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Example of low engagement in a 
virtual meeting…

What do you guys think about that idea?
[Silence]
Well I guess you all agree then?
[Silence]
I’ll take that as a yes.



Cultural 
diversity – A 
good or a bad 
thing?

While some challenges exists: 
• Misinterpretations of messages

• Lack of shared understanding (e.g. on logics of other 
nationalities and meanings of messages)

• Additional challenges for leadership 

ØCross-cultural workforce can also lead to more 
creativity and innovation due to a wider pool 
of perspectives.

(Connaughton & Shuffler, 2007)
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CULTURE: An iceberg 
metaphor



Universal Human Needs

Cultural Traditions
Cultural Norms
Cultural Values
Cultural Beliefs
Symbols
Meanings

Language and Verbal Symbols
Nonverbal Symbols

Artefacts
(e.g. architecture, rituals, 

dress codes, etc.)

CULTURE: An iceberg metaphor

We can see
and hear

We cannot
see; 
these are
hidden

(Ting-Toomey, 1999, Browaeys & Price, 2008)

”Sea level”

collisions



Sender

Cultural Frame

Receiver

Cultural Frame Cultural Frame

Cultural Frame

Prejudice
Ethnocentrism
Inexperience

Misinterpretations
Language Issues



Culture may differ
along multiple
dimensions

Short vs Long-term orientation

Power distance

Masculinity
Uncertainty avoidance 

Individualism vs collectivism



Cultural dimensions: USA, Finland, China
Relative positions of countries on scale 1-100

http://www.geert-hofstede.com
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Individualism

”Oh, I did not realize that the meeting was 3 am your time”

”I am working from 9am to 6pm and could meet after 7 pm 
during weekdays ” (No mention of EDT, not realizing that 7pm is 
during some members’ night) 



Case study: 
Shared leadership 
in Global virtual 
teams

Shared leadership = 

• Simple put: Shared leadership is 
leadership by more than one person

• Sharing power and influence among 
a set of individuals with the 
objective is to lead one another to 
the achievement of organizational 
goals (Pearce & Conger, 2003) 

• I studied 10 GVTs, with members in 
Europe, Asia and U.S.



High power distance

“the team leader should always plan 
the task, suggest who to do it and 
how it should be done”
(Member, Korea) 

Low power distance

"Even though Annika is my supervisor, 
I can still go and ask, hey could you do 
this for me... Although she is in a 
supervisor position, we are still pretty 
much in the same boat." (Member, 
Finland) 

What happen when these 
members part of the 
same global virtual team?

Case study: power distance related to leadership expectations



High power distance

“the team leader should always plan 
the task, suggest who to do it and 
how it should be done”
(Member, Korea) 

Adaptation can 
take place!

Approximately 
half of the 
members high in 
power distance 
adapted towards 
shared leadership 
norms (low power 
distance practices)

What happend to 
the other half? 
Why did they not 
adapt? 



POWER DISTANCE 
(national culture) - Not what 
hindered shared leadership! 

External leaders maintaining 
local norms over global norms
hindered adaption

àReliance on team internal 
leadership key in virtual teams!

“He [local administrative 
supervisor] is in control of all 
my work … He is over us, so 
he tells me ‘you have to do 

this within this week, within 
tomorrow this.’ Yes it’s like 

this that we are working. So 
he is a very powerful person 
on my work.” (Korean team 

member)“the more 
there is 

someone 
that guide us 
the better” 



Self-organized 
organizations 
without formal 
leader roles



The Lewis Model  - A more business oriented model



© 1998, 2012 Richard D Lewis 



What’s your cultural type? 

• Familiarize with these web based tools from business 
practice to understand your cultural backgrounds! 
• http://www.businessinsider.com/the-lewis-model-2013-9
• https://www.hofstede-insights.com/product/compare-countries/

Write down your reflections in chat:
• Does any of the models represent your own culture (more) 

accurately? Why / Why not?
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Who are you?
• Do you feel like all the

others in your own
nationality?

• Have you got any
influences from
another culture?

• Any exposure to 
culturally pluralistic
settings also triggers a 
process of 
acculturation (Crisp & 
Turner, 2011)



Virtual team members
are exposed to multiple
cultures
• Home, Distant, Global
• May hold multiple

identities
• Global identity = a sense

of belongingness to 
mankind in a global
community that
transcends national
boundaries and cultural
divisions. (Erez & Gati, 2004)
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Cultural differences matters –
Cultural intelligence is a key skill



Cultural Intelligence - four dimensions

Cognitive
knowledge and nuances
that can be learned from a book or personal 
experiences about a culture.

Metacognitive 
awareness during intercultural interactions, 
reflection on intercultural experiences,
active challenging of cultural assumptions, and 
regulation and adjustment when interacting with 
those from other cultures

The motivational 
incorporates intrinsic willingness, drive, and 
enthusiasm to partake in cross-cultural contact and 
perseverance to deal with challenges of cross-
cultural encounters.

The behavioral 
refers to the capability to display appropriate verbal 
and nonverbal actions (e.g., words, tones, gestures) 
in different cultural contexts. 

CQ = A person's capability to adapt as s/he interacts with others from different 
cultural regions

Additional reading



Thank you!
Questions?


