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Exploring Perceptions of ‘Foreignness’ in Virtual Teams

I. Introduction

In a turbulent and hypercompetitive global
market, organizations seeking to gain a com-
petitive advantage must effectively mobilize
their knowledge resources [Joshi, Sarker, and
Sarker, 2007]. Such organizations are challen-
ged to integrate both information technologies
and new organizational structures to cope with
such changes as expanding market boundaries,
shortening of product life cycles, and increas-
ing global competition [Varadarajan and Jaya-
chandran, 1999]. Among the many strategic ave-
nues presented, virtual teams are often adopt-
ed in order to achieve and sustain competitive
advantage by leveraging knowledge assets,
adapting to competitive forces, bolstering crea-
tivity, and moving products to market more ef-
ficiently [McDonough et al., 2000; Powell et al.,
2004]. This is evidenced by a Hewlett-Packard
(HP) executive who claims HP’s survival and
success is very dependent on utilizing project
teams comprised of distributed members from
all of their regions [Connaughton and Shuffler,
2007]. Additionally, Boeing deploys a distribu-
ted multinational team to develop new hard-
ware for the International Space Station [Co-
vault, 2006]. However, those attempts to capi-
talize on such benefits from distributed collab-
oration have garnered mixed results [Jackson et
al., 1991] while employee turnover is a major
concern since losing team members can disrupt
progress and impede project success [Zeynep
and Huckman, 2008].

Identifying antecedents of satisfaction with
the composition of a virtual team and predict-
ing turnover intentions by team members is an
area of intense interest not only because con-

trolling employee turnover is a critical function
of human resource management [Chiu et al.,
2005] but also because the use of the virtual
team structure is growing rapidly. The charac-
teristic of the virtual team context is the idea
of ‘foreignness’-a concept that involves assess-
ing member differences and making evaluative
judgments that result in adapting or coping
behaviors. In contrast to collocated teams, the
geographic dispersion of virtual team members
complicates these assimilation processes as they
do not experience direct face-to-face communi-
cation and contact with other organizational
and team members. We use the construct of
foreignness, adapted from the managerial liter-
ature, to investigate whether virtual team mem-
bers are more/less satisfied with team member
heterogeneity and whether this influences the
turnover.

Employee satisfaction and turnover intention
have been studied extensively in the manage-
ment literature with respect to collocated teams.
Prior research suggests that demographic vari-
ables such as age and tenure negatively affect
turnover intention, while education has a pos-
itive impact on turnover intention [Giuliano et
al., 2006]. Similarly, role stressors tend to pos-
itively influence turnover, whereas organiza-
tional commitment and job satisfaction have a
strong negative effect on turnover intention
[Ongori, 2007]. Our study contributes to this
stream of research by identifying and testing
the ‘foreignness’ construct and its antecedents,
‘stereotyping’ and ‘self-efficacy,” within the con-
text of virtual teams and turnover. We expect
that virtual teams” perceptions of being differ-
ent (or foreigh) from other team members cre-
ate stress that negatively affects other team
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members’ level of contentment and leads to an
increased desire to leave the team. As a result,
the virtual team may experience a disruption
in progress and performance that can be con-
sidered a ‘liability of foreignness’-the costs as-
sociated with utilizing virtual teams. As organ-
izations employ the virtual framework, it is
critical for them to identify attributes of suc-
cessful teams to understand why some teams
are highly productive and others less fruitful.

This paper is an attempt to answer the crit-
ical research question: Do members’ percep-
tions of foreignness among themselves influ-
ence their level of satisfaction and compromise
their length of time spent on the team? This
study uses status iinconsistency theory to es-
tablish the negative effects of foreignness in
both homogenous teams (i.e., domestic virtual
teams) and heterogeneous teams (i.e., global
virtual teams) to extend the generalizability of
our findings. We discuss the implications of
the results for the composition of both domes-
tic and global virtual teams and the manage-
ment of employee turnover.

The paper proceeds as follows. In the next
section, we present a brief overview of virtual
teams. Then, we discuss the concept of foreign-
ness and how it can become an organizational
liability. Next, we draw from status incon-
sistency theory to help explain how individual
differences can lead to feelings of foreignness.
Then, we describe the key constructs and the
relationships in our research model and theo-
rize five hypotheses related to our research
questions. Next, we test our hypotheses using
empirical data collected from two separate
studies. Finally, we present our results, a dis-

cussion of our findings, and their implications

for IS research and practice.

II. Literature Review
2.1 Virtual Teams

Virtual teams are defined as geographically
dispersed knowledge workers that collaborate
on organizational tasks using a variety of com-
munication channels [Wakefield, Leidner, and
Garrison, 2008]. Virtual teams may be organ-
izationally dispersed and/or time distributed
[Javenpaa et al., 1999], prompting unique chal-
lenges for individuals involved in the collabo-
rative effort [Powell et al., 2004]. These chal-
lenges are often due to diminished face-to-face
interactions and include the effectiveness of
team leadership, the development of trust, ef-
fective communication, and team cohesion
[Kayworth and Leidner, 2001; Robey et al., 2000;
Warkentin et al., 1997]. Further, distributed team
members have less opportunities for meaning-
ful interactions, possibly inhibiting knowledge
sharing and positive outcomes [Staples and
Webster, 2008]. ‘

Despite the challenges faced by dispersed
team members, organizations continue to em-
brace the concept. New product development
initiatives are often undertaken using virtual
teams whose members work closely together
via communication technologies in the con-
ception, design, development, and launch of
new ideas and/or products [Badrinarayanan
and Arnett, 2008]. The implementation of vir-
tual teams are proving vital, not only in the
complex new product development process
[Akgun and Lynn, 2002], but also in the crea-
tion of a global mindset for long-run com-

Vol. 20, No. 1

Asia Pacific Journal of Information Systems 103



Exploring Perceptions of ‘Foreignness’ in Virtual Teams

petitive advantage. The virtual team structure
supports the efficacy of the resource-based
view of the firm which promotes leveraging
organizational resources (e.g. human capital,
knowledge assets) to provide sustained com-
petitive advantage [Barney, 1991}, namely that
virtual teams’ dispersed organizational knowl-
edge is more accessible, thereby providing firms
with a greater pool of competencies and know-
ledge resources compared to those of collo-
cated teams [Snow et al., 1996]. For this reason,
employing dispersed teams to sustain strategic
positions appears beneficial in the short runm;
however, maintaining a diverse workforce is
not without costs.

2.2 The Concept of Foreignness and
the Liability of Foreignness

Borrowed from the psychology literature,

‘foreignness’ refers to the degree to which a
team member perceives dissimilarity between
herself and other team members [Jackson et al.,
1991]. A perception of foreignness, therefore, is
a subjective measure of differences involving
common attributes (e.g., ability, age, beliefs,
culture, education, ethnicity, intelligence, phys-
ical characteristics) among team members. The
relevance of ‘foreignness’ to virtual team re-
search becomes clear with the understanding
that optimizing virtual team creativity and per-
formance may entail limiting the duplication of
member attributes in order to leverage unique
knowledge. Hence, virtual team members are
generally more diverse and dissimilar com-
pared to collocated team members [Garrison et
al,, 2009]. However, team heterogeneity can
offset the benefits of diversity via increased co-

ordination difficulties and communication bar-
riers [Kayworth and Leidner, 2000] that neg-
atively impact team cohesion [Warkentin et al.,
1997] and team performance. Whereas global
heterogeneity that includes cultural and lan-
guage differences is noted as an antecedent of
poor team performance [Kayworth and Leid-
ner, 2001], Robey et al. [2000] report the neg-
ative impact on performance of more subtle
differences (e.g., linguistics, conventions, man-
nerisms, etc.) among members of domestically
dispersed teams.

In the management literature, the term ‘lia-
bility of foreignness’ describes the disadvan-
tages or costs incurred by multinational organ-
izations doing business in unfamiliar or for-
eign environments. These costs may include
trade-related costs (e.g., increased taxes, tariffs)
imposed on multinationals and their products
as well as other tangible and intangible costs
arising from the demands of local politicians,
consumers, and/or the foreign labor force [Insch
and Miller, 2005]. In either case, operating in
an unfamiliar environment is accompanied by
additional costs related to distinct differences
in culture, government and/or political forces,
among others. These costs may directly affect
the success of the multinational as liabilities
that are often unknown and unanticipated.

Similarly, joining members with diverse at-
tributes into a single work group is akin to
placing them in unfamiliar territory with un-
specified costs of assimilation. Whereas the
tangible costs of creating communication chan-
nels to support the team are quantifiable and
anticipated, the intangible costs of team mem-
bers’ adjustments to the heterogeneity of a
group represents a distinct liability. For exam-
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ple, adjusting to and/or accommodating differ-
ences in language, gender, time zones, work
habits and attitudes may diminish the cogni-
tive resources that would otherwise be focused
on team goals. Thus, optimal team perform-
ance may be limited by the extent of member
heterogeneity. We define this as the ‘liability of
foreignness,” or the unexpected costs of com-
bining diverse individuals into a single team,
where, paradoxically, synergy is the expected
outcome.

In view of this dynamic and the increased
use of global virtual teams, the implications for
the composition and management of virtual
teams are substantial. As firms become more
global and deploy teams of increasingly diverse
members, the consequences of foreignness re-
lated to varied beliefs, preferences, expecta-
tions and behaviors are important to team
success. Organizations must recognize foreign-
ness as a potentially negative antecedent of job
satisfaction in order to retain the most coveted
employees and reap the benefits of virtual col-
laboration. The increased use of virtual teams
has been fueled by a heightened demand for
a globally diverse workforce [Townsend et al.,
1998]. However, the success of a virtual work-
force rests on understanding the challenges
and effectively managing team composition in
order to control the costs and predict team
outcomes.

2.3 Status Inconsistency Theory

Status inconsistency theory is the theoretical
lens through which we establish the concept of
foreignness and propose its effect on virtual
team members. Status inconsistency theory po-

sits that individuals recognize differences in
traits between themselves and others (i.e., team
members). The theory is based on what Mc-
Grath [McGrath, 1976] calls a status trait or an
individual’'s measurable attributes. Status traits
are observable, quantifiable characteristics of-
ten evaluated on the basis of honor, esteem, or
desirability [Homans, 1974]. Importantly, in-
dividual traits are subjectively evaluated [Ran-
del, 2000]; that is the ‘rater’ both identifies and
defines the relevant traits to be appraised. In
other words, each individual forms judgments
and conclusions about other’s status traits
based on his own evaluative criteria [Rayner
and Cooper, 1997].

The concept of status inconsistency asserts
that individuals recognize incongruence among
status traits, which enhances feelings of incon-
sistency or foreignness with others in a group.
Early research on status inconsistency shows
that in a given social environment, individual
demographic and/or physiological character-
istics (i.e., age, gender, and education) may be
interpreted in terms of status or status rank-
ings [Jackson, 1962]. Beliefs or feelings of in-
congruence arise when one perceives that her
individual status differs from her perceptions
of group status. Furthermore, differences be-
tween a person’s relative status rankings on
different social hierarchies may also create a
‘status inconsistency” [Bacharach et al., 1993]
that influences individual and group attitudes
and behavior. Based on Malewski's [1963] re-
search, status inconsistency can occur in any
given social context when an individual be-
lieves he differs significantly from his or her
peers on key status traits, thereby raising the
level of stress and heightening the potential for
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disengaging behavior.

Status inconsistency theory directly applies
to diverse work groups because individuals
tend to use physical features (e.g., race, nation-
ality, gender etc.) to categorize or evaluate oth-
ers and predict their behavior [Chatman and
Flynn, 2001]. According to Stroessner [1996],
categorization is more likely to occur in demo-
graphically heterogeneous groups than in ho-
mogeneous groups; and, when demographic
traits are salient, individuals focus more on ob-
served differences than on similarities [Chatman
and Flynn, 2001]. Additionally, Chatman et al.
[1998] reported demographic heterogeneity as
a negatively related antecedent to team mem-
bers” attention to organizational objectives, which
suggests a diversion of cognitive energy from
team purposes. Tsui ef al. [1992] show that het-
erogeneous groups experience more turnover,
alienation, and dissatisfaction with team mem-
bers than homogeneous groups do. Thus, in
collocated groups, demographic differences may
provoke attitudes and behaviors that negati-
vely influence group work processes and out-
comes.

Prior research highlights some behaviors and
attitudes prompted by status inconsistency be-
liefs. A perceived lack of similarity with others
generates higher levels of stress, which may
enhance the members to engage inactivities ai-
med at reducing the tension level or coping be-
haviors [Bacharach et al.,, 1993]. For instance,
when a second language creates status tension
among members of a yirtual team, individuals
may choose to remove that obstacle by learn-
ing the language in question. Likewise, the
members of a virtual team may take actions to
achieve a desired level of consistency and meet

the expectations of peers. However, if the issue
in question is an immutable trait, such as gen-
der, physical characteristics, race, or even reli-
gion, resolving the discrepancy is problematic.
In this instance, the team member may be quite
unable to facilitate status consistency, prompt-
ing counterproductive behaviors in order to re-
duce the stress level.

Additionally, greater differences between a
former work setting and a current work envi-
ronment may increase the difficulty of adjust-
ing to an altered status in the new setting
[McGrath, 1976]. Greater uncertainty and frus-
tration increase one’s level of stress, and in-
creased perceptions of inconsistency with team
members may result in role stress manifested
as role conflict, role ambiguity, role overload,
or role under-load that induces work-related
stress reactions and behaviors [Schaubroeck et
al., 1989]. These detrimental reactions and be-
haviors may include dissatisfaction, withdra-
wal, decreased productivity, and disassocia-
tion.

Because virtual teams are formed to leverage
the knowledge and abilities of geographically
dispersed individuals, status inconsistency is
likely an inherent attribute of the structure.
Furthermore, if teams are primarily formed as
temporary work groups to collaborate on a
given project [Jarvenpaa and Leidner, 1999],
the process of identifying, assessing and evalu-
ating individual traits may be a recurrent prac-
tice by members who regularly work in teams.
Social cognition theorists show that individual
evaluations take place even when group mem-
ber information is limited [Levy ef al., 1998],
which is often the case in dispersed work
settings. Thus, it is likely that status evalua-
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tions and inconsistency judgments occur regu-
larly in virtual work groups despite the lack of
explicit knowledge of one’s team members.

. Research Model and
Hypotheses

3.1 Research Model

<Figure 1> represents our research model
with hypotheses depicting the relationships
among perceptions of foreignness, satisfaction
with the team, and turnover intentions. Fur-
thermore, we model and test relevant antece-
dents to foreignness-stereotyping and self-effi-
cacy.

3.2 Stereotyping

Stereotype is a construct closely related to
status inconsistency. When introduced into the
social science literature, the term ’stereotype’
represents the cognitive structures that influ-
ence. the manner in which individuals process
information [Heilman, 2001]. The act of stereo-
typing produces shortcuts that reduce one’s
cognitive load when forming positive and neg-
ative categories [Link and Phelan, 2001]. In re-

lating the impact stereotyping has on the ‘lia-
bility of foreignness’ in virtual teams, Steele
[1997] empirically demonstrates that among
students the underperformance of disadvan-
taged groups (e.g., racial minorities and wom-
en) is due to ‘stereotype threat.” Further, he
suggests, while most individuals experience a
little anxiety over being negatively evaluated,
those who belong to negatively stereotyped
groups feel a heightened sense of anxiety, which
can depress performance. Thus, when a mem-
ber makes evaluative comparisons to the extent
that he or she associates him/herself with the-
negatively stereotyped group is likely to influ-
ence his/her belief about his/her ownforeign-
ness in the group. As the perception of foreign-
ness increases, cognitive resources are diverted
to deal with increased stress and coping be-
haviors while decreasing the organizational ef-
fectiveness of the team member.

In addition, Dweck et al. [1995] suggest that
there are two different assumptions people
make regarding the malleability of personal at-
tributes on which individuals stereotype. First,
traits such as intelligence, gender, and race are
fixed (i.e., nonmalleable) and cannot be chan-
ged. Second, individuals may believe traits

such as experience and education are malleable

—H3 (-»{ Team Composition

Satisfaction with
Turnover Intention

—H4 (> (T

(SAT )

Tendency to
Stereotype
%
(T8) )
N Perceived
Foreignness
PF
o (PF)
\
Self -Efficacy N
(SE)

<Figure 1> Conceptual Framework of Perceived Foreignness in Distributed Teams
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and thus can be further developed by the
individual. Levy et al. [1998] argue that these
assumptions play a vital role in stereotype for-
mation and understanding why individuals
practice and endorse stereotyping. Individual
beliefs about these assumptions may result in
a greater/lesser inclination to categorize in-
dividuals that express certain traits. For exam-
ple, if one believes that getting an education is
a personal responsibility that requires effort,
hard work and motivation, then he is likely to
categorize individuals with little education as
slothful. In contrast, if one holds that education
level is directly related to intelligence, then ed-
ucational achievement may require less person-
al responsibility. Although either assessment
may or may not be true in a particular case,
the assessor relies on his or her own personal
experience and beliefs. Further, through rapid
categorization he or she can avoid expending
greater cognitive resources when making in-
dividual judgments.

Social cognition theorists propose that in-
dividuals often make trait assessments and
evaluative judgments when they have limited
information about their group members [Levy
et al., 1998]. In such a case evaluations are made
rapidly, often serving as the most important
criteria for judging groups and their members
[Sagar and Schofield, 1980]. According to the
self-categorization theory, individuals may use
age, race, and gender to rate and compare
themselves to other individuals [Turner, 1987].
Additionally, Schein [1978] refers to sex role
stereotypes as general beliefs about the traits
and abilities of men and women, which influ-
ence perceptions of individuals’ ability to per-
form on the job [Wyer and Scrull, 1980]. Attri-

bution theorists argue that stereotyping pro-
vides a source of expectancies about behavior,
perceived ability, and performance outcomes
[Jones and McGillis, 1976). Prior research shows
that individuals make trait assessments quickly
and acutely, using their own pre-conceived no-
tions about malleable and un-malleable traits.

In virtual teams the act of stereotyping is
likely to occur immediately following the for-
mation of new teams or the addition of new
members. Members evaluate themselves and
each other in order to assess the team and their
‘fit' in the team. Thus, the act of grouping
members, whether on malleable or nonmalle-
able traits, precedes beliefs about how one may
be different from other members. As assess-
ments are made, categorization of individual
members occurs and perceived or actual differ-
ences influence the members’ beliefs about the
extent of similarity/dissimilarity between them-
selves and others. It is probable that the evalu-
ation of global virtual members results in gre-
ater stereotyping due to a more diverse set of
member attributes compared to domestic teams
where traits such as origin, ethnicity and cul-
ture are more similar. Hence in global teams,
there may be a greater expectation of diversity
within the team such that stereotyping occurs
more extensively. However, it is not incon-
ceivable to think that stereotyping among mem-
bers of domestic virtual teams is also present
despite theexpectation of less extensive varia-
tion among members. This leads to the first hy-
pothesis:

Hypothesis 1: Stereotyping is negatively related to
perceptions of foreignness in the vir-
tual team

108 Asia Pacific Journal of Information Systems
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3.3 Self-Efficacy

The term, “self-efficacy” arises from the so-
cial psychology literature and is the belief that
one has the ability to perform a specific behav-
ior [Bandura, 1977]. Self-efficacy beliefs are
shown to influence the specific behavior to be
undertaken, the amount of effort exerted to at-
tempt the behavior [Barling and Beattie, 1983],
and the performance resulting from the behav-
ior [Locke et al., 1984]. In IS research, the self-
efficacy variable is used to extend the Theory
of Reasoned Action [Fishbein and Azjen, 1975]
in order to better understand and predict tech-
nology acceptance and use. Additional IS stud-
ies have demonstrated computer self-efficacy
(ie., beliefs about personal computer compe-
tence) is related to greater adoption of technol-
ogy [Hill ef al., 1986}, increased technology use
[Gallivan et al., 2005; Easley et al., 2003], in-
novations [Burkhardt and Brass, 1990] and im-
proved performance [Webster and Martocchio,
1993]. Thus, beliefs about one’s competence in
a specific area often lead to positive outcomes.

Bandura [1988] posits that self-efficacy in-
volves individual judgments about one’s abil-
ity to execute a course of action rather than to
distinguish among requisite skill sets. Thus, in
a team context, the extent to which a member
believes he has the ability to make a contribu-
tion to the team is likely to reduce his percep-
tion about how he is different (i.e., foreign)
from other members. Harvey et al. [2004] sug-
gest that upon integration into a new cultural
environment, individuals high in self-efficacy
are more likely to discount certain cues (ie.,
gender, education), which otherwise contribute

to the formation of stereotypes. Thus, highly

efficacious individuals may perceive less dif-
ferentiation (i.e. foreignness) among their peers
due to discounting signals which others, hav-
ing lower levels of self-efficacy, use to catego-
rize and evaluate their peers. This suggests
that team members confident in their ability to
contribute to the team tend to focus cognitive
energy on the team’s course of action rather
than evaluating team members. Hence, we hy-
pothesize the following:

Hypothesis 2: Self-efficacy is negatively related to
perceptions of foreignness in the vir-
tual team

3.4 Perceived Foreignness and
Team Member Satisfaction

Perceived foreignness is a subjective meas-
ure of differences (e.g., beliefs, intelligence,
ability, physical characteristics) between an in-
dividual team member and other members.
Status inconsistency theory suggests that as
perceptions of foreignness increase individuals
display coping mechanisms to deal with addi-
tional stress. However, if an individual differ-
ence (or status trait) cannot be altered, the mem-
ber becomes less content in the environment
and, perhaps, less satisfied with the team’s
composition. Following Locke et al. [1984], we
define satisfaction with team composition as an
individual's subjective measures of the team
that proceed from positive emotional states re-
garding the team’s composition. Satisfaction
with team members is one of many core attrib-
utes of job satisfaction found in the job-related
outcomes literature, reflecting an individual’s

feelings and attitude toward team members
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[Friday and Friday, 2003]. Cranny et al. [1992]
suggest that an individual’s level of satisfac-
tion develops out of a combination of both cog-
nitive and affective responses, and negative af-
fect may result in a growing desire to leave the
group.

Hence, as perceptions of foreignness increase
in a team context and negative cognitive and
affective responses such as stress and anxiety
also rise, it is likely that the member is less
convinced of his ‘fit’ in the team. Although the
team member may be confident of his own
abilities, he may remain doubtful of his useful-
ness in a team to which he has attributed gre-
ater differences. Consequently, the member is
less satisfied with the make-up of the team lea-
ding to the following hypothesis:

Hypothesis 3: The perception of foreignness is ne-
gatively related to member satisfac-
tion with the team’s composition
in the virtual team

3.5 Team Member Satisfaction and
Turnover Intention

Tett and Meyer [1993] define turnover in-
tention as “a conscious and deliberate willful-
ness to leave the organization.” Indeed, turn-
over intention functions as a cognitive ante-
cedent to actual turnover [Thatcher ef al., 2002,
and has been demonstrated across multiple oc-
cupations [Steel and Ovalie, 1984]. Previous re-
search on employee turnover also shows a con-
sistently positive relationship between turnover
intention and actual turnover [Steel and Ova-
lie, 1984]. Turnover intention focuses on the
cognitive processes resulting in one’s desire/

motivation to leave an organization; thus, it is
a useful predictor of actual turnover. Since in-
dividuals themselves have greater control over
their turnover intention than does their organ-
ization, per se, and predicting turnover in-
tention is less difficult than predicting actual
turnover [Igharia and Greenhaus, 1992], this
study uses turnover intention as the dependent
variable.

Specter [1997] argues that a combination of
personal and organizational factors influence
job satisfaction, which then influences turnover
intention. Prior research indicates that job sat-
isfaction represents individuals’ evaluations of
not only their job, but also their work context,
and is negatively related to turnover intention
[Arnold and Feldman, 1982]. Interestingly, in-
dividuals more demographically diverse from
other group members are less satisfied and
more likely to leave their jobs [O'Reilly et al.,
1989]. Dissatisfaction produces withdrawal cog-
nitions causing individuals to consider the ad-
vantages and disadvantages of leaving their
jobs [Mobley et al., 1978], whereas satisfaction
is an antecedent of behavioral intention in that
once workers’ expectations are met, turnover
intention, if present, decreases [Parasuraman
1982]. This leads to the following hypothesis:

Hypothesis 4: Satisfaction with the team’s compo-
sition is negatively related to turn-
over intention in the virtual team

V. Methodology and
Research Design

Data were collected from virtual team mem-
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bers representing their respective organizations
using a paper-pencil survey. Generalizability
was increased by surveying virtual team mem-
bers working on IS projects in small, medium,
and large firms listed on the two Korean stock
markets (Korea Composite Stock Price Index
(KOSPI) and Korean Securities Dealers” Auto-
mated Quotation (KOSDAQ). Organizational
size was measured by asking respondents to
provide information on their organization’s an-
nual profits in the most recent year. Organiza-
tions with annual profits less than $10 million
were treated as small, between $10 million and
$249 million as medium-sized, and $250 mil-
lion or more as large [Drury and Farhoomand,
1999]. Companies were clustered into respec-
ted groups based on size and randomly selec-
ted as potential study participants. In total, 250
surveys were disseminated to distributed team
members working in one of five organizations
and 117 valid responses were collected yield-
ing a 46.8 percent response rate <Table 1>.

4.1 Sample

The survey participants were all Korean com-

posed of 75 percent male and 25 percent fe-

<Table 1> Description of Participating Organizations

<Table 2> Summary of Respondents’ Demo-
graphic Information

<25 < 1%

Age 25~35 75.2%
36+ 23.9%

Male 75%

Gender Female 25%
High School < 1%

Highest Degree | 2 Yr. College <1%
Earned BA/BS 94%
Masters 4.27%

Tenure with <1 3.4%
Company 1~5 83.7%
(in years) 6+ 10.3%

male <Table 2>. The participants’ ages ranged
from 21 to over 45 years, with the largest num-
ber in the 25~35 age range. The respondents’
educational background ranged from a high
school degree to masters degrees. Additionally,
83 percent reported having been with their
companies between 1 and 5 years. Eleven dis-
tributed teams were studied with team size
ranging from 5 to 15 members <Table 3>. The
average length of time spent on each dis-
tributed team was 2.1 years. Team members
who participated in the study belonged to at

Company 1 Finance 50 $3 million 3
Company 2 | Construction 500 $40 million 16
Business

6 milli 5 16

Company 3 Consulting 200 $1.6 million

Distribution/ e

. 47 56

Company 4 Trade/Sales 8,000 $7.6 billion

Company 5 | Stock/Finance 1,000 $3.9 billion 46 23
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<Table 3> Summary of Virtual Teams Working on an IT Project within Their Organization

Sales 11 21 1 37

IT Support 9 3.0 2 21
Production 15 23 3 45
Marketing 12 1.8 3 18
R&D 9 2.3 1 12
Accounting 13 22 1 30
Business Support 12 1.0 2 55
Legal Support 5 21 1 68
General Affair 6 21 2 65
Purchasing 14 20 2 31
HR 11 20 2 56

least one team where the task was to evaluate
and/or implement new hardware or software.
<Table 4> lists the modes by which team mem-
bers communicated during the project.

<Table 4> Respondents’ Use of Communication

Media
Conference Calls 6.26 1.25k
E-mail 5.77 1.77
Face to Face 2.87 1.86
Fax 452 2.38
Telephone 416 197
Video Conferencing 497 242
Voice Mail 5.67 202
Web Collaboration Toois 5.77 1.73

4.2 Measures

The construct items are compiled from sev-
eral sources and adapted to the nature of the
present study. Foreignness is assessed using
scales adapted from Sirgy et al. [1997]. It is op-

erationalized as the degree to which indivi-
duals perceive team members as being incon-
sistent with their own self-image. Items include
measures of personal and physical self-image
as well as overall perceptions of dissimilarity
with other team members. Satisfaction is as-
sessed using scales from Kohli and Jaworski
[1994], and turnover intention is measured with
scales adapted from Good et al. [1996].

As a potential antecedent to foreignness, self-
efficacy measures the extent to which subjects
are confident of their skills and abilities in rela-
tion to the team project. Scales are adapted
from Hartline and Ferrell [1996] and Jones [1986].
Likewise, tendency to stereotype uses scales
developed by Dweck et al. [1995], representing
an individual’'s propensity to categorize oth-
ersin a general sense as well as based on intel-
ligence. Although we use previously validated
scales in our instrument, the instrument is test-
ed on undergraduate students for wordiness,
spelling, understanding, and suggestions for
improvement before the final survey iss admi-
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nistered. All measures utilize a 7-point Likert-
type scale ranging from 1 (strongly disagree)
to 7 (strongly agree).

V. Data Analysis

5.1 Measurement and Assessment
of Model

PLS-Graph 3.0 was used in a two-step ap-
proach to analyze the data. This procedure was
preferred to other structural methods (e.g.,
LISREL) because our sample size needs to be
smalland our objective is to establish the pre-
dictive validity of the specified paths, rather
than to produce a ‘best fit' causal model. The

measurement model isfirst assessed to evaluate

the reliability and validity of the research in-
strument using;: (1) item reliability, (2) internal
consistency, and (3) discriminant validity [Bar-
clay et al., 1995; Chin, 1998].

Individual item reliability was evaluated us-
ing the individual item loadings or simple cor-
relations of the measures related to each con-
struct. Following Carmines and Zeller [1979],
loadings of 0.7 or greater are indicative of item
reliability as this implies more than 50 percent
of the variance in the observed variable is
shared with the construct [Barclay et al., 1995].
Results show that ail items meet this require-
ment with the exception of Seif-Efficacyl (SE1),
Self-Efficacy2 (SE2), Foreignness2 (F2), and
Foreignness3 (F3) (see <Table 4>), prompting

their removal. Since the remaining items have

<Table 5> Loadings, Weights, and Composite Reliability of the Measurement Model

0.352 0.825
Tendency to ST2 0.334 0.833 0.352 0.852
Stereotype | ST3 | 0279 0822 0850 0.269 0797 0888
ST4 0.290 0.818 0.248 0.789
SE1 0231 0.657 Dropped
Self-Efficacy | o> | 0407 0.686 0.787 Dropped 0822
SE3 0.450 0.728 0.668 0.879
SE4 0.345 0.701 0522 0.791
F1 0.430 0.792 0.520 0.901
Perceived F2 0.092 0321 Dropped
. F3 0.298 0.646 0.803 Dropped 0.840
Foreignness PP
F4 0.327 0.818 0433 0.857
F5 0.235 0.723 0283 0.709
Satisfaction SAT1 0.379 0.871 0.388 0.874
with Team SAT2 0.347 0.854 0.905 0.344 0.852 0.905
Composition SAT3 0.419 0.892 0.414 0.890
Turnover T 0.402 0.881 0.401 0.881
Intention TI2 0.364 0.935 0.922 0.364 0.935 0.922
TI3 0.354 0.863 0.355 0.863
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reliability loadings greater than 0.7, the meas-
urement model indicates that the survey in-
strument is sufficient to measure each indi-
vidual construct. <Table 5> presents the origi-
nal and refined loadings and weights for each
item.

Internal consistency assesses the reliability of
the reflective measures (i.e., indicators that are
manifestations of the construct) [Chin, 1998];
with values of 0.7 or greater considered ad-
equate [Nunnally, 1978]. Internal consistency
uses the item loadings estimated within the
causal model and is not influenced by the num-
ber of items in the scale [Fornell and Larcker,
1981]. The constructs have internal consistency
scores between 0.822 and 0.922, meeting the re-
liability requirements suggested by Chin [1998].

Discriminant validity indicates the degree to
which a given construct is dissimilar to other
constructs [Barclay et al., 1995]. Discriminant
validity was evaluated using the average var-
iance extracted (AVE) measure and the cross-
loadings obtained from PLS-Graph 3.0. AVE,
defined as the average variance shared between
a construct and its measures [Barclay et al., 1995],
indicates the amount of variance captured by
the scale items in relation to the variance cau-
sed by measurement error. An AVE greater than
0.5 is indicative of discriminant validity, mean-

ing that at least 50 percent of measurement
variance is captured by the construct.

<Table 6> shows the AVE scores and the cor-
relation matrix for the constructs. All constructs
exceed the 0.5 recommended minimum AVE
score. The bolded diagonal elements of the ma-
trix are the square root of the AVE and the off
diagonal elements are the correlations between
constructs. The measurement model demon-
strates adequate discriminant validity, since the
diagonal loadings are significantly greater than
the off-diagonal loadings in the corresponding
rows and columns. Since the instrument dem-
onstrates acceptable levels of validity and reli-
ability, we proceed to evaluate the structural
model and test the hypotheses.

5.2 Structural Model Assessment

The structural model is used to test the in-
dependent relationships among the constructs
proposed in the conceptual model (see <Figure
2>). The hypotheses are tested by evaluating
the significance of the path coefficients (i.e.,
standardized betas) [Compeau and Higgins,
1999]. Additionally, PLS-Graph 3.0 provides a
measure of the predictive power of the re-
search model, or the squared multiple correla-
tion (R value for each endogenous variable

<Table 6> AVE Scores and Correlation of Latent Variables

TS 0.816
SE 0.115 0.836
PF -0.220 -0.526 0.799
SAT 0.048 0478 -0.597 0.872
TI -0.080 -0.477 0.550 -0.712 0.893

Note) * The italic elements in the matrix are the average variance extracted scores generated by PLS Graph 3.0.
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Sterotype
(ST

Perceived B=-0.60 Satisfaction with ,
. Foreignness —>/  Team Composition Turnover Intention
H2: ™)
, PF) (SAT) B2 507%
R“=30.2% R%2=1357% .

H3:

H4:

<Figure 2> A Model of Perceived Foreignness in Distributed Teams

[Chin, 1998]. This value is comparable to the
R’ value in a multiple regression model which
represents the amount of variance explained
by the independent variables contained within
the model [Barclay et al., 1995].

The bootstrap procedure with 200 re-sam-
ples was used to calculate the path coefficients,
which indicates the strength of the relationship
between two constructs (Chin, 1998). The re-
sults support three of the four hypotheses, re-
jecting HI1, the positive relationship between
Tendency to Stereotype and Perceived Foreign
ness (B = -0.162, p = 0.018). The results also
support H2, a significantly negative relation-
ship (8 = -0.507, p < 0.0001) between Self-Effi-
cacy and Perceived Foreignness. Furthermore,
Perceived Foreignness has a significantly neg-
ative relationship with Satisfaction (8 = -0.597,
p < 0.0001) supporting H3, and Satisfaction is
negatively related to Turnover Intention (B =
-0.712, p < 0.0001) supporting H4.

Additionally, Tendency to Stereotype and
Self-Efficacy explain 30.2 percent of a distribu-
ted team member’s perceptions of foreignness,
and foreignness contributes 35.7 percent to-
ward understanding a distributed team mem-
ber’s satisfaction with the team composition.

More than half (50.7%) of Turnover Intention
is explained by Satisfaction with the Team.

VI. Discussion

The main findings suggest that both the ten-
dency to stereotype and self-efficacy influence
distributed team members’ perceptions of fo-
reignness. Unexpectedly, Tendency to Stereo-
type has a negative relationship with percep-
tions of foreignness in distributed teams. The
results of reassessing the scale items for Ten-
dency to Stereotype reveal their stronger in-
clination for individual acceptance, than for in-
dividual categorization. Thus, the more one te-
nds to accept individuals as they are, the less
one perceives differences (i.e., foreignness). Mo-
reover, since the distributed teams studies con-
sist of culturally similar members (i.e., Korean),
the country of origin may serve as a ‘litmus
test’ for perceived foreignness (or perceived
similarity as in this case). In other words, the
greater tendency a participant has to stereo-
type other members of the group, the more
likely this person is to see himself as being
similar (less foreign) to his/her team members,

as in this case where all participants were

Vol. 20, No. 1
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Korean. Further research is required to more
clearly define and explicate the Tendehcy to
Stereotype construct in the context of domestic
distributed teams, and the investigation of the
construct in cross-cultural distributed teams
would also provide more clarification.

However, Self-Efficacy is shown to be a
strong antecedent of perceived foreignness in
the domestic distributed team context. It ap-
pears that individuals high in self-efficacy be-
lieve they possess the ‘intellectual capital’ nec-
essary to complete a project, or encompass abi-
lities equal to or beyond their team members.
Consequently, if these members are convinced
about their personal ability to accomplish the
team task, they may be less inclined to eval-
uate other members or believe that differences
in team members matter. After all, if the team
task is the goal and a member believes he/she
possesses the necessary abilities to complete
the goal, then the abilities (or lack) of others
may be inconsequential. Additionally, upon in-
tegration into a new cultural environment, in-
dividuals high in self-efficacy may be able to
discount certain cues salient to the environ-
ment prior to the full formation of their stereo-
types [Harvey et al., 2004).

The negative relationship between Perceived
Foreignness and Satisfaction with Team Com-
position supports the premise of status incon-
sistency theory: that as inconsistencies increase
among individuals in a group, satisfaction with
the group tends to decline. The relatively mod-
erate R squared (35.7%) for the Satisfaction
construct suggests that other factors are invo-
lved in creating satisfied distributed team mem-
bers. However, moderating the perceptions of
differences among members is likely to lead to

more satisfied members and more successful
teams. Future research that identifies addi-
tional factors will contribute to the develop-
ment of successful, highly functioning dis-
tributed teams. Finally, the negative relation-
ship between Satisfaction and Turnover Inten-
tion has been reported throughout the liter-
ature and is confirmed in this study as well.

VI. Conclusion

In this unique contribution to the virtual team
literature, we empirically examine the ‘liability
of foreignness” in Korean virtual teams tasked
with an IT project. The findings of our study
indicate that the diversity inherent in geogra-
phically distributed knowledge sources is like-
ly to create significant challenges for organiza-
tions. In the attempt to maximize the use of
distributed knowledge, the organization may
inadvertently create dysfunctional virtual teams.
As firms expand globally, the potentially neg-
ative consequences of ‘foreignness’ are a crit-
ical concern for both practitioners and rese-
archers. First, organizational costs associated
with low job satisfaction and increased turn-
over can be devastating to an organization. Se-
cond, low satisfaction and turnover may cause
instability that cripples the virtual team, im-
pacts the success of the IT project and costs the
organization millions of dollars. The loss of
one key team member can create a deficiency
of expertise that delays or terminates product
launch. It is our desire that this study moti-
vates further research to identify effective strat-
egies that reduce perceptions of foreignness in
global organizations in order for them to opti-
mize knowledge sharing and ultimately ach-

116 Asia Pacific Journal of Information Systems

Vol. 20, No. 1



Exploring Perceptions of ‘Foreignness’ in Virtual Teams

ieve globally competitive advantage.

7.1 Implications

With the infusion of cross-cultural and cross-
functional virtual teams into organizations’ glo-
bal strategy, managing employee turnover by
limiting perceptions of foreignness may be the
most novel approach for retaining productive
employees and leveraging organizational know-
ledge. Recruiting individuals that demonstrate
high self-efficacy may be an effective strategy
to limit perceptions of inconsistencies and dif-
ferences among team members. Harvey et al.
[2000] suggest that organizations can identify
high self-efficacious individuals through: (1)
monitoring how individuals perform at their
present task(s); (2) identifying what personal
attributes are most salient in the individuals
who have had the most success at certain posi-
tions or tasks; and (3) observing individuals’
level of self-confidence or sense of morale. Li-
kewise, managerial intervention to nurture and
develop individual skill sets may enhance the
self-efficacy that leads to less perceived differ-
ences and greater satisfaction.

Limiting perceptions of foreignness may also
be accomplished by screening employees based
on their tendencies to stereotype. Individuals
that are more accepting of unmalleable attrib-
utes may increase the productivity and cohe-
siveness of the team, since they may be less in-
clined to withdraw or disassociate in a diverse
group. Organizations that develop and utilize
assessment procedures to identify personal and
cultural stereotypes may be better equipped to
manage the beliefs detrimental to virtual team

stability and success. Management strategies
may encompass: (1) sensitivity training to break
down social/cultural barriers; (2) employee tra-
ining to develop individual skills, knowledge,
and abilities (i.e., self-efficacy), and (3) increas-
ing managerial awareness of the detrimental
effects in categorizing teams and members.

Interestingly, the mere matching of indivi-
duals to their perspective team members solely
based on demographic characteristics is not
likely to generate a better candidate-team fit.
Our results using domestic Korean distributed
teams suggest that ‘foreignness’ is more than
a cultural phenomenon. Identifying the specific
aspects of foreignness among distributed team
members is the first step. Then, employing stra-
tegies to diminish the perceptions of foreign-
ness is likely to result in greater team cohesive-
ness, stability, and productivity. Such mana-
gerial efforts may provide the greatest organ-
izational benefit in managing turnover. To this
end, an ability to predict actual turnover may
provide organizations with an aptitude for rec-
ognizing when team member satisfaction is de-
clining or when efforts to limit perceived dif-
ferences are ineffective. These proactive meas-
ures may control turnover and reduce the
‘liability of foreignness.’

7.2 Limitations

As with any empirical research, the present
study has several limitations. First, common
method bias is a main source of measurement
error that may result in misleading conclusions.
The data collected were self-reported, and both
independent and dependent variables were col-
lected concurrently. Furthermore, the surveys
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were administered with no observation or as-
sistance. Therefore, we do not know how dis-
tributed the respondents were from their team
members, but we can infer based on the fre-
quency and type of communication media used

that the members were distributéd in some ca-

pacity.

Further, we made an attempt to limit some
bias using the survey approach by reversely
coding some questions to ensure the respon-
dents were carefully reading and evaluating
each item. Furthermore, the questionnaire items
were examined in order to minimize ambiguity
and social desirability aspects that may con-
tribute to common method bias. Second, all
participants in this study are Korean and mem-
bers of domestic virtual teams. Therefore, any

generalizations to cross-cultural and globally
distributed teams should be made with cau-
tion. However, if significant relationships exist
with perceptions of foreignness in a context of
less complexity (i.e., domestic virtual teams),
the relationships are likely to hold in situations
of greater complexity (i.e., global and cross-cul-
tural teams). Third, this study did not take into
account any difference that may have existed
in demographic characteristics among each dis-
tributed team and team member while such
difference in characteristics may influence the
results of this study. Finally, although the par-
ticipants responded to working primarily in a
virtual context, we did not reflect the impact
the geographical distances among team mem-
bers have on the results.
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(Appendix 1)

Questionnaire Items
7-point Likert-type scale ranging from 1 (strongly disagree) to 7 (strongly agree)

Turnover Intention

TI 1: T plan to stay with this team for awhile. (R)

TI 2: T plan to be with this team until the project is complete. (R)
TI 3: If given an opportunity I would switch to another team.

Satisfaction

SAT 1: My team members are the kind of people I like to work with.
SAT 2: Overall, I'm satisfied with my team composition.

SAT 3: I think I get along well with my team members.

Self-Efficacy

SE 1: I think I can provide an equal contribution to this project as my team members.

SE 2: I feel that I am qualified for this project.

SE 3: I feel confident that my skills and abilities equal or exceed those of my team members.
SE 4: I can handle a more challenging project than the one assigned.

Foreignness

F1: I am very different from my team members.

F2: T can identify with my team members. (R)

E3: I do not have a lot in common with my team members.

F4: I feel my personal characteristics are similar to my team members. (R)
F5: I feel my physical characteristics are similar to my team members. (R)

Tendency to Stereotype

ST 1: A person has a certain amount of intelligence and he/she really can’t do much to change
it.

ST 2: A person can learn new things, but he/she can’t really change his/her basic intelligence.

ST 3: Everyone is a certain kind of person, and there is not much that they can do to really change
that.

ST 4: People can do things differently, but the important parts of who they are can’t really be
changed.
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