Xiaorong Li, Chunlin Liu, Hong Liu, Jisheng Peng, Shanshan Qiu, Jingshu Shen, Xiangnan Tac, Wenyu
Wang, Xiang Wang, Xin Wen, Guoquan Wu, Changsheng Xie, Qin Xu, Dongtao Yang, Wenhong Zhang,
Jiyuan Zhang, Wei Zhang, Ziyuan Zhang, Dongmei Zhan, and Lulu Zhou. It would be impossible to hold this
conference without their contribution.

I would very much like to thank Professor Keming Wu, Associate Professor Ning He, Lecturer Wensheng
Xu, and Yan Wang, who provide high-quality service for translating conference materials and simultaneous inter-
pretation for conference keynote speeches. '

I would like to thank all the paper contributors and participants to this conference. Without their active par-
ticipation, there would not be such a symposium,

Finally, from bottom of my heart, I would like to thank Mr. Jian Zuo, President of Nanjing University
Press; Mr. Hao Hu, Deputy Chief Editor of Nanjing University Press, Mr. Jidong Huang, Director of Social
Science Department of Nanjing University Press, and Ms. Feiyan Geng, Editor of Nanjing University Press for
all their efforts for publishing this conference proceedings. At the same time, I would also like to thank National
“985 Project” of China for supporting the publication of this proceedings.

Shuming ZHAO, Ph. D.
Conference Chair of the Sixth International Symposium on
Multinational Business Management
and
Professor and Dean, School of Business
Nanjing University, China
May 8, 2008 at Central University, Taiwan, China
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The Dynamic Model of Virtual Team Learning®.
A Multi-case Study

Ningyu TANG',Zhongming WANG? ,Bangcheng LIU?

1 Antai College of Economics and Management, Shanghai Jiaotong University,China®

2  College of Management, Zhejiang University, China

3 School of International and Public Affairs, Shanghai Jiao Tong University,China

Abstract: Using in-depth multi-case study, the paper aims to study the process and characteristics of virtual

team learning. It puts forward a three-dimension learning model and a process model of virtual team learning
which are supported by the case study. It then integrates these two models into a three-dimension dynamic model
of virtual team learning. At last, the paper discusses some other factors that will influence the effectiveness of
virtual team learning.

Key Words: Virtual Team Learning, Dynamic Model, Multi-case Study

Increasing development of science and technology has brought dramatic changes into organizations (Alavi &
Gallupe, 2003). Currently, it is becoming more and more popular to use teams in organizations( Jarvenpaa &
Leidner,1999). The application of team approach has resulted in the improvement of organization productivity,
which has incarnated much more speedy decision-making, innovation and flexibility ( Hackman & Morris, 1975).
Accompanying with the development of technology, a new type of team—virtual team started to boom in organi-
zations. Learning and working in virtual teams have become popular in many companies and educational institu-
tions (Roebuck, 1998).

The researches on virtual team started in 1990s, and it has become one of the focuses in team research area
as well as practice area( Wang & Tang,2006). Previous literature indicated that, leadership, communication and
trust in virtual team were the key factors to determine team productivity. After mid 1990s, more empirical stud-
ies have been done in this field, however, few researches have taken virtual team learning into consideration
(Martins, Gilson & Maynard, 2004). At the same time, advanced inforfnation and communication technology has
been regarded more and more as an innovative way to enhance learning experience (Tang & Yan, 2004; Marsick
&. Dechant,1997). This study uses in-depth case method to study the learning process of several virtual teams, It
tries to answer following questions: How is the process of virtual team learning? What are some of the character-

istics of virtual team learning?

1. Research Framework

1.1 Characteristics of Virtual Team Learning

Leidner and others (Leidner & Jarvenpaa,1995)classified learning models from learning, knowledge, control
of the learning environment and the reality of context and suggested that there existed different leaning theories
from different perspectives, such as objectivism, cognitive information process, constructive collaboration and so-
cial-culture model. Each model has its own assumptions, and the benefit of application of information technology
can be supported from multiple theories(Marks, Mathieu & Zaccaro,2001). Some others argued that behavior-
ism, cognitive science and humanism are theories that can support learning via internet most (Yang,2003). Based
on the existing theories, we propose a virtual team learning model for this study. (See figure 1) Virtual team

learning can bedllustrated from change, control of environment and creation of knowledge. Change means the re-

@® This study is sponsored by Shanghai Foundation for Philosophy and Social Science (01BJY003) and Shanghai Educational Committee
Foundation for Young Scholar (2004 —2005).

@ Please contact Tang Ningyu (nytang@sjtu, edu. cn) if there are any questions regarding this paper.



sult of the learning. According to cognitive psychology. people change their cognitive model through learning,
while in the eyes of behaviorism, people learn how to behave and get new experience through learning. We sug-
gest that virtual team learning achieve both of them. In virtual team learning, participants’ cognitive structure
will be reorganized, at the same time, their behavior will be changed. The second dimension, control of environ-

ment, is the extent to which learners can have the self-control of learning.

Environment

Leamer

Instructor

Change

Figure 1 The Three Dimensions of Virtual Team Learning

There are three different kinds of control, one is controlled by an instructor, the other is by a learner, where
a learner has the autonomy to decide the pace and content of learning. Technology based learning provides much
opportunity for learners to control their learning pace, Team-based learning stands between instructor-controlled
and learner-controlled learning, where team decides the pace of learning through team interactions. The third di-
mension is the creation of knowledge. This dimension varies from passive assimilation of knowledge to active con-
struction and creation of new knowledge. This also reflects that in the process from individual learning to team
learning, knowledge sharing is the key to the creation of new ideas and knowledge. Based on this model, we de-
fine Virtual team learning as “a process to exchange, transform and transfer knowledge and information among
team members across time, space and organizations via technology” (Tang & Wang, 2007). In Virtual team
learning, team members share and create knowledge and control learning process collectively to reach the change

of cognitive model and behavior model, across boundary and under virtual eycle (Tang, Liu & Jiang,2004).
1.2 Process of Virtual Team Learning

Kasl et al. (1997) proposed a team learning model which included fragmented, pooled, synergistic and con-
tinuous learning,

In our study, we think most of virtual team learning is connected to task complementation. Virtual team
learning can be considered as one aspect of team interaction which is a dynamic process, Thus, we take Tuckman
and Jensen’s team process model into our virtual team learning process model ( Tuckman & Jensen,1977). Table

1 shows our model of virtual team learning process.

Table 1 Virtual Team Learning Process

Virtual team process Virtual team learning Key features
. Fragmented Virtual team forms. Individual members study by them-
Forming . . . .
(Individual) selves and keep their own ideas
i Virtual team members have different ideas . Limited com-
Storming Pooled

munications among team members

Vir Virtual team members have set up the goals and norms
Norming Synergistic for the team. Team members share and transfer informa-

tion. New ideas and ways are generated




(Continued)

Virtual team process Virtual team learning Key features
) ) Virtual teams accomplish their goals. Learning continues
Performing Continuous )
with the development of the team

However, not every virtual team will get to the performing period. Some virtual teams fail because of lack of trust

and poor communication. In our study, we will look at teams ending at different stages of development and process.

2. Research Methodology

2.1 Case Study Method

, Case study is the final product of a field oriented study. It implies that case study does a thorough and inte-
grated analysis on an event or phenomena. In recent years, case study method gradually becomes one of the im-
portant research methods in education, management and other social science ( Yin, 1994; Wiesenfeld,
Raghuram&Garud,1999). Yin addressed that case study is particularly useful for “how”and “why” questions.
Furthermore, Merriam (2003) pointed out that case study is helpful for studying the process of certain phenome-
non. Single-case or multi-case study can be used in case study. The shortage of single-case is that the case select-
ed may not be the case expected, thus some scholars suggested to use multi-case to study a complex phenomenon
(Merriam, 2003). Multi-case can be used to estimate similar results or generate comparisons, We use multi-case
method in this study, one is that the study aims to study how virtual team learns and the process of the learning,
the other is that we can compare the results of different virtual teams,

2.2 Samples

From 2002—2003, we studied learning process of 72 virtual teams with 4 —8 team members each, lasting
for about 3— 10 weeks. These teams were cross-organizational and all the team members were managers from
different functions. The teams were asked to finish one or two leaning tasks in weeks. They were required to
communicate via emails and copy to one of the authors. As Yin (1994) suggested, multi-case study usually has 4
—10 cases to replicate and test the result, we selected 4 teams from 72 teams as our samples according to dura-
tion and task complexity as first order criterion and then communication and learning as second order criterion.
This made it possible for us to observe if continuous learning happened with time going and if communication had

. . . !
some effect on virtual team learning.

2.3 Learning Task

The main task for the virtual teams was to find solutions to one live case which came from their own compa-
nies, besides, some teams were required to do some case study before the life case. For the life case, virtual
teams firstly needed to identify the problem after analyzing one of the team member’s companies, and then found
the root cause of the problem followed by the solutions. This problem solving process was quite similar to the real
situation where virtual teams were usually task and goal oriented. Cohen (1994) found that productivity of teams
was low when there existed fixed answers to the problem and high when the teams were required to:solve the
problem from different perspectives and with multiple solutions, This study used an open learning task to encour-
age virtual team learning . The samples of this study were from management training programs and they were
asked to apply theories to practice which also implied a transfer of the knowledge to new settings.

Virtual teams started with a face-to-face meeting where they recommended one member as the team leader
who was asked to take some responsibilities for the process of virtual team learning. Typically, they would meet
once a week again during the process. However, they didn’t have enough time to discuss their tasks when they
met because of the tight schedule and many other assignments.

We got the data through the emails virtual teams copied to one of the authors. From our earlier interviews
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