Sari Anttila

CROSS BORDER TEAMBUILDING IN AN INTERNATIONAL
PROJECT MANAGEMENT ENVIRONMENT

Business & Administration
2013

&
samk d‘

Satakunnan ammattikorkeakoulu
Satakunta University of Applied Sciences



CROSS BORDER TEAMBUILDING IN AN INTERNATIONAL PROJECT
MANAGEMENT ENVIRONMENT

Anttila, Sari

Satakunnan ammattikorkeakoulu
Liiketalouden koulutusohjelma
Toukokuu 2013

Ohjaaja: Kuisma, Pekka
Sivumaara: 43

Liitteita: 2

Asiasanat: virtuaalitiimi, kansainvalisyys, projektinhallinta, kehittdminen

Opinnaytetyon aiheena oli selvittaa ja tutkia kohdeyrityksessa tyoskentelevan projek-
titiimin n&dkemyksia virtuaalisessa tiimissa tydskentelemisesta ja tiimin kehittdmises-
ta. Projektitiimi tydskentelee laajojen, kansainvélisten tuotteistusprojektien kanssa ja
tiimin henkil6t tyoskentelevét padosin Ruotsissa ja Suomessa. Tyossa selvitettiin mi-
ten tyontekijat kokevat kaytettavissa olevat tydvalineet ja niiden kehittdmisen, mah-
dolliset kulttuurierot ja miten virtuaalitiimid voidaan jatkossa kehittaa.

Teoreettisessa o0sassa tutkittiin virtuaalisen toimintaympariston mééritelmig, tunnet-
tuja haasteita niin toiminnassa kuin tiimin perustamisessa, johtajuutta ja miten kult-
tuurierot voivat vaikuttaa johtamiseen ja viestintdan, virtuaalisen tydympaériston tyo-
valineitd, viestin ja tiedon valittamistd, miten luottamus rakennetaan, hiljaisen tiedon
siirtamistd ja minkalaisia ominaisuuksia hajautetussa tiimissa tyoskentelevéltd vaadi-
taan.

Kysely toteutettiin verkkopohjaisella lomakkeella ja lahetettiin 50 projektinhallinta-
tehtdvissé tyoskentelevélle nimetyn yksikon jésenelle. Vastauksia saatiin 25 kappa-
letta. Analysoidut vastaukset esitellaan seké graafisesti etta taulukkoina.

Tutkimuksen perusteella saatiin tietoa niista asioista, joita hajautetussa virtuaalisessa
projektitydssa tyoskentelevat pitavat tarkeind. Kehittdmisen tarpeita nahtiin niin vies-
tinnéssa kuin kaytannon tyovalineissékin.
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In this study the goal was to examine and study target company’s project team mem-
ber’s opinions on working in a virtual team and how to develop the team further. The
team works with large, international productisation projects and work mainly in Fin-
land and Sweden. In this study it was examined how the employees experience the
existing tools and development of tools, the eventual cultural differences and how a
virtual team could be developed in the future.

The theoretical part of the study concentrated on definitions of a virtual environment,
known challenges in the daily operation as well as in the team start up, leadership
and how cultural differences may affect leadership and communication, tools in a
virtual working environment, communication and knowledge sharing, how trust can
be built, how to share the silent information and what kind of characteristics are
needed from a person working cross border.

The questionnaire was executed with a web based form and was sent to 50 project
management professionals in the case company. 25 responses were received. The
analysis of replies will be shown as graphs and tables.

This study provided information on issues that are considered important in a virtual
cross border project work. Need for improvement was seen both in communication
and in everyday tools.
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1 INTRODUCTION

In the thesis, it is examined how to form and lead specialist teams in a cross border
environment and teams especially concentrating on project management. A special
interest will be laid on the challenges and possibilities in such an organisation where
groups, specialists and leaders are located in different countries, working in a virtual
manner. The goal is to study the work in product development projects mainly in the
Finnish and Swedish interface and to examine the experiences in forming, maintain-
ing and leading this kind of way of working. The groups and teams to be reviewed
work in a specialist environment implementing demanding product and process de-

velopment projects.

The organisation in the focus of this thesis has been working virtually for years and
the existing virtual team model is now going towards a more condensed model where
specialists will be located closer to each other in the same country and even on the
same locality. This will be done to strengthen the core competence, to add team spir-
it, to increase the employee commitment to organisation’s goals and to boost contin-
uous learning. The development in the organisation will make common operations

model even easier to adapt and to decrease the growth of costs.

The theme for the thesis was chosen based on the fact that large organisations oper-
ate more and more in an international manner and working productively is not neces-
sarily dependent on the location of the employees. Tools and data networks make it
possible to work in a new way but also set some challenges to the daily duties and
routines. From the organisation’s point of view, one significant factor for optimizing
the virtual tools is the savings in travel costs. When working in a virtual project team,
especially cross border, the importance of video conferences, telephone meetings, e-
mails and other available technologies is considerable. Communication skills and
tools have an extremely important role in the everyday management of a virtual cross

border project team.



1.1 The organization — An internationally acting operator that offers network con-
nections and telecommunications services in seventeen countries

The organisation reviewed in this study is an internationally acting operator that of-
fers network connections and telecommunications services in seventeen countries. In
this thesis, the focus is on studying a strictly defined part of the organisation that op-
erates in three countries (Finland, Sweden and Denmark) and has about 95 employ-

ees, both on specialist and supervisor level.

In this thesis, important themes will be means and skills of communication, how to
utilize the available communication tools, the internal team spirit and trust and also
the understanding of cultural differences. Practical challenges, such as using a com-
mon language and time zones are also to be noticed. Leading oneself is one of the
themes, since independent way of working (due to the job description and geograph-
ical location) requires a controlled working ethics and a controlled way of working.
During the study of this thesis, a closer contemplation will be done of new possibili-
ties — for example how the role of a facilitator could be used in team work and how

competence could be delivered cross border.

Thinking of team work and leading specialist seems to be similar in all kind of or-
ganisations, motivating and supervising is needed in the same way as in any groups
but the graphical challenges and virtual locations do still have their effect on the ac-
tivity. This thesis might be used as an inspirer of fresh angle of thinking in the organ-
isation even though the management is well aware of managing teams and employ-
ees in this kind of work groups. Still, it is sometimes preferred to think on the obvi-
ous. This thesis might therefore interest new leaders as well as more experienced
team professionals and even the employees working in the cross border environment.
The fact that this organisation is now planning actions on replacing split, virtual
teams with a more compact group structure probably tells something of the gained

experiences in this particular part of the company.



1.2 The thesis formulation

The main question in this study is to solve how a virtual, cross border team is work-
ing at the moment in the case organisation and how it could be developed into such a
working environment where location and other themes would not act as a barrier in

the daily work.

Main questions for this thesis are:

e What kind of challenges does an international, virtual team bring to working
in projects

e Development and future of a virtual cross border team

e Strengths, weaknesses, opportunities and threats of a virtual cross border
team

e What prerequisites are needed from a virtual cross border team manager

e What prerequisites are needed from a virtual cross border team member

e How do employees themselves experience a virtual cross border environment

The theory part of the study concentrates on definitions of a virtual environment,
known challenges in the daily operation as well as in the team start up, leadership
and how cultural differences may affect leading and communication, tools in a virtu-
al working environment, communication and knowledge sharing, how trust can be
built, how to share the silent information and what kind of characteristics are needed

from a person working cross border.

The empire of this study concentrates on building a web based questionnaire includ-
ing a comprehensive amount of team related questions and analyzing the responses

from project management professionals in the case organisation.



2 THE WORKING ENVIRONMENT

One of the most significant themes in the reference frame is leadership and man-
agement skills. Since there may not be any daily interaction with all employees in a
cross border, virtual team, the supervisor’s communication knowledge and skills
have a major role. Besides any project management guidelines, the virtual working
environment and virtual tools define the specialist’s prerequisites to work with de-
manding project management activities. In a cross border team, it is vital that both
the supervisor’s and the employee’s personal characteristics match the requirements
that are set to persons working in such an environment. All the employees do have to
understand that some cultural, language and time zone differences may occur and act

based on that knowledge.

Leadership, management Project management
skills guidelines
mmunication knowl ) .
<o unicatio : Rge R Crossborder, virtual team Personal characteristics
and skills
Virtual working environment Cultural, language and time
and virtual tools zone differences

Picture 1. Reference frame

2.1 Definition of a virtual team

Working in a virtual environment can be defined as a work that is supported by elec-
tric communication and shared tools with an option of mobile, distributed, remote
and self-employed manner of working and all distributed work is not mobile, but
mobile co-operation is always distributed (Humala 2007, 8-9). “A virtual team is a
group of people that work separately from each other in order to reach a common
goal by communicating mainly with electronic means of communication” (Humala
2007, 9). However, Gronroos (2003, 173) defines that a virtual organisation is a
combination of individuals or organisations working for a defined entity or a con-
stant activity which is connected to each other by a data network. In this definition it
is emphasized that the group will work in a variant manner.
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2.2 Challenges in a virtual team

Creating effective virtual teams has been harder than expected. A leader has to aban-
don the former ways of leading a team in case they do not work, to question the ex-
isting assumptions and beliefs and to be able to break many of the rules that had been
valid for generations. It requires time, pro-active planning and follow-up for the team
members to understand the team goals and for all team members to feel that they are
actively involved both as individual contributors and team members (Humala 2007,
20-21.)

Building trust is one of the main issues in virtual team world. The emergence of vir-
tual trust differs evidently from the trust that is built in a face to face relationship. It
is usually created little by little, as a constant and consistent process, but it can also
be built quickly. Trust seems to be in context with telling about oneself. (Humala
2007, 54.)

Trust can be based on agreements, where things are done as promised. There are two
levels of promises; to oneself and to others. Acting in a responsible manner also cre-
ates trust, where one has to take responsibility on actions, negative or positive.
Communication is one of the main trust builders and it both expresses attitudes and
will and is related to the way of expression (focus is in the ability of communica-
tion). (Ristikangas 2010, 163-184.)

Cultural, geographical and time differences create challenges to leaders in a work
where they are to provide the employees working structures, to value their perfor-
mance, to inspire and give possibilities to evolve and to make it possible to identify
with the organisation. Commitment can be reached by open communication, under-
standing the factors behind decisions and with personal influencing. People working
in crossborder, virtual teams may not necessarily have a clear picture of their own or
each other’s roles and responsibilities. Team members in distant locations work dif-
ferently and they are not aware of each other’s work processes, job descriptions or

capabilities. (Humala 2007, 23-24.).
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“It would seem from the research that language does have a significant role in com-
munications, by either enabling or hindering communications and causing confusion.
The main issue brought up was the lack of a specific guide and structure to the use of
languages within the organisation and the lack of equality between the four official
languages. In addition the lack of knowing which language to communicate in or
having a shared language caused there to be a lack of sharing within the organisation,
and therefore hindering knowledge communication.” (Lehtovaara 2009.) According
to this, the differences in language skills may cause misinterpretation in the delivered
message. In the organisation that is studied in this thesis, English is the main lan-
guage for communication. The official information is delivered in one common lan-

guage, but still some local information is not translated.

2.3 Creating a virtual team

When creating a new virtual team, there are four phases: starting phase, commitment,
development and maintenance. Starting phase consists of basis for the team or pro-
ject work; defining the team roles and responsibilities, supporting the team culture,
creating a learning plan, making the team presence visible and choosing the right
means for communication. Commitment is a phase where especially communication
IS improved; to communicate often, to use diverse methods for communication, to
secure that team member presence is visible, to agree on active involvement and to
practise methods that support joint learning. The development phase emphasizes the
guidance to learn and support; encouraging the team members to evaluate their ways
of working and creating the prerequisites to be able to work in an effective flow. The
maintenance phase is about securing that the team or the project really identifies
what has been learnt and that it is able to spread it to others. (Humala 2007, 87.)

Asp (2010) states that along with the growth of knowledge work, organisations will
evolve into network-like project organisations. In that case work communities will be
created from organisations vast internal and external network to produce different
projects and tasks according to requirements stated by business operations. Devel-

opment of technology will change the tools in a working environment. The physical
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environment will change partly to a virtual one in which case global virtual (work)

communities are an essential part of daily activities.

3 LEADERSHIP AND ROLES IN A VIRTUAL CROSS BORDER
TEAM

3.1Leading an international team

The leader should be able to deliver communication and support evenly, to react
quickly even not being on site at a moment where decisions and support are needed
and act in such a role that the employees feel that they are treated equally despite of
the location. According to Humala, presence should not be only defined as being
physically present, but also being present is a virtual space, in a network (Humala
2007, 15).

Culture, both the culture of the people and the culture of the organisation, has to be
identified. Culture, in an organisation, is the total sum of all learned and inevitable
negative and positive assumptions (Manka 2006, 139). All organisations have their
own culture and it affects all the employees and the way they think and act. It pro-
vides safety and proactivity in the work (Manka 2006, 141). People working in the
same company, in different countries, each have their own working culture (Humala
2007, 143). One has to know that communication inside the organisation may differ
from the everyday communication outside the company (Humala 2007, 143). Ac-

cording to Humala, both cultural and organisational factors may cause problems.
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Table 1. Cultural and organisational factors causing problems in leadership (Humala
2007, 144)

Cultural factors Team members have different expectations on how a

team works and communicates

Different leadership styles (based on culture)

Smoothness of the commonly used language

Individuals cultural identity and how strong the indi-

vidual follows the norms of one’s own culture

Organisational factors Position of different cultures in an organisation (stereo-

typical conceptions of different cultures)

Geographical location of team members

Similarity or difference of professional cultures (for

instance, engineers and psychologists)

A leader working in a multi-cultural environment does have to pay attention to both
cultural and organisational factors. A leader has to be able to create and maintain
such an environment that promotes co-operation and where common learning is sup-
ported. The most important quality for a leader in a split virtual team is probably an
ability to communicate with people from another culture in such a way that their re-
spect and trust is attained. (Humala 2007, 144-145.)

3.2 Different team roles

According to Meredith Belbin’s team role theory; there are nine different team roles:
plants, resource investigators, monitor evaluators, co-ordinators, implementers, com-
pleter finishers, team workers, shapers and specialists. The success of a team is not
having just some kind of roles working but the key is to have a balance on the roles

(Belbin Associates www-pages).

The case company (referring to the defined group that is observed) consists of differ-
ent specialist; project managers, product development managers and their leaders.

There has not been a study based on Belbin’s team roles.
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Belbin (Belbin Associates www-pages) states that identifying the strengths and
weaknesses of team workers can be used to

e Build productive working relationships

e Select and develop high-performing teams

¢ Raise self-awareness and personal effectiveness

e Build mutual trust and understanding

e Aid recruitment processes.

4 TOOLS IN USE IN A VIRTUAL TEAM

According to Kemppilé (2009)

“At this point all stakeholders are familiar with and comfortably use e-mail and con-
ference calls, which represent the 1+ generation technologies. Therefore, these media
are safe to use and the Communication Manager or Specialist can support their use in
a project by providing basic guidelines and policies in the written format. Instead, as
regards to the so called 2nd generation technologies (e.g. instant messaging, online
discussion boards, Power Point presentations, video tools and online meeting tools),
stakeholders do not seem to be 100% sure about their use. For example, guidelines
on how to use instant messaging correctly were missed among the informants and yet
it was stated that in the case program more instant messaging is used than in the
‘normal’ work organisation. This derives probably from the fact that the base in the

program is far more aggressive than in the ‘normal’ work organisation.”

The case organisation tends to use e-mail as the main means for communication.
Video conferences and telephone conferences are preferred instead of traveling to
other countries or places. Documentation of project material and team instructions is
done in virtual workrooms (Sharepoint) which enable to restrict the audience of the
material. Telephone is a daily tool for employees and a new application, Microsoft
Lync has been introduced and installed. Besides utilizing the computer as a phone,

Lync also makes it possible to share documentation during a meeting without having
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to send it to all participants as an e-mail attachment which decreases the amount of
data storage space needed on e-mail servers.

Gronroos (2003) questions the development of new tools, since only a limited
amount of all the features have been taken use for new terminals and applications.
What is the real amount of features that are needed?

5 COMMUNICATION AND INFORMATION DELIVERY AS A
SUCCESS FACTOR

Good communication can be defined as information that is delivered equally to all
recipients in an easily understandable format. Communication is simply the process
of sharing knowledge (Merilehto, 2010). On the other hand, communication as a

leader’s tool is always influencing, never plain informing (Pitkdnen 2010, 208).

It is a challenge to the leader to perceive the needs of each, different person working
in a crossborder environment, since the physical visibility is not one of the assump-
tions. Still, the leader should be able to fulfill the needs of each individual even
though some of the messages received from the employees are non-verbal. In a virtu-
al environment, a leader has to find ways to motivate people that you do not see on a
daily basis, new ways to express the vision and to create a common working culture
and new ways of thinking how to company looks like and how it should look like
(Humala 2007, 21.) Virtual leadership has been considered as improving the interac-
tion between people, which means that building trust and credibility are included in
the challenges (Humala 2007, 22.) According to Humala (2007, 22-23) an advantage
of a virtual working group or a team is that the geographical factors restrict them less
and therefore they have a greater possibility to gain needed human capital or skills,

knowledge and capacity to deliver challenging projects.

Johari —window gives an access point to communication in a team. Based on self-
assessment the method can be used in many situations, but also in finding out the

communication status in in a team. The outcome will provide the team information
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on the interaction among the team members. Based on the definitions (adjectives)
given by the recipient and by the people working with the recipient, the tool positions
the person or the team in some of the four corners (open, blind, closed and dark). The
group can then make its’ own conclusions on what could be improved to achieve an

environment for open communication and information delivery.

Table 2. Johari —window

Known to self Not known to self
Known to others Open arena Blind
Not known to others Closed Dark

5.1 The silent information needs to be shared

In a geographically split environment, the delivery of the so called silent information
is not easy. It is not always even easy in a group where all team members work in the

same location.

The silent information is hidden in the routines of the work community and the skills
will be improved by developing the routines. It is hard to wrap the silent information
into a verbal format and pass it to colleagues. Silent information will though be easi-
er to forward if the team has a similar cognitive reference frame; the language and a

common experience history with common conceptions. (Manka 2006, 131).

To achieve a constant and equal flow of information delivery, all the parties in the
process needs to be committed and actively involved. Manka (2006, 133) states that
the organisation should be able to provide spaces for interaction with a possibility to

intercourse and collaboration.
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6 EXECUTION OF THE RESEARCH

6.1 The case organisation

The organisation that is observed is a large multi-national company providing “net-
work access and telecommunication services that help people and companies to
communicate in an easy, efficient and environmentally friendly way” and offers ser-
vices in the Nordic and Baltic countries, the emerging markets of Eurasia, including
Russia and Turkey, and in Spain with about 27 000 employees (Case company’s
www-pages). The case study does not cover the whole company but only a strictly

defined group of project specialists located in Finland, Sweden and Denmark.

6.1.1 Organisational changes

Due to needs to cut costs, the organisation has been down-sizing the amount of per-
sonnel and centralizing the employee locations. In October 2012, based on infor-
mation on the interim report provided by the then CEO the goal was to change the
way of business thoroughly by simplifying the way of working. This was estimated
to lead into net savings of two billion crowns during the next couple of years. Seven
percent of the personnel (ie. about 2000 employees) would be affected. (Talous-
sanomat 2012.)

The goal for this thesis is to find out how a virtual, cross border team working within
projects can survive and improve its’ processes, routines and use of personnel. The
first part of the study is performed as a quantitative research with theory sources and
the second part of the study is concentrating on qualitative research where case or-
ganisation’s employees will be asked to respond to a survey with an amount of ques-

tions.

The purpose of the thesis is not only to validate qualities of a good leader or a good
team but also to identify the characteristics of a specialist (employee) that is well fit
for working in a virtual, cross border team. It is interesting to find out which are the

prerequisites that make teams successful despite of the geographical limitations and
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how it will be possible to develop working in such a virtual team. Based on empiric
information received from experienced cross border employees the view on the thesis
may be expanded and to gather theoretical information that support these experienc-

€s.

The way of working has been international for many years in the organisation. To
question and evaluate the existing methods and processes may be left on a theoretical
level without a real interface to practice. Implementing any changes, especially in a

large organisation, may take a long time.

6.2 Questions in the web based questionnaire

A web-based questionnaire will be sent to chosen recipients by e-mail. If needed and
allowed by the recipient, closer questions may be performed based on received an-

SWErs.

Main themes for questions are:

- What kind of challenges does an international, virtual team bring to working
in projects

- Development and future of a virtual cross border team

- Strengths, weaknesses, opportunities and threats of a virtual cross border
team

- What prerequisites are needed from a virtual cross border team manager

- What prerequisites are needed from a virtual cross border team member

- How do employees themselves experience a virtual cross border environment

6.3 Recipients of the questionnaire

The recipients for the questionnaire are employees in the case organisation that are
working in named parts of the company. These employees are all either project man-

agement professionals, product development managers or their leaders.
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The focus is on studying a strictly defined part of the organisation that operates in
three countries (Finland, Sweden and Denmark) and has about 95 employees, both

on specialist and supervisor level.

The target group is split in two countries, in four cities. Colleagues are located both
in Finland and in Sweden and the team supervisor works in Sweden. The team mem-
bers are specialist in project management and used to work independently in their
own projects. The team is part of a bigger group that consists of several teams. The
group is a project organisation where employees are split in teams working with cer-
tain products and services but whenever needed a project specialist can be borrowed
into another team, depending on available resources and knowledge needs. All the
team members are trained and certified project managers with a strong experience on

demanding product development projects.

Danish colleagues are also invited to join the study. They were merged to the organi-
sation quite recently and their views and opinions on working cross border may dif-
fer from the Swedish and Finnish opinions. It is also interesting to see how the loca-
tion of Denmark and their national culture may affect the outcome of the results.

6.4 Methods used in the case study

Main emphasis will be laid on qualitative research, since the background information
of respondents is not important when analyzing the answers. Quantitative research
will be performed as well since some of the questions will deal with issues that can
be analyzed in figures. It is more important to examine the answers to open questions
that will bring out information on personal opinions on the given subject. Qualitative
research will enable to form a comprehensive understanding on challenges and pos-
sibilities of a cross border, virtual team work. The received answers will possibly

have on effect on how the theme will be handled.

Qualitative research method is reasonable choice in cases where the human is pre-

ferred as an instrument for data collection and in cases it is possible that the research
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plan may evolve as the actual research progresses (Hirsjarvi, Remes & Sajavaara
2008, 160).

For the thesis, both Finnish and Swedish team members and team leaders will be in-
terviewed. The interviews will be conducted with an internet questionnaire
(https://elomake.samk.fi/). A closer look at the target group and amount of question-

naires sent will be done together with the team leader.

Collecting the data/information with interviews is justifiable since the theme of re-
search is quite complex and it bases on a subjective view. The interviewee has to
have a possibility to bring out and emphasize his/her own point of view as freely as
possible (Hirsjarvi etc. 2008, 200). Disadvantage may be that in an interview, social-

ly desirable answers can be preferred (Hirsjarvi etc. 2008, 201).

Getting answers can be made easier by giving some thought on setting the questions.
On the other hand, open questions and their answers may provide more valuable in-
formation on the existing situation and possible future development ideas. Ranging
the amount of respondents will affect the final result which demands that it is to be
defined which amount of answers is required for a reliable sample. It is stated that
the interviews can be done without knowledge on the sample since the data is said to
be sufficient when certain items are repeated in the answers (Hirsjarvi etc. 2008,
177). The questionnaires have to be compact and easy to answer. It is important to
form the questions in an unambiguous format. An interview of good quality will pro-

vide an outcome of good quality (Hirsjarvi etc. 2008, 193).

Information on supervisors’ and specialists’ experiences will mainly be gathered
with a help of a web-questionnaire. A certain amount of questions are quantitative
answering on estimates on the existing team model (and will be sorted in relation to
for example the working years of the respondent) and a certain amount of questions
are qualitative, where the respondent’s own opinions on a virtual, international, cross

border team are requested and how the environment could furthermore be developed.

Basic background data will be gathered; such as age group, gender, working experi-

ence and international experience in years in order to achieve a good understanding
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on how for example different backgrounds will affect opinions on working in a cross
border team.

Possible obstacles for getting the needed user response may be that the respondents
do not commit to reply on the questionnaire. There is an organisational transition on-

going which also might affect the willingness to respond.

6.5 Reliability of results

The information gathered by interviewing the respondents and the validity of the in-
formation is based on a subjective view and cannot be questioned. By sending out a
well-considered amount of interview requests, a single response will not dominate

the sample.

7 RESEARCH RESULTS

7.1 Basic information on the responses

The link to the questionnaire was sent by a Team Manager to 50 Project Managers,
Project Development Managers and project team members via e-mail in early April
2013. The questionnaire was located at

https://elomake.samk.fi/lomakkeet/2459/lomake.htm| with a response time of eight

days (2.4.2013 — 10.4.2013). No names or IP addresses were collected and all an-

swers were handled anonymously.

The total amount of responses was 25 which mean that 50% of the respondents re-
plied to the survey. The respondents were not obliged to answer all the questions,
only some of them were compulsory. Basically, the questions with a menu were
compulsory and those that required an answer in a free text field did not require to be
replied. Even though Danish colleagues were encouraged to join the survey, only
Finnish and Swedish co-workers responded.


https://elomake.samk.fi/lomakkeet/2459/lomake.html
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7.2 Structure of the questionnaire

The survey consisted of eight pages with questions divided by topics as following:

Background information — to find out basic information on the respondents
such as sex, location, role and experience in virtual, project management en-
vironment.

Reference frame — to define how respondents find the importance of different
factors that affect the work in a virtual, project management team.

Tools — to discover which tools are mostly and preferably used and how they
support the work in the defined environment and how to improve the usage of
common tools.

Team building — to gather information on how the virtual team members ex-
perience the existing team environment and how they would improve the
team if they had the possibility.

Cultural differences — to find out if the employees feel that there are differ-
ences between nationalities and how these could be overcome successfully.
SWOT analysis - was needed to define the Strengths, Weaknesses, Opportu-
nities and Threats the respondents feel in the existing working environment.
People — to define what kind of characteristics and support are needed in the
defined organisation, in a role of a team manager and in a role of a team
member.

Ideal environment — to find out how the respondents would describe an ideal

working environment when thinking about tools, resources etc.

Detailed questions are attached later in this document.
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7.3 Background information of the respondents

The survey was replied by 25 respondents. 10 of them were women and 15 were

men.

H Female

H Male

Picture 2. Amount of men and women replying to the questionnaire

Location was asked since the employees are located in different countries and some
of the answers might differ significantly based on the physical site. The respondent
could choose between Finland, Sweden and Denmark. No one from Denmark re-

sponded to the survey.

M Finland

H Sweden

Picture 3. Location of the respondents
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16

14

12

10

m female

H male

Finland Sweden Total

Picture 4. Amount of men and women responding the survey from Finland and Swe-
den

Background tab included a menu for defining the role in the project organisation.
Ready defined options were offered in the menu; Project Manager, Project Develop-
ment Manager, Project member, Project owner, Other. From 25 respondents 24 were
Project Managers (96%) and only one respondent defined his/her role as “Other”
(4%).

In order to get information on the project work experience, the respondents were re-
quested to give an estimate on years that they have been working in a project related
environment. This could even include work experience outside the case company.
Experience in a virtual, cross border team was also to be defined; a menu was given
and the user was requested to choose the option that suits the best. The answers show
that 28% of respondents have been working within project management are for 10 —

12 years as the average of experience is 11,8 years.
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Table 3. Amount and percentage of years of experience within project management

Amount %
2-4 2 8
4-6 1 4
6-8 0 0
8-10 3 12
10-12 7 28
12-14 4 16
14 - 16 5 20
16 - 18 0 0
18- 20 0 0
20-22 2 8
22 -24 0 0
24 - 26 1 4
Total 25 100
8
7
6
5
4
3
2

: I [
0
2-4 4-6 6-8 8-10 10-12 12-14 14-16 16-18 18-20 20-22 22-24 24-26

M Project work experience (in years)

Picture 5. Amount of project work experience of the respondents in a graphical mode

The respondents also estimated their experience in a virtual cross border team. Op-
tions were given; 0-3 years, 3-5 years, 5-10 years and more than 10 years. It seems
that 40% of respondents have been working in a virtual environment for 5-10 years.

Only 12% have been working cross border for more than 10 years.



26

Table 4. Experience in a virtual cross border team

0-3 years

Amount %

0-3 years 6 24
3-5 years 6 24
5-10 years 10 40
10 or more 3 12
12

10

8

6 -

4 .

2 -

0 n T

3-5years

5-10vyears 10 or more years

Picture 6. Amount of experience in a virtual cross border team

Cross border activity was asked in order to find out how actively the respondents are

working with cross border resources. The outcome was that 76% answered that they

work actively with cross border resources and the rest, 24%, seldom.

20

16 -
14 -
12 -
10 -

o N B OO
I

actively

seldom

Picture 7. Amount of replies on working with cross border resources
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When comparing Finland and Sweden, the outcome was that about 81% of Finns and

71% of Swedes felt that they work actively with the cross border resources.

12

10 ~

H finland

W sweden

actively seldom

Picture 8. Comparison on activity with cross border resources between the countries

7.4 Reference frame review showed that communication knowledge and skills are
the most important themes in the daily work

The reference frame for a cross border, virtual team was defined to include following
areas:

- leadership and management skills

- project management guidelines

- communication knowledge and skills

- virtual working environment and virtual tools

- cultural, language and time zone differences

The respondents were requested to define the most important area in the daily work
that would need the most attention. Only one of the given themes could be chosen.
According to the replies the majority (36%, 9 replies) defined communication
knowledge and skills to be the issue that needs the most attendance in a virtual cross
border environment. It is to be noted that the Swedish respondents stated that cultur-
al, language and time zone differences should be paid attention to, whereas no one
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from Finland considered that theme as the most important one. Further, leadership
and management skills were named in Finnish replies without any support from

Sweden to that theme.

Table 5. Reference frame responses

Amount %
Leadership, management skills 4 16
Project management guidelines 4 16
Cultural, language and time zone differences 5 20
Communication knowledge and skills 9 36
Virtual working environment and virtual tools 3 12
Virtual working environment and
virtual tools
Communication knowledge and
skills
Cultural, language and time zone ® Sweden
differences
i ® Finland
Project management guidelines -

Leadership, management skills m

Picture 9. Reference frame themes based on Finnish and Swedish responses

7.5 Tools in daily use — e-mail in use most often

To get information on the usage of tools in the daily life, the respondents were re-
quested to define which tools they use on an active basis. Available options were
phone, e-mail, WebEx (web conferencing tool), Lync (Microsoft client used for in-
stant messaging, Voice Over IP —telephone calls and video conferences), workroom
(SharePoint based workspace for sharing documentation), video conference. Next
questions required some further evaluation on the tools; which do the user prefer and
why and is there a tool that the user does not like to use that much and why. To get

further development ideas and to encourage innovative thinking, the respondents
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were asked to define how the virtual tools could be used more effectively and wheth-

er there are tools that we, in the working environment, are missing.

Table 6. Tools in daily use

Amount %
Phone 21 84
E-mail 25 100
Webex 7 28
Lync 22 88
Workroom 21 84
Video conference 1 4

The respondents were asked to name one tool of the list above they prefer in their
daily work and why. 10 of respondents stated that they prefer a combination of the
tools depending on the need, 7 named that e-mail is the preferred tool in the daily
work and 7 stated that they prefer Lync. One respondent named Webex. Combina-
tion of tools was preferred due to the difference of the tools; Workroom for saving
the materials, e-mail for a discussion with several people and Lync for the ease of
use. In cases where e-mail was preferred, its’ traceability was mentioned as one of
the benefits. The possibility to send pictures and other information was appreciated.
E-mail also makes it possible for the recipient to reply whenever it is possible. Lync
was preferred since it is easy to use and available for ad hoc discussions, questions

and file sharing.

When asking to name the tool the respondents did not like to use (and why), video
conference got most attention. It was stated that is complicated to use and that it is
hard to find an available meeting room with video appliance. On the other hand,
some respondents named that there is not a need for the project members to even see
each other in a meeting. A couple of respondents named phone to be the least favour-
ite one due to issues with voice quality and that after a telephone call one might not
remember what was discussed and agreed. Lync also got a couple of mentions with a

comment that there have been technical problems in using it.



30

According to the respondents, virtual tools could be used more efficiently with some
more training and with commitment to simply use them. Even video conferences
might be used more often if people were more familiar with the available functionali-
ties. Technical reliability of the tools is needed in order to be able to utilize the fully

in a virtual environment.

In order to develop the project work environment, many of the respondents named
that a whiteboard tool is needed. It could be used virtually in the same way as a
whiteboard in a meeting room but with a possibility to share it via network and to
simultaneously modify documents. From the tool perspective, a more flexible policy
to add and install applications was suggested. Workroom application also needed

some further attention and development since it is not in an efficient use as it is.

In a study by Paivi Blom cross border managers were interviewed on communication
tools:

“In general, nearly 60% of the respondents were satisfied with the communication
tools and the same percentage had no difficulties in selecting which communication
tool to use. However, the large selection of tools can also lead to difficulties in find-

ing information, especially in the case of tools for document sharing.” (Blom 2010,
60.)

7.6 Team building

Team building questions were asked to clarify how the cross border team members
see their virtual teams, since some of the co-workers and project members are locat-
ed in other countries. The purpose of the questions was to find out how the environ-
ment (with its” limitations) could be improved and developed into an environment

that supports the virtual way of working.

7.6.1 Daily routines are affected by time zone differences

Respondents were asked if the cross border environment prevents or causes troubles

in their daily routines and to describe these possible challenges a bit closer.
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Time zone differences were mentioned in several replies. It was stated that even
though there is only one hour difference, it makes challenging to book meetings
since during 11-13 EET it is lunch hour in first in Finland, then in Sweden. Language
and culture were also mentioned as minor challenges, since the ability to talk the
common language, English, is not always on such a level that complex things can be
discussed with ease. The unofficial interaction does not exist and still some of the
sometimes even important issues are discussed by the coffee table. Differences in the
local organisation, roles, processes and decision making were considered as issues

that cause challenges in a cross border organisation.

7.6.2 Interaction between team members needs to be developed

Since the target organisation has been evolving and changing lately quite dramatical-
ly by re-locating some of the resources closer to each other, the question was how to

improve the interaction between team members in another country.

For some (about 8) of the respondents the interaction would require more traveling
and face to face meetings. At the same time, same amount of respondents stated that
the interaction can be reached by regular meetings (not necessarily face to face) with
a pre-defined agenda. For some respondents (3) the question of interaction between
team members after the re-location process was not that relevant, some of them even
stated that people in the same location prefer to have virtual meetings with each oth-

er.

7.6.3 Communication should be improved

Due to the fact that the team members often have geographical limitations, the re-
spondents were asked if they feel that they have enough of communication between

each other. Grounds for their opinions were also requested.

16 of the respondents either stated that there simply is not enough of communication
between each other or defined that the communication is on an adequate level but
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can still be improved. About 5 of the respondents felt that the amount of communica-
tion is enough as it is. Someone even questioned whether communication itself is
important if you do not have anything to say? Based on the answers, communication

is definitely needed.

Geographical constraints often limit the communication flow. Especially, the silent
information does not reach the other party. Sharing the silent information could be
supported with the following cooperation forms (Virtainlahti 2009, 118):

e teams and named work groups

e mentoring

e master — apprentice model

e senior — junior —pairs

e experienced — beginner —pairs

e substitute and deputy arrangements

e networks

e reflections.

Communication is one of the key assets in an organisation. Different kind of exper-
tise is spread in the organisation and the resources need to communicate with each
other to be able to reach the goals. Without personal contact and interaction the silent
information will remain to be used by the person himself. By interacting, the
knowledge can be shared and utilized more extensively. Being successful in a work-
ing environment depends on how well the resources share and address the infor-
mation available. Interaction is associated with trust, cooperation, human relations,
atmosphere (ethos), attitudes, motivation and observation of disparity. (Virtainlahti
2009, 215.)

7.6.4 A local team does not always support the common way of working

Fourth question was to think about a team that would only consist of local resources
without any cross border qualities. Would it make the project work somehow easier
or harder and why?
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68% of the responses included an assumption that working with a team with only
local resources would make the work either somehow or much easier. Still, when
working with a cross border project, it was preferred that the team members would
be located locally (in different countries) to make the local expertise and competence
available. Since the company does not work with standard consumer market prod-
ucts, it is essential that there are resources available in the target country. Common

way of working requires geographically split resources to be available.

7.6.5 To start a new cross border team requires face to face meetings in the begin-
ning

A hypothetical question on what the first activities would be in a role of a team man-
ager who was establishing a new cross border team was asked to find out how the
respondents would react in such a situation. The time period was limited to the first

Six months.

60% of the respondents defined that meeting the new cross border team members,
either face to face or in a common get-together, would be needed to be able to start a
new team. Face to face meetings should be followed by frequent team meetings and
even phone calls to distant team members located in another location. The expecta-
tions, common way of working and the common toolset should be defined. Even a
look at cultural differences would be appreciated in the beginning of a new cross
border team. It seems that communication and planning the long term activities (such

as meeting, team building) are needed to succeed.

7.6.6 Communication is needed to reduce challenges caused by location

The last question in the team building section was how the respondents would secure

that the geographical location would not act as a limitation.

28% stated that communication and communication tools would be the key to pre-
vent the geographical location to limit the work in a cross border team. 32% expand-

ed the idea into having meetings regularly and starting with a face to face meeting



34

and continuing with a virtual meeting tool. Common goals were also named as an
enabler for a good co-operation between different countries. Knowledge sharing and
networking both locally and cross border would help the team to evolve as a diversi-

fied team.

7.6.7 Cultural differences show that we act differently in different situations

Since the employees are located in different countries, they also are of a different
cultural origin. The respondents were asked to describe if they have noticed any dif-
ferences when thinking about the co-workers abroad and if they have had the possi-
bility to adapt any new ways of working from the foreign team member; is there
some things that we might learn from each other? Then the respondents were asked
to reply either “yes” or “no” to a question if they would appreciate if the colleague

knew more about the respondent’s culture and language.

80% of the respondents felt that they would appreciate if the colleague in the neigh-
bouring country knew more about the culture and language.

Table 7. Would you appreciate if your colleague knew more about your language and
culture?

Amount %
Yes 20 80
No 2 8
No reply 3 12

17 of the respondent stated that there are differences how Swedish people and Finn-
ish people act in a working environment. Important seems to be how the difference is
handled; is it appreciated or just ignored. One of the respondents suggested that the
company would arrange a course in intercultural understanding to get more familiar

with the other party’s habits, for example in a meeting.

A comparison between nationalities (Finns and Swedes in this case) was asked to be
filled in. The goal was to find out how the respondents evaluate different characteris-

tics and are there differences between nationalities or are they just depending on per-
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sonal features. According to the answers, it seems that the majority (more than 70%)
of the respondents think that Swedes like to work in groups, Finns are loyal, Finns

keep their promises and Swedes tend to negotiate too much.

The given answers can also be shown based on the location of the respondent (table
8). According to this view, Finns define that they keep their promises (90%), they try
to skip the bureaucracy (80%), are open to change (70%) and are loyal (70%).
Swedes define that they are easy to get to know (66,7%), like to work in groups
(66,7%) and tend to negotiate too much (66,7%). It is interesting that for some
characteristics the Finns and Swedes see themselves very differently. When Finns
thing they are open to change (70%), only 16,7% of Swedes agree. 70% of Finns
think that Swedes need attendance, but the Swedish co-workers do not agree when
looking at themselves (16,7%). Finns also think that Swedes need structure and
guidance (80%), but only some Swedes (25%) agree.

Table 8. Summary on the responses of Swedish and Finnish characteristics

Amount off Amount of] % of % of]

Finnish Swedish Finnish Swedish

responses| responses| responses| responses

Finns adapt changes easily 3 2 30,0 16,7
Finns are easy to get to know 4 2 40,0 16,7
Finns are loyal 7 9 70,0 75,0
Finns are more open minded 3 1 30,0 8,3
Finns are open to change 7 2 70,0 16,7
Finns keep their promises 9 8 90,0 66,7
Finns like to work in groups 1 1 10,0 8,3
Finns need attendance 1 2 10,0 16,7
Finns need structures and guidance 3 4 30,0 33,3
Finns tend to negotiate too much 0 0 0,0 0,0
Finns try to skip the bureaucracy 8 4 80,0 33,3
Finns work according to the rules 2 8 20,0 66,7
Swedes adapt changes easily 1 4 10,0 33,3
Swedes are easy to get to know 5 8 50,0 66,7
Swedes are loyal 2 3 20,0 25,0
Swedes are more open minded 2 6 20,0 50,0
Swedes are open to change 2 5 20,0 41,7
Swedes keep their promises 2 6 20,0 50,0
Swedes like to work in groups 9 8 90,0 66,7
Swedes need attendance 7 2 70,0 16,7
Swedes need structures and guidance 8 3 80,0 25,0
Swedes tend to negotiate too much 9 8 90,0 66,7
Swedes try to skip the bureaucracy 2 5 20,0 41,7
Swedes work according to the rules 7 5 70,0 41,7
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Swedes like to work in groups

Finns like to work in groups

Swedes are open to change

Finns are open to change

Swedes need structures and guidance
Finns need structures and guidance
Swedes adapt changes easily

Finns adapt changes easily

Swedes are loyal

Finns are loyal

Swedes need attendance

Finns need attendance m Sweden
Swedes are easy to get to know i Finland
Finns are easy to get to know M Total

Swedes keep their promises
Finns keep their promises

Swedes try to skip the bureaucracy

Finns try to skip the bureaucracy
Swedes work according to the rules
Finns work according to the rules
Swedes tend to negotiate too much
Finns tend to negotiate too much
Swedes are more open minded

Finns are more open minded

0 2 4 6 8 10 12 14 16 18

Picture 10. Graphical view on Swedish and Finnish characteristics

According to Svenolof Karlsson from Abo Akademi, Finns work best under pressure
and they move easily from chaos and disorder to clarity and implementation. Swedes
get the best results by planning, anticipating and participating. If a leader manages to
combine these two different manners, he has found a key to success. (Karlsson 2005,
173.)

Anni Vepséléainen (Karlsson 2005, 178) states that some stereotypes are true; Swedes

plan thoroughly and discuss a lot, Finns act in a more instinctive way, quickly and
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assertively. According to Vepsaldinen, the personal characteristics are still stronger
than stereotypes and we all are individuals. (Karlsson 2005, 178.)

7.7 SWOT analysis on a cross border organisation

SWOT analysis describes the strengths, weaknesses, opportunities and threats. Re-
spondents were requested to fill in the analysis on a cross border organisation. It was
not limited how the respondent himself or herself would in this case define the or-
ganisation; it may be whole company that is seen as the organisation or just the cross

border team as the organisation.

In the SWOT section, the respondents were requested to tell what kind of support
they feel is need from the management to make the project work succeed in our way

of working.

Weaknesses

COMMUNICATION

CULTURE, LOCATION, DIFFERENT WAY OF
WORKING

ATTITUDE
MANAGEMENT, BUREAUCRACY
MARKETS

Strenghts
PEOPLE, EXPERIENCE
MARKETS
COMMUNICATION
ATTITUDE

Threats

“LANDSKAMP”
COMMUNICATION
ORGANISATION
PROJECT PRACTISES

Opportunities

LEARNING
EXPERTISE AND RESOURCES
MARKETS
COST

Picture 11. SWOT analysis conclusion

It can be concluded that communication is an important theme, since it was men-
tioned as strength, weakness and threat. Attitude could be seen as strength and weak-
ness. The respondents see the people and their experience as strength but at the same
time realise that learning is an opportunity. Differences in culture, location and the

way of working are seen as weak spots in the organisation.
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The respondents were asked “what kind of support is needed from the management
to make project work succeed in our way of working?”. Majority of the replies re-
ferred to management, governance and support. Clear principles on the way of work-
ing in and between the countries were requested and it was also important that the
management would share the same view in different countries. Flexibility was need-
ed from the management as well as an understanding that things can occasionally be
made in an innovative manner. Traveling permissions and possibility to meet project

group members face to face was mentioned in some responses.

7.8 People in a virtual team — team members do not differ from the team manager,
similar characteristics are needed

People section concentrated on personal characteristics and qualities. The first ques-
tion was to define which qualities are needed from a cross border team member and
the second question was to define the qualities that are needed from a cross border

team manager.

According to this case, a cross border team member needs to have
e communication skills
e language skills
e social skills
e anopen mind
e cultural knowledge
e an independent way of working
e motivation

e ability to work in a flexible way.

A cross border team leader needs to have
e good or excellent communication skills
e language skills
e social skills

e an active and practical attitude
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e an understanding on the cultural differences
e ability to “read between the lines”

e experience

e motivation

e ability the trust the team

e ability to keep the promises.

It seems that both the team member and the team leader share the majority of the
characteristics needed. Independent way of working and ability to build trust are ap-
preciated in a virtual cross border environment where daily or even weekly face to

face contacts with all team members may not exist.

According to a study by Blom “an overwhelming 92% of the respondents feel that it
is more challenging to be a cross border manager (than a local one).” (Blom 2010,
56.) This would imply that even though characteristics for a team manager and team
member are quite alike, the manager needs to be willing to work with challenging
personnel administration issues. "Reading between the lines”, as mentioned in re-
sponses, is much more challenging from a distance than from the work room next

door.

7.9 Ideal environment consists of interaction, good tools and is more of an attitude
than a physical space

The last section in the questionnaire was related to an ideal project work environ-
ment. The respondents were asked to think about the tools, networks, resources and

so on without any further limitations.

Kaario & Peltola (2008, 43) lists that a modern group work environment could con-
sist of:

- documentation management

- support for non-synchronic discussion

- support for synchronic discussion (instant messaging)

- bulletin board
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- sharing of photos

- calendars

- task lists

- tool for blogging

- tool for wiki publishing

- support for presence information

- online —conference tool.

Ideal environment was described as a place where all project group members could
either meet each other or work in a round table way even though the physical pres-
ence was not possible. If it was not possible to work with local resources in a project,
video conferences were defined as a good, already existing tool. It seems that work-
ing in a project is more about the attitude, not the location. Many of the respondents
named that an ideal environment would need concentration on only one project at a
time, commitment, attendance and close collaboration. One respondent named that a
local administrative resource would be needed for helping with local activities, such
as booking meeting rooms and getting access rights to premises if needed. From dis-
tance, these actions are quite hard to maintain. One respondent stated that a white-
board tool on the computer might be useful in meetings where some of the partici-
pants are joining by phone and the other in the physical meeting room. Otherwise,

the existing tools seemed to cover the needs the respondents have.

8 CONCLUSIONS

This study investigated what kind of challenges a virtual cross border team faces
when working within project management, how teams could be developed further,
what are the strengths, weaknesses, opportunities and threats in the organization,
what is needed from a cross border team manager and team member and how do the
employees themselves experience the virtual cross border environment in their eve-

ryday work.
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Information was requested from the employees working in the project management
environment cross border. The responses showed that the employees feel that there
are underlying issues that need to be handled in order to create such a working envi-
ronment that it supports open and constant flow of information. The answers were

quite aligned with each other.

8.1 What kind of challenges does an international, virtual team bring to working in
projects?

This study shows that communication was stated as one of the major challenges in
virtual environments, either a lack of communication or a lack of adequate infor-
mation. Also differences in language skills and even differences in the time zones
were considered as challenges. Tools could also act as challenges since all employees
either cannot or will not use the tools available as efficiently as possible. Due to cul-
tural differences, some common tasks and activities can be challenging since Swe-

dish employees and Finnish employees act differently in certain situations.

Communication as a strength and as a weakness was one of the main themes men-
tioned in many of the replies. In order to create trust and to support knowledge shar-
ing even cultural aspects needs to be taken into account. In a situation where travel-
ing is limited and face to face meetings are infrequent, the management needs to find
new, innovative ways of communication and trust building. Technology should sup-

port the goal of constant information flow and flexibility should be a key factor.

8.2 Development and future of a virtual cross border team

The respondents felt that the early stages of a virtual cross border team requires face
to face meetings and a great amount of interaction between the team manager and the
team members. A unified understanding on expectations should be defined and
agreed to be able to create trust. Since location might act as a limitation in a cross
border team, communication tools and methods should be taken into consideration.

Knowledge sharing and networking should be encouraged.
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8.3 Strengths, weaknesses, opportunities and threats of a virtual cross border team

A SWOT analysis emphasized that communication is the main theme in a virtual,
cross border organization. Communication was defined as a strength, weakness and
threat. In practice, communication should be emphasized in any actions regarding a

virtual cross border team.

8.4 What prerequisites are needed from a virtual cross border team manager and a
team member

According to this study, the majority of personal characteristics for both a team
member and a team manager are basically the same. Communication skills, language
skills, ability to work independently and ability to appreciate cultural differences

were mentioned for both a team manager and a team member.

8.5 How do employees themselves experience a virtual cross border environment

The respondents felt that communication knowledge and skills require attention. Ac-
cording to the study, there is not enough of interaction cross border and it should be
improved. An amount of improvements are needed in order to create such an envi-

ronment that it supports the challenging requirement that projects often deal with.

This report can be used to improve the virtual cross border project management envi-
ronment. The people working with the daily challenges have many brilliant ideas on
how to develop a virtual working space that both supports the project work itself but
also makes it easier for a project manager to commit to the goals defined in projects
and by the management.
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ATTACHMENT 2

RESPONSES TO THE OPEN QUESTIONS

TOOLS

Which one of the tools above do you prefer in your daily work? Why?

Email since the discussion can be performed anytime (whichever time suits the best)
and it will be documented.

Email. When you have a dialogue/discussion by email in order to solve a problem
and to find a solution, it's easy to elaborate in text and pictures what you mean.
Sometimes there is even a need to supplement with one or several Lync meetings.
email

Email. Easier to make sure the facts are correctly presented & understood. Traceabil-
ity. When issue is not urgent, gives the recipient opportunity to choose best time to
repond.

E-mail, easy to use and can be use while you have time

e-mail

I use e-mail to check progress, send out information that needs to be known by many
and to ask questions. With e-mail the other party can answer when i suites them and
you can always go back and look at the conversation later.

Lync... combines phone, IM, presence and online meetings in an easy way

Lync

Lync, easy to use and book meetings

Lync. You can talk and share documents in an easy way. Some very little ad hoc
questions we can ask by chat.

Lync; it is easy to work together when a desktop can be shared among participants.
Lync/Webbex. easy to share information both in small and large groups

It use to be telefone conferencing and Webex but now a days it is Lync.

all of the selected above.

All, depends on the information and situation

Phone and email

phone and webex plus e-mail Easy to use and essential for communications
Depending on situation and purpose - video conference is outstanding (or mandatory)

for daily interactions and short checks/planning. Lync for ongoing communication



and workroom (or similar) for documentation. What is lacking in TS environemnt is
a modern (agile/lean supporting sprint based) tool that gather project planning, tasks
and execution.

EMuails and Lyncs are essential, because writing emails there will be documentation
what is agreed and what isn't agreed. Lync is mandatory because travelling re-
strictions.

phone and e-mail. It"s easy and fullfil my needs.

E-mail for the conversation which one or more participants. Lync for the meetings.
Instant messaging to get quick information. Workrooms fro the materials

All of the ones selected. It always depends on the issue at hand. Simple, quick
checks: phone, Lync. More complicated requests, things that need wider acceptance,
issues that have time for asynchronous communication: email. Working on docu-
ments to be shared: Workroom (1 only use the library)

Phone - quickest E-mail - when you can't connect otherwise or need a decision Lync
- for meetings with several people Workroom - for documents storage mainly
WebEx

Is there a tool you do not like to use? Why?

Workroom, Not aviable for external member of the project

Workroom, because it is not very user friendly.

Workroom

Workroom. It is good only for the final versions as a storage. Not very flexible for
the work in progress.

Video conference. It requires more preparations that for example a Lync-meeting.
Vidoe conference: Complicated to find an available room and not very flexible since
it requires that people turn up in a certain room at a certain time. Since there are ra-
ther few rooms that usually requires running to a conference room far far away :-)
video conference - no need to see people, voice and document sharing is enough and
needed

Video itrestricet use, take to long time for preparation, easier to have face to face
meetings

Video conference, Project member doesn't need to see others. Video conferemce sys-

tems has still faults which stole a effective times from the meetings



I do not use video conference very much due to overhead and having resources in too
many different locations. Being on my workplace also gives me more screen area
which makes information sharing and taking notes easier.

Video Conference, | am not sure how to use it.....

Video conference. it's seldom this add value when you know your team.

Webex - | never really took the time to learn how to use Video conference - always
occupied

Lync. It’s too complicated Video. It’s not creative, it’s a "dead" feeling.

Lync is good when it works, sadly it is often technical quality issues with sound.. and
that is sometimes causing disturbance and delays in meetings.

Phone, because if you call you do not remember what is discussed.

Voice quality with mobile phone is often inferior to other options.

No

No. Each have their uses.

No

How could virtual tools be used more effectively?

All should learn / be trained to use the tools. There are still quite many who are not
really familiar with them or are e.g. missing headset / webcam.

Easier to use

more training and usage of them

Better understanding how lync works

If only everyone knows how to use them... too much time waisted in learning instead
of using.

Tools should be easy to use and we all should be committed to use them.

I believe that the selection and combination of tools project managers and project
members have within the company, pretty well covers the need.

In environemnts with teams and activities in several countries a common place is of
topmost need, this is very harde to get in place in TS, for all countires, if even possi-
ble.. Itis up to projets to solve this best possible way and is often blocking project
execution or best practice.



The whiteboard in Lync could be used more effectively. It would require that there
would be less delay when writing/drawing on it and that it would be as common as a
normal whiteboard. It should be integrated in the meeting culture.

Workrooms could be used more efficiently. On my projects it has been only for doc-
umentation, but I know that it has a lot more advanced features.

I should use more video conference

I would like to user Video conference mor often but it its very hard to find them
available.

I believe that workrooms could be more effective if all members and stakeholders
use them. Now I think that most people only use them to store documents. | use to
add news etc but I don't think people read it so | also send it out by email.

People tend to use e-mail a lot. Only a few are relevant to your current tasks. Mes-
sage threads are difficult to manage.

Lync needs to be more reliable. VVideo conference booking seems too often to have
reservations for rooms that do not show up in the calendar. Then I get to know only
after scheduling the meeting that the room is not available. And I have to find anoth-
er room.

no technical problems, always problems with Lync, more "driftsékert"

What kind of tools are we missing? Is there something that could create more
interaction between colleagues in different countries? Think outside the box.
Whiteboard-pads with pencils in meetingrooms or personal ones. It should be con-
nected to lync, so that | could draw somehing with a pencil and it would show on the
computer screens. And all could do the same. Today when | or somebody tries to
draw with the mouse it looks dreadful.

On site the White Board is very useful for discussions around a hoc drawings but that
is not possible when working remotely. That should be possible to fix.

tools for simultaneusly modifying documents / whiteboard / virtual "PosIT board"

It would be good to have a meeting tool used in laptops that would be "conference-
like". Workroom could be developed into something more virtual.

Everything is not about concrete and well-defined tasks, but thing may evolve from
embryonic ideas into reality with boards or shared whiteboards/mindmaps.

graphical tablets (e.g. Wacom) could be used for easily sketching pictures during

discussion similar to using a whiteboard in a physical room.



More Video conference rooms.

I don't miss any tools. It is more the way we use them. | think that dispersed teams
miss the natural discussions by the coffee table, but that could actually be arranged
by setting up video conferences or phone meetings.

For the moment, | can't come up with something. See the former answer.

Better support for common project execution place. TS PC environemnt is generally
blocking installation of downloaded SW. Browsers is not latest version and is often
not supporting web based tools. Tools in TS toolbox is extremely limited when it
comes to project place/execution and not updated according to modern standars. TS
should allow projects and multi country teams to select tools them self, and support
this.

Workroom services, such as common documentation management in the projects are
not in the efficient use

Wiki instead of workroom

common shared application project services and tools

A better sharepoint set up

Virtual coffee room; always connected HD quality video conference screen between
different locations.

Use good quality headset! MS project doc can be saved as pdf doc. but this is not op-
timal.

Face-to-face meetings are also required, at least one at the start of a project.

| do not know

TEAM BUILDING

Does working cross border prevent or cause troubles in your daily routines?

Describe the challenges.

Time difference even for just one hour is annoying. The working day for common
meetings etc is then only 6 hours.

No. ...Or the only practicality issue the very strict attitude on lunchtime (the time

tiself, no flexibility on it) in Swe.

Different time zones

Not much. The main challenge is the slight time zone difference.

Challenges are the following: different timezones, language and culture



Small challenge are the time differences.

large meeting in severals time zones needs to be planned in good time.

One hour time difference causes that basically from 11-13 you cannot schedule a
meeting since it's the lunch hour in Sweden and Finland.

Language if there is a complex thing to discuss

Not easy to communicate because of Language, culture.

Yes. Employees skills in english are not good enough to start with

Cause. Language and out of team spirit. Teams should be local and functional. The
"fika" talk is most essential.

yes it is much easier to have spontanuas talkes with peaple that you meed on a daily
basis.

Interaction does not exist. Phone and e-mail are to be used for communication in-
stead of face-to-face discussions.

You can not meet people face to face, there is no small talk, more of a challenge.
Yes, there are a lot of misunderstandings because of many things like: - organization
is different - roles are different - communication issues/misunderstandings - people
are afraid of being responsible other than their own country.

Differences in common ways of workin, non aligned TS processes and not sharing
possibility for same tools are true disturbances and blockers.

Everyday problems with decision making, resources and what should to do...

More difficult to follow up and know actual progress.

Not really. The reason is that we quite much are adapting a local way of working re-
garding to processes and IT solutions. The exception is the design of the network
technical solution.

It requires more conversation and spreading of information. The problem is that deci-
sions are made in one place but all parts need to be involved equally.

The main problem is that people think local and forget the bigger, common picture.
From the point of physical interactions it is a bit easier to have resources local but
even then many prefer to call in to meetings so the physical aspect is not that great
for daily routines.

Working cross-border is not a problem. Bureaucratic internal processes are the prob-

lem.



The organization has changed recently to a model where employees have been
re-located closer to each other. How would you improve the interaction between
team members in another country?

It could be good if we could travel a little bit more

Face to face meetings on site are necessary on a regular basis. At least every quarter
if real interaction is required. Like in project work but in the functional teams we of-
ten don't interact because we work with different projects and therefore don't have
common goals. But maybe | don't understand the question.

It is easier to work when you can see each other and use of whiteboard

Frequent meetings and face-to-face workshops.

Travel restrictions is blockng a very important aspect, that is Face 2 Face meetings
recurrently. Besides that a common "way of working" environment is needed.

Only way is to travel and arrange f2f meetings. This is not possible today, and lack
of performance in project managers work

First, some kind of team spirit should be created. Secondly, we should all be commit-
ted to communicating with each other.

Has it changed? | wasn't aware of it. Maybe it was before | started. Or is it the up-
coming changes?

This relocation is quite irrelevant to me. I am working with resources from different
areas/groups and usually do not have several resources from the same group.
Re-location has not affected the work much. Team members are still pretty scattered
around different places, and even in the same location virtual meetings are more
popular.

The interaction between project members in each country will be deeper when you
establish cross functional teams within project (Product; Networks; IT and Process-
es) and have members from all countries in the overall project meetings.

Create groups and team in a mixed set up

use video conferences.

We are sharing project tools and try to keep regular walkthroughs.

Regular meetings needed.

Probably. More easy to interact in group with members in other countries, e.g. via
video conference.

Important to have weekly progress meetings with the core team. Use a good schedule

to make a clear view of where we are in the project, both on high and low level.



In project organization, people work mostly with the project team. Interaction with
team members in another country is easy when he/she is in the same project. Projects
are often so far from each other that there might not be need for much communica-
tion between project managers. If the communication is not related to work; e.g. to
coordinate things or how to make things smarter - it's more or less just a social chit-
chat. That's of course needed also, my colleague project managers are great and fun-
ny people. However, socializing with them more face-to-face would not add much
value. A couple of f2f meetings per year is enough.

Pairing the team members up to do small tasks - though there has to be a reason to do
it, not just inteactions sake...

Try to have a start up meeting in the project with the team members

No affect

Do we have enough of communication with each other? Why (not)?

Not enough. Location in different countries does not support constant flow of com-
munication.

No

No, there are a lot of information only within a country. One reason is that the core
people in a project might be in the same country. The core of a project should always
be a mix from all countries involved.

No unfortunately not, difficult to have an active and constant communication with
each other, there isn't enough time

No, from my point of view...

No No time to spent, resources to busy

No.lIt is harder to communicate with persons you do not meet so often.

Do we ever?

No, I think there is a risk to miss things because we do not see each other on a daily
basis, you can not pass someones desk and change som words and have a short dis-
cussion about work

In projects we never have enough communication with each other. Communication
within a project can always be improved.

The travel restrictions have caused that people in different locations don't meet that
often and it's harder to get the group spirit up in a project

some times people has very much to do and can't partisipate meetings.



More interaction needed with colleagues that are not working in the same projects
In the projects : It can always be improved. But travel restrictions are a problem in
some cases.

I think so but that view needs of course to be evaluated by project members.

It depends. | some cases - Yes, but in other cases - No. It is also dependent on the
resources and their ability to communicate. Not only on the project mangager. In
some cases people don't say so much as they think their English is bad.

Yes, on a team level.

Communication is not importat if we don’t say something important.lt is what we
say rather then communication itselves that counts. Politicians communicate a lot....
-)

Could be better. Communication concentrates too much on the meetings, should have
more "off-line” communication.

Yes.

Parallel local projects and international projects means that local projects tend to
have more focus - which is quite human, I reckon.

Often it turns out that more communication is needed than was anticipated. This is
also depending on the persons I am working with and one of the main challenges:
have the right level of communication with different persons at different project

phases.

If teams would only consisted of local resources (ie. No cross border), would it
make project work easier/harder? Why?

Possibly easier, since face-to-face discussions might support the work in an easier
manner.

Yes, easier to meet and discuss issues

Yes and no. | would be easier in the short run, for the project itself. For exampel
communication could be easier. But in the long run it would not be beneficial at all,
because the countries not involved might result in a total chaos when there are differ-
ences in how we work.

Easier I think, you can have a meeting and draw on the whiteboard

Much easier. When sitting close together it's easier to go by and ask questions and

discuss problems.



If these resources are sharing the common platforms, process and tools if is of cource
easier. However TS is rather distributed within each country as well and then most of
the same issues remains.

Much easier, e.g. language and cultural barriers.

Easier. The location itself is not the issue, but for several the language is.

It might be easier but how to that in cross border organization.

Yes,defenitly! It"s always more effective when people are sitting close. It creates a
creative athmosphere that invites to talk and engagement.

Much easyier to communicate face to face

Easier absolutely. Every members knows almost how the processes works.

easier

For a local project it would be easier but this would not work (well) for a common
project. Competences are in many cases still local.

It will be easier, and | think you bild a better team spirit and a We feeling.

Easier to manage but can be more difficult to put (TSIC) products in production (in-
cluding habd over).

Yes, smaller risk for misunderstandings, more face-to-face communication.

It seems that there will be a teams only in Sweden tomorrow, after next job cuts
Local resources are still "all over", so the meetings will still be virtual. Maybe some
language barriers could be avoided.

Probably the lack of competence in all required areas would make the project harder
o run.

It will not be easier for X-border project but for local projects it would be easier.

I think that the different countries can learn from each other. Best practise.

It is impossible to have exactly similar expertise for various products for every mar-
ket.

Absolute not, local resources are always the best way to work.

This question is not relevant for this company, because working only locally is not
possible for product development projects. Might be for some IT development or
smaller assignment. We are not developing standard consumer goods fitting for any
market. Telecom products need always also local tailoring for succeed in local mar-

kets.



If you were a team manager and should start up a new cross border team, what
would be your first activities during the first 6 months?

To meet!

To meet at least two times live. Then set up weekly meetings in the beginning. Make
sure everybody understands each other, their roles and responsibilities.

To travel around and meet people in my new team

Face-to-face meetings from start. Set up rules and way of working together with the
team members. |1 would also use the phone freequently calling the members in other
locations.

Meet all team members and arrange face to face meeting for all. Goal is that every-
one should know what is expected from us in group and individuals.

First start all to know each other, means meet in person. After that regular video con-
ferens meetings.

Meet everybody face-to-face, get to know each member of the team, secure com-
mitment to common goal, establish routines and format for meetings and status fol-
low-up.

First it must be a kickoff for the new team, two days f2f meeting, and then f2f meet-
ings every two months.

Get together meetng for two days, a little bit of fun and also information, every one
can express their expactatons for the team and so on-----

Frequent face-to-face time, reasonable amount of communication & team meetings.
Kick off in one country for the whole team & follow-up in another country. Equality!
Kick off, personal contacts, set up a group target and activities how to get there
Define common goals and have work shops face to face around this. Also some more
generel team building activities are important.

planning with project core team. Common start up meeting for 1-3 days at one loca-
tion.

To get to know how each of the team members would like to work and support that
way of working. To create a constant communications channel.

See to that the employees get to know each other cross border by making them work
in the same projects. | also think that we need to get a deeper knowledge about the
local way of working (foremost IT systems and Processes) in the different countries.
Common toolset, agreed common "way of working" or process. Meet each other re-

currently and agree on how and what to do.



Learn the local culture and learn how to appriciate it and bring the best out of it.

I've just tried this... it is important to build up the network and get to know people
and understand possible cultural features. It is quite important to put enough hours to
the first joint tasks, because otherwise working remotely means that expectations are
not transferred in a proper way leading into misunderstandings.

Team building and structure

Educate everybody to how things are working in the other countries to understand
the differences and have everyone to try hard not to fall back into the local thinking
but always looking at the bigger, common picture. People, even in common groups,
usually fall back to think local in projects.

I would dig into what each team member is actually doing and the competence level
for each person. After that | would make a communication plan for team meetings
(what things must be discussed with the whole team to support the work), operational
steering groups (things addressed with the management&reference group) and indi-
vidual dialogues.

Depends on what team and task we are assigned...

Can’t say

How would you secure that location would not act as a limitation?
Communication.

Communication, communication, communication

Have the right communication tool, regularly face to face meeting, resources within
the team to know and feel for each other.

Use lync and telephone. That is more personal than sending mail.

By using the virtual tools.

More discussion in the team even though the possibility to meet each other on a daily
basis is not possible.

By usin virtual meeting methods, variying my own location in the meetings.

To know each other

Make sure that it is possible to meet live in the beginning, travel restrictions are not
beneficiary. Most don't like travelling, but it is a key success factor to meet.

By having constant meetings and videconference, try to meet once in a while at least

Just make sure that there is possibilities to meet each other ....



Limiting travelling to zero pays never back. Travelling costs can still be moderate
with proper long term planning, and results have higher quality and less misunder-
standings.

A certain amount of travelling to meet the project members is needed. Have some
face-to-face meetings, especially at the start of a project. Possibly combined with a
social group activity.

Establish good contact with each person face-to-face, and agree about how to com-
municate and follow-up.

try to create a team spirit, get together meeting

Recurrent alinement of plan and that the goal/target is shared and agreed.

It is essential to have common goals otherwise there is no reason to interact. These
goals have to be shared and understood by all involved. Then meetings, tools and
good communication are the ways to overcome the problems with different locations.
I would ensure that all people have big enough network both remotely and locally. |
would encourage networking also with local people from other groups to prevent
'silo’ effect and to share knowledge.

Having skilled employees

Don’t know, as it is by defenition.

see above

See above

CULTURAL DIFFERENCES

Thinking about your co-workers abroad, how would you describe the cultural
differences? Are there any?

There are some cultural differences in the way we (they) act, decision making pro-
cess is not similar.

Yes plenty, | as a finnish citizen working in sweden understands that there are so
many! There should be a course in intercultural understanding: - how are decisions
made in different countries - how do we talk,rythm? Can anyone talk anytime? - eth-
ics, for example, is it ok to leave the meeting suddenly? Is it okay to skip the agenda
or protocol?

Yes there are

There are cultural differences both between countries and parts of the company. Both

can be equally important.



Yes, there are differencies between for instance the Nordics. My experience is that
Finns and Danes don't talk so much but are doers. Swedes are use to the consensus
way of working that unfortunately take a lot of time. Could it maybe depend on that
Swedes generally are more afraid to face the consequences of their decisions.

Not that much between Sweden and Finland. | suppose that it could be great differ-
ences if we have members in more foreign countries.

Yes, very different in different countires. Even small differneces can make huge im-
pact in execution if you are not prepared or informed. Even countries that are almost
same have very different ways of working and ways of understanding. Ex: Estonia is
very much into cooperation and closely work together in a joint manner, Finland is
very co-located and closed in their way of working.

In sweden there is a culture that no response for email, if don't know what to answer.
Many. We concentrate on "what", the other side on "how".

Yes there are, too many to list here. Some obvious ones: Swedes prefere calls, Finns
prefere emails. Finns tend to be more direct and concise in communication, Swedes
take a longer route to the suject.

Swedes tend to negotiate more. Finns are more "doers"

I thought that there are only one company culture or do we have several?

Yes there are allway culture differences

Have you adapted any new ways of working whilst working with a Finn/Swede?
What could we learn from each other?

Yes. I've learned the power of discussion and to appreciate different opinions.

It is easier/faster to develop something in Finland than in Sweden

Definitely!! In the beginning in Sweden I did not understand the meeting cultural at
all, there was no agenda!? And if there was one, why didn't anybody follow it? When
was a decision made? On the other hand, when my swedish collegues tries to under-
stand the finnish cultural (they might not understand it is a cultural issue), | cen help
them like saying "you need to have a direct question, you will not get any answer
with a fluffy indication”. One other thing - on the compare Finns and Swedes below
- neither Swedes or Finns negotiates too much. It is a misunderstanding from the
Finnish side that Swedes negotiate too much. It is a way of making decision, not ne-

gotiation. Therefore | did not answer that one.



No new ways of working that | am aware of. Except the occasional use of Goole
translate to understnad some finnish texts :-)

The way of working very much depends on the already implemented IT systems and
processes. Maybe it's also very much an attitude issue. We all need to be open mind-
ed and curious to other ways of thinking and doing. That's even fun.

Be clear what you expect from each of them and be open for communication and
feedback.

Finns have a muche shorter way from requirment to implentation (dont talk or dis-
cuss forever..) and that is good compared to Sweden. Swedes have a higher admin-
istration level and that is sometims good when it comes to identyfy risks and issues
(but use wisely to not delay everything always).

We could learn communication skills.

Finn's need to learn to discuss more.

No

Dayily short phone meetings

Sweden collegues are more document oriented, Finnish ones should take some ad-
vices about the documents and updating the docs. Swedish collagues should be more
courageous to go forward without to ask questions from management

| try to make working assumptions when possible and state that we will work based
on this until it changes rather than having long discussions about different alterna-
tives. This needs to used in a balanced way: it should be fairly clear that the working
assumption will be the final decision or at least not cause much extra effort if wrong.
It also important to take into account the different positions and give people the feel-
ing that they have been listened to.

Probably

See above.

Swedes could learn to make deicions faster, Finns could learn to sometimes be less
formal.

From Sweden the more communication the better.

Swedes are more about consensus finding. Due to higher level of specialization more
people are involved which provides more opportunities to communicate and ex-
change ideas.

Yes, some.

Yes theree are, but not so very much. Be openminded but clear.



Finns are highly skilled workers, always ready to solve problems. However, their or-
ganisation is more traditional/hierarchical. They are faster to make a decision, bother
less about consensus.

In Sweden all the processes are more formal that in Finland.

SWOT analysis

Strengths

A vast group of professionals.

Different kind of resources in the organisation

competent personnel, good tools,

Get the best competense

A lot of competence, different views,

Large span of experiences and expertise

Members of project on many countries knows what project are doing and make the
right things at the right time

Diversity between different cultures

Differences in the way of working between the countries. See also "Opportunities”.
Reusability of expreiences from other countries when similar problems have to be
solved.

Cross borde teams can look at things from different perspectives.

Many different angels and inputs with a wider knowledge and behavioral back-
ground. Also diffent environments provides a wider place for potnetial solutions.
More "view angles"

Large experience. Easier to contact/do training/get feed back; world wide.
Diversification

Broader knowledge from different markets

Regarding market situation, its a strenght to be able to offer the same product in dif-
ferent countries

Economies of scale by adressing larger market

Communication skills. Sturctured way of working.

Open mindset

Have a common view, vision.

Weaknesses



Open communication

Lack of communication with the reources that aren't on site. Decisions at the coffeee
machine are easier to make than contacting resources in an other location for a dis-
cussion. Some resources need more attentions from managers than others and they
don't use their full potential if managers/Project managers don't see and appriciate
them and their work.

Communication is harder

Communication require more time and effort

Cultural differences Can be time consuming to build common understanding
Language barrier, not much interaction outside projects between project members
Many areas still are very local, e.g. IT Systems.

Differencies on the working mwthods and processes

Differences in processes, tools and also environemt makes execution hard to align.
Environment provides differend possibilities that is not applicable in other countires.
Distance is considered as an "issue".

Takes time to learn how to work with each other and to get to know other cultures
we do not lern to know each other. different culture.

Be self sufficient and not open minded.

Lack of Co'operation athmosphere

Slowness, inflexibility

Takes longer time to get "quick feed back".

Management decisions: Too much importance on localities / sites on the cost of loos-
ing essential personnel & competences.

I do not like bureaucracy.

Local market-specific features may be missed or belittled. These can be related to
networks themselves or customer behaviour.

Multi-market point-of-view may in some cases introduce too much compromises to

projects/products.

Opportunities

A change to learn.

Use best practise from different countries.

Share solutions and ideas from different cultures and environemnts, also best practice

inputs are very valuable.



If doing it right everyone can get more information and learn from eachother.

Can gather good practises

new possibilities when thinking in a new way, learning from each other.

Reuse experience

We can learn from each other

Can be easier to think "outside the box"

Travel restrictions => push for more efficient usage of tools and communication
Possibility to work in multi cultural environment

Cost reductions

The possibility to choose the best resources available in several countries.

High level expertise for certain branch/product can be created when several markets
can be supported from one spot.

Resources can cover more than one country in common projects

New markets

Multimarket

Can address larger market

Country-specific projects with MMO mind-set; Introduce functionality to some mar-
kets quickly and later on extend to all markets if the product is well adopted

Threats

hard to communicate, language, missunderstandings

Distance, lack of "good" communication.

Bad language skills, pronunciation.

Misstakes due to missunderstanding

Increased risk for missunderstandings

Finns vs Swedes attitude, managers from Sweden only (not from Finland, Baltics,
Denmark)

Common vision might be only a Swedish vision (could also apply to other countries
but this one seems most common)

National interests may differ

fights between the countries and locations for power might result in bad decisions,
endless discussions and missed opportunities

Cross border but not equal, the other side becomes the leading partner

The team can be split between the countries and ythe loyalty can be split.



Differences in environments tends the team to be scattered to work with what is
know and only applicable for that market / environments. Projects often need to "ed-
ucate"” the othe country in applicable processes and environments.

Reducions => there are competences lost and balance between localities are upended.
Regular orgnizational changes.

Local knowledge is being destroyed by centralizing operations

Lack of endurance in the organisation caused by constant reorganisations and change
of leaders. Constantly new focus areas. Changes and improvements needs to be done
but can be done without big reorganisations.

Can be difficutl to have overview and controll

TTM can be difficult to meat

Projects will took a longer period and smaller scope to ends it.

What kind of support is needed from the management to make project work
succeed in our way of working?

Mgmt should be flexible and understand that results can even be made in an innova-
tive manner.

Clear governance principles to avoid countries fighting each other on who has the
decision making power.

A common understanding of TS way of working and applicable processes. Also what
possibilities there are to work within or outside these processes. Also a common IT
(tools) environemnt is extremely important.

Efficient escalation channels in case of immediate actions are needed.

Support exchange of way of working. Managers need to be very active to get to
know the local ways of working in the different countries in order to encourage the
exchange the way of working.

Support when problems with stakeholders.

Simple enough process for securing resources cross border. Each project needs to
have local competence in one way or another to support a common project manager.
This can be a sub-project manager, a PDM that takes some extra responsibilities or
someone else (e.g. in Denmark it seems to be sometimes the local Product Manage-
ment).

Secure common view between managers in different countries



Just follow the rules of project management, first we must to know what we want,
the owner for the project, resources and money for the exexcution. And then the
athmosphere for excellent co'operation....

Project culture and keeping the promisses

Understanding the challenges from both sides.

Not to hire people with not enough skills in english.

Travel permissions for occasional face-to-face meetings.

Allow travel

Travelling is important, at least someties

let us meet in person to know each other and more video conferenses.

We need money for travel and face-to-face meetings

PEOPLE

What qualities are needed from a cross border team member?
Good at communication

Ability to communicate with each other

a lot of communication both on the phone and e-mail.
Communication skills, language skills

English language skills.

motivation, language skills, openness & willingness to communicate
Language skill, open mind, similar skills with supportive tools
open minded, good experience in actual area, language

Open mindness, good self management

Open mind A smile

Openess towards the differences, and a solution focues mindset.
Open minded, language skills

Knowing of the culturals differencies.

Flexibility, respect for each other different cultures

Understanding the culture, language skills and (pro)activity
Ability to work independently, reliability, commitment.
Communication skills, ability to work autonomously towards a target
Flexibility Perseverance Patience Curiosity Openness
Competence within the area and language

Motivation, language skills, experiance, social skills



social and communicative skills

What qualities are needed from a cross border team leader?

good on communication.

Good at communication and building trust

Language and communication skills

Communication skills, sufficient understanding of how things are working int the
different countries, clear vision/target

Communication skills, language skills

social and communicative skills

Active & practical attitude, humor, excellend language & communication skills
Understanding the cultural differences!!!

Flexibility, commitment, ability to "read between the lines".

To be open-minded, responsive

Understanding of the differences and the ways to get this in a common project (with
meetings, and tools and aligned plans etc.)

Ability to understand the needs of the resources what should be supported to make
success possible

Motivation, language skills, experiance, social skills, good communicator and leader
Capability of moderation, undertanding of cultural differences

Flexibility Perseverance Patience Curiosity Openness

Keeping promisses

Ability to thrust employees and not trying to control everything

IDEAL ENVIRONMENT

What would be the ideal environment for project work? Think about the tools,
networks, resources etc.

A round table working environment where all resources would be available either on
the spot or virtually by the same round table. Some kind of tool that supports discus-
sion and communication without a delay.

A war room

Concentrated workshops with everybody present face-to-face is a good way to pro-

duce results fast.



We need more videoconference rooms. We have sharerooms, Lync and email/phone
opportunities already today that works fine

Co-location is always best if possible. For adaptations or releases in different markets
then the local release should be handled bu co-located resources. A common project
tool arena must be avaiable and if not supported by TS environemtn, a support for
creating one easaly must exits (and not blocked by IT rules..)

In our case, everybody must be located in the same place, same office, because travel
restrictions.

Either totally local project with local resources or a common project with resources
equally balanced in different countries. The existing toolset is ok, though moer vide-
oconf.rooms would be needed.

Local as project is about people.

Lokal area placed, resources working 100% for on project

I would like an sdministrative help in each country since it is difficult for a project
manager in one country to handle bookings of meeting rooms, bying small gifts lika
cinema tickets, getiing access keys to different locations, etc.

Hundred percent focus on the project, not divided between different projects. Close
collaboration so that none of the resources hesitate to call straight away when there is
an issue.

I think it's foremost an attitude issue. Of course it would be more efficient to have all
the project members in the same room in order to handle and solve the issues but |
find it difficult to accomplish working with cross border projects. My opinion about
the project tools has been commented earlier in this questionnaire.

Committed and really available resources, no matter where they are located.
Actve&committed representatioves from each stakeholder group.

Less subcontractors and more in-house developers (also in-house IT software devel-
opers)

I am missing a tool to wite at the screen as a whiteboard on the computer to use in
e.g. workshops where participans participate on the phone.

To have project resources that can cover more than just a narrow field of expertise
so that we need less resources who then have a higher alloction to the project instead.
Graphical tablets would be very useful during discussions. Reliable tools, especially
Lync. Better system and instructions for document management inluding version

handling.



As stated earlier, email as a communication tool is too widely used and therefore im-
portant information threads are jeopardised by overwhelming message flows (cc's,
bcc's).

Lync/webbex MS Project server work room time reporting system.



