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Executive Summary
The New Global study is based on the challenge that globalisation increases the pressure on
European companies, but also provides new business opportunities. Globalisation is a fact of life
and has become a part of everyday business. The study explores how collaborative working
environments (CWE) supported by information and communication technology (ICT) can be
deployed for enabling successful globalisation strategies of European companies and how they
can foster exploitation of business opportunities for global value creation.
The ongoing process of globalisation is of outstanding importance for European industry. Its
implications include various actual or potential challenges (threats, opportunities or
uncertainties) for business, related to CWEs, global working and globalisation of business.
However, these issues cannot be addressed, resolved and tackled by companies alone, but
need wider policy actions, as our research suggests. The study has collected information on the
state-of-practice and has explored success factors and bottlenecks facing European companies
by means of a pan-European survey among 1015 globalized small- and medium-sized (SME)
companies from Belgium, Denmark, Finland, Germany, Portugal, Sweden, The Netherlands and
the UK. The survey was complemented by extensive desk research and an in-depth multi-level
case study of 13 leading examples of successful globalized EU companies.
In a nutshell, the study shows that improving access to knowledge and decreasing time to
market is very important or important to 80% of all New Global survey respondents. Only about
15% believed access to low wage labour to be very important or important. Over 70% of globally
active SMEs in knowledge intensive sectors say clients and customers are the most common
reason for global collaboration, while suppliers are an important factor for high and medium tech
manufacturing. North America, non-EU Europe and Asia all share more or less equal standing
as the location of collaboration partners.
The study shows that cooperation with foreign supply chain partners is the number one strategy
for globalizing SMEs, followed by joint ventures and then setting up a subsidiary abroad.
Establishing a common company culture and fostering links between dispersed employees is an
essential step for European transnational companies that seek to develop into a single, global
enterprise.
From a technology perspective the survey and case study research established evidence that
indeed online collaboration tools enable SMEs to compete at a global scale. Online collaboration
tools support coordination within a team (73%), support knowledge and learning (69%) and
allow dispersed team-members to exchange opinions and take joint decisions. Moreover,
companies using online collaboration tools show greater innovation.
As the main bottlenecks associated with globalizing the study identifies language and cultural
barriers (47%), the difficulty of meeting face to face when necessary (44%), and building trust
between dispersed co-workers (42%). Trust and confidence building, especially across cultural
and language barriers, emerge as major challenges. Poor communication infrastructure is also
experienced by companies to be a barrier to the effective use of collaboration technology – and
even to basic communication among globally distributed collaborators.
Finally, study results show that globalisation more often than not has a negative impact on worklife balance of employees.
Policy Recommendations:
The main policy recommendations from the study have been clustered in four thematic
categories and can be summarized as follows:
8
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Support for European companies to exploit the potential of collaborative globalisation
Orientation of national policy initiatives towards globalisation: European policies related to the
internationalization of European companies typically focus on export activities. The New Global
study results confirm that global collaboration by European companies in high-tech
manufacturing and knowledge-intensive industries is not confined to activities that are directly
related to exports. Thus, national policy initiatives should be adapted to a wide range of
globalisation goals and contexts and in particular to collaborative globalisation.
A particular globalisation policy focus is necessary for SMEs. New Global research shows that it
is very important for policymakers and the wider public to understand that SME globalisation is
often not an option but a necessity. In many cases, SMEs in high-tech manufacturing and
knowledge-intensive industries are asked to follow suit by their clients, which are themselves
multinational enterprises and which want subcontractors to be present in newly penetrated
overseas markets.
Research results also suggest that the uptake and strategic use of online collaboration tools is
associated with SME product innovation. This finding confirms that there is indeed a policy case
for fostering uptake and effective use of CWEs. Such initiatives should not treat collaborative
globalisation separately; rather support for CWE needs to be integrated into overall strategies to
boost innovation among SMEs.
Lowering bureaucratic hurdles: The New Global study results confirm that one in five SMEs
experience bureaucratic hurdles “very often” or “often”. There is no short-term panacea to such
barriers – it will require continuous lobbying to convince host countries of the need to abolish
bureaucratic hurdles and to improve the business friendliness of their regulatory framework.
The New Global case studies identify problems with international trade policies and international
tax policies. These issues should be considered as part of lobbying activities and international
trade and tax regulation negotiations.
Providing easy access to good practice and information on globalisation: European companies
would also benefit from government initiatives that enable better access to information about
collaboration conditions, successful, good practice based collaboration strategies and relevant
regulation in non-EU countries.
Developing more effective online collaboration tools and practices
Research in collaboration technologies: Our research suggests that successful global
collaboration requires effective use of online collaboration tools. However, the New Global case
study and survey results suggest that available collaboration technology has several drawbacks,
creating an obstacle to efficient global collaboration. These findings emphasize the need to
develop and implement affordable, yet context-rich and high-quality telepresence,
Videoconferencing systems and virtual working environments through 3D technology. These
should be suitable for collaborative creative tasks, trust building and collaboration across diverse
cultural settings, rather than being based on assumptions about social practices in North
American and European societies. Innovative technologies should furthermore provide better
support for creating secure global collaborative environments. Improvement and innovation in
collaboration technology can be fostered by European and national research programs.
Creating awareness for security issues: To be active in a global environment means in general
higher exposure to security risks and the necessity of establishment of a trustful environment.
National and supranational international organisations as for example OECD should create
awareness for existing and emerging risks and for available guidelines how to avoid them.
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Making European workers benefit from global CWE
The results of the New Global study suggest that the staff involved in collaborative globalisation
face risks in quality of work and work-life balance. Working in global teams can be associated
with increased stress and with the need to adapt to the demands of collaboration. Our findings
also indicate that European companies need to develop appropriate human resource policies
and workplace strategies that take full account of the increasing requirements of globalisation
and distributed work. We suggest furthermore that global collaborative work should be
understood as another aspect of work intensification, an area that will require more policy
initiative in the future. Possible policy implications following from these general shifts are already
at the centre of much heated debate across Europe.
It is evident that companies that want to globalise their activities need to develop their “soft”
competences – in other words, to increase contextual and cultural understanding and the
language skills of their employees. Employees involved in global collaboration should be given
the opportunity for cultural and language training. In addition, the skills required for global
collaboration should be taken into consideration by Europe’s education systems at all
educational levels.
Towards better indicators on global collaboration and CWEs
Policy-makers and other stakeholders need better data on collaborative globalisation and the
diffusion of CWEs in order to take well-informed decisions in a wide range of policy areas.
Having taken stock of existing indicators, the study found that there are a number of gaps in
indicator availability which should be closed within the foreseeable future, namely with regard to:
inter-company collaboration; the preconditions for and characteristics of successful collaboration
practice; collaboration between companies and the public sector; tools and organisational
support for collaboration; spread and outcomes of individual-level collaboration; distributed
innovation; and skills for global collaboration.
There are a number of possible ways towards better data on these issues, making best use of
up-and-running data collection mechanisms within the European Statistical System. Three
concrete suggestions are made. First, data availability on companies’ engagement in (global)
collaboration could be improved by integrating related variables in the Community Innovation
Survey (CIS), the main vehicle in Europe for collecting country-by-country data on innovation
related issues at the level of the enterprise. This could be piloted in a cost-efficient way by
means of a dedicated Innobarometer within the framework of the Eurobarometers commissioned
by DG Communication. Second, data availability on workers’ engagement in (global)
collaboration could be improved, in the medium term, by developing the European Survey on
Working Conditions (ESWC) into a fully-fledged element of the European Statistical System. The
survey is currently under the responsibility of the European Foundation for the Improvement of
Living and Working Conditions (EuroFound), and has been conducted every five years since
1990. Third, data availability on skills and competences for (global) collaboration could be
improved, for example, by assessing whether the European Adult Education Survey, launched in
2005, would provide a feasible vehicle for this purpose. It should be ensured that the decisions
about which variables to include in the second round of the survey will include not only
education policy circles, but also by experts engaged in fostering the adoption and further
diffusion of CWE in Europe.
Conclusion
The findings of this and other available research suggest that only improvements in the set-up
and management of collaborative work processes will enable achieving of self-sustaining
increases in the competitiveness of the EU economy, particularly among Europe’s numerous
10
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SMEs. Unless work processes and value chains that cross national borders are well managed,
there is a high risk that losses will occur. Indeed, contrary to the common perception that
globalisation is the pursuit of easy profits, the most successful global companies are the ones
that consider global systems mainly as a means to increase their ability to innovate and to
respond to market changes.
Global collaborative working environments open up totally new possibilities in this respect. What
is more, this type of globalisation may actually benefit home countries by creating new, highquality employment rather than destroying jobs. This will not happen, though, without policymaking that takes an active role in fostering innovation and that supports Europeans so that they
can adapt to the changing global marketplace while preserving the achievements of the
European social system.
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1 Introduction
This report summarizes the results of the "Collaborative Work: Globalisation and New
Collaborative Working Environment – New Global" research project 1 . The project was
commissioned by the European Commission.
The New Global study is based on the observations that globalisation increases the pressure on
European companies but also provides new business opportunities. The study explores how
globalisation is experienced by European companies, how companies master the globalisation
challenge, how globalisation affects the way companies are operating, and how they can
respond to it in a beneficial way. The main focus of the study was to explore how global
collaborative working environments (CWE) enabled by information and communication
technology can be deployed for enabling successful globalisation strategies of European
companies, thereby triggering significant economic and employment gains for the benefit of
European economies and societies. Collaborative Working Environments (CWE) are defined as
a combination of physical, IT-based and social or organisational infrastructures supporting
people in their individual and collaborative work. The goal of the study was to collect information
on the state-of-practices and to identify experienced success factors and bottlenecks. The
results were furthermore to be used for the identification of policies, strategies and policy
instruments that are needed for enabling European-based companies to make globalisation
"work" given the European strengths, capabilities and needs. The aim of the study was also to
contribute directly to a better-informed debate on evidence-based policy-making for fostering
successful practices for global collaboration of European companies.
The study involved a combination of quantitative and qualitative research. It started with the
review of state-of-art in research and practice (Vartiainen et al., 2007). This was followed by the
New Global Common Research Framework (Stanoevska-Slabeva et al., 2007). The quantitative
research involved a survey among 1015 SMEs in eight European countries with the aim to gain
insights into globalisation practices in Europe today (Gareis & Vartiainen, 2008). The qualitative
research was based on case studies and cross-case analysis (Stanoevska-Slabeva et al., 2008).
The content of the report is structured in several parts:

1

•

Chapters 1, 2 and 3 serve as an introduction. They set the scope and explain the
research approach. For the interested reader, the details of the research approach can
be found in Annex I and Annex IV comprising the data collection instruments.

•

Chapter 4 summarizes the results of the New Global study. It covers the survey and the
case study and provides a cross-case analysis.

•

Chapter 5 provides policy recommendations, where we take the term policy in a broad
sense. This means that our policy recommendations are not addressed exclusively at
policy-makers in governments and public administration, but also at other stakeholders
who are involved in shaping the regulatory environment in their respective roles as
employers, business associations, trade unions, NGOs, etc. A further detailing towards
the different reasons and fields of policy action is in Annex II.

•

Chapter 6 is dedicated to extraction of good practice for global collaboration regarding
establishing and maintaining collaboration relations and working environments.

•

Finally, chapter 7 contains some conclusions of the research. It also outlines a number of
areas which, we think, urgently require further research.

More information are available at: www.mcm.unisg.ch/new_global
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Background and Rationale for the Study

1.1.1

Patterns of Globalisation Affecting European Companies

For the analysis of globalisation activities by businesses, it is vital to take account of the main
motives for going global. A common distinction established in research is between marketseeking globalisation, resource-asset-seeking globalisation and efficiency-seeking globalisation
(Dunning, 1993).
Each of these is associated with a different pattern of globalisation. For example, marketseeking globalisation depends on well-developed knowledge of local market conditions, for
which presence in the region – for example by means of a network of branch offices – can be
required. In a further step, market-seeking globalisation often requires that products are adapted
to local demand patterns, which may result in the opening or acquisition of regional R&D
facilities. Resource-asset-seeking globalisation indicates that the main reason for going
global is to gain access to resources at better conditions or in better quality than in the home
market. This can apply to human resources (cheap labour, better qualified workers, scarce skills)
as well as to material input, land, conditions for waste disposal, etc. Finally, efficiency-seeking
globalisation has much to do with globally integrated production networks which make best use
of a number of distributed locations and assets to gain competitiveness, for example via
exploitation of economies of scale, improvements in time-to-market, increasing innovative
capacity, but also in more mundane ways such as by exploiting differentials in taxation (transfer
pricing).
In order to differentiate between routes to business globalisation, the following main strategies
are distinguished (OECD 2004, 66):
•

international trade (either of final products or of intermediate goods and services inputs);

•

foreign direct investment (FDI), which can take the form of greenfield developments or
mergers and acquisitions (M&A);

•

various kinds of alliances, collaboration, co-operation and outsourcing.

While the core interest of the present study is in the third type, ICT-based collaboration also plays
an important role in FDI and, to a lesser extent, in international trade. This is because progress in
telecommunications and transport systems have enabled a continuous increase in the extent to
which business activities are interconnected and intertwined at a global scale, requiring bigger
efforts to manage business processes and work collaboration across different locations, countries,
continents and cultures.
The major players in economic globalisation are without doubt the big transnational corporations
(TNCs). Over three quarters of world trade moves through the accounts of TNCs, and over a third
of world exports take place in the form of intra-firm trade – a figure which has been increasing
strongly since the 1990s (Dicken, 2007). TNCs are enormously important not only because of
their sheer size, but also because they are the main agents through which technology and
economic innovations in general are being transferred between advanced capitalist and
developing countries. At the same time, TNCs are closely controlling the local uses of technology
and innovations (Hirshfeld & Schmid, 2005). Much of the global collaboration we are discussing
here takes place within TNCs, i.e. between the distributed units of a single globally active
company.
Figure 1 presents a schematic overview of the way in which patterns of economic globalisation
have changed over the last decades. In the early stages of globalisation in the 20th century, most
globalisation concerned the import and export of goods, especially raw materials and
manufactured products. While international trade in these goods was considerable, the type of
13
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collaboration between the economic agents involved tended to be arm’s-length and of low
intensity (e.g. sequential rather than concurrent). The information which was exchanged tended to
be codified (partly a result of the low media richness of the communication channels available),
with limited skills required on the part of the workers involved in the collaborative process. Even
within trans-national corporations, which grew enormously throughout the 20th century,
collaboration between the national branches and subsidiaries was of much lower intensity as it is
the case today.
With the rising significance of ICT as production factor, from the early 1980s onwards
international trade in IT services has gained much in importance. IT services have been at the
core of the public debate about outsourcing and offshoring. Both are related to the efficiencyseeking objective, based on the belief that “by focusing on core comparative advantages and
outsourcing other activities, firms may increase their competitiveness through specialisation and
more efficient organisation, economies of scale, and spreading risk” (OECD 2004, 89).
Companies increasingly realise that, in order to stay competitive in view of growing international
competition and market liberalisation, they have to strengthen their core competencies.
Figure 1: Shifts in the focus of corporate globalisation in recent decades
Type of
intensity of
collaboration co-operation

Globalisation
taking off

-1950

~1980

Manufacturing

Information
exchanged

arms-length

codified

intensive

tacit

Skill levels
required

IT services

~1990

Business services

~2000

R&D

Source: Gareis, 2008

Much of this type of corporate globalisation is still based on cross-country organisational
arrangements in the form of co-operation at arm’s length. In the off-shoring literature, activities
which are suitable for outsourcing are typically described as highly standardised, modular
support services and back-office tasks which do not require much contact with the end
consumer or collaboration between the host country staff and the employees at central locations
(Schaaf, 2004). In comparison to trade in goods and raw materials, however, a higher degree of
collaborative effort is required for integrating offshored services with the client organisation’s
production systems.
In the two recent decades, global outsourcing of IT services has been complemented by trade in
business services. This is partly caused by the efforts of emerging economies to “move up the
value chain”, i.e. to penetrate markets for services which contain higher value-added. Moreover,
globalisation of business services goes hand-in-hand with the growing functional integration of
business activities along value chains or value networks and the continuing pursuit for an
14
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optimal coordination of globalized production and distribution systems. The trend is for the
number of business activities which can be organised via arm’s-length co-operation to decrease.
This means that, while ICT allow the geographical fragmentation of value networks in order to
exploit advantages of particular locations (de Backer, 2006), the management and daily
operation of globally distributed value networks requires considerable levels of collaborative
interaction. The necessary communication is not limited anymore to codified information, but
must often also comprise tacit knowledge, for which media-rich communication channels or even
face-to-face meeting are required. Moreover, collaboration skills need to be well-developed, for
instance team working and problem-solving skills.
Globalisation of R&D arguably represents the most sophisticated type of globalisation. The
purpose of R&D is innovation, and innovation typically is a result of collaboration. In the Fordist
model of industrial production systems, the prototypical way in which large companies organised
R&D was as proprietary, internal, domestically-based industrial laboratories (Bardhan & Jaffee,
2005). With the shift from the Fordist to the post-Fordist industrial paradigm, the organisation of
R&D has become more complex and, enabled by progress in ICT and transport technologies,
started to make use of wider use of collaboration at distance. The geographical distribution of
R&D2, most of which takes place within TNCs, has developed in complex ways:
Traditionally, TNCs have preferred to develop their technological innovations in the home
country and then spread that knowledge through exports and foreign direct investment.
Keeping as much of their R&D at home as possible allows them to control their markets
and intellectual property, to create more effective coordination of effort, to develop scale
around critical skill centers, to place the R&D near their largest market, and to take
advantage of clusters of more advanced science and technology infrastructures
consisting of local universities and government–sponsored labs that conduct the lion’s
share of basic research. [...] Historically, TNCs didn’t want to part with proprietary
knowledge except when they received substantial equity stakes. Instead, purchasing
another firm with proprietary knowledge of its own has been the key way to get and
control R&D done by others.
But the global economy has led to changes in the way R&D is conducted. To service
their widespread global markets, TNCs often find that they need to generate some of
their ideas and innovations close to the diverse markets they operate in, building
applications that are directly relevant to the local markets. Even under these
circumstances, TNCs prefer to transfer ideas within the firm. To keep things in house,
TNCs generally work with wholly owned affiliates to spread innovations.[...]
As more of their revenues come from beyond their home country boundaries, however,
transnational firms are being forced to think in broader terms to reach their larger
population of customers. Technology is making it easier to do more knowledge work in
remote locations: the pervasive Internet and virtual collaboration tools have created
advances in information sharing and joint development. As a result, TNCs are becoming
much more comfortable in funding applied and developmental research closer to their
targeted geographic markets. In increasing their collaborative efforts, TNCs have
discovered strategic knowledge assets in other countries. (Hirshfeld & Schmid, 2005, pp.
17-18)
This is what Hirshfeld and Schmid (2005) call the “central paradox” of R&D in our globalized
times: the co-existence of a trend towards concentration, i.e. to take advantage of economies of
2

R&D is usually divided into: ‘basic research’ to gain greater knowledge or understanding of a subject without
specific applications in mind; ‘applied research’ to gain greater knowledge or understanding to meet a specific
need and ‘development’ that is the systematic use of the knowledge gained by basic and applied research to
produce useful materials, devices, systems, or methods.
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scale and clusters of knowledge, and geographical dispersion, i.e. to gain access to welleducated and/or less expensive workers and for the dispersion of innovations into world markets.
This means that progress in ICTs as well as in transport technology, supported by global trends
towards liberalisation of markets, and driven forward by the global expansion of markets, has
contributed to a simultaneous intensification of dispersion and concentration of R&D activities.
Both of these take place within tightly integrated global innovation networks. This implies the
need for heightened levels of collaboration across country borders, time zones and continents.
Whereas globalisation of R&D used to be triggered by the need to get closer to the markets, in
recent years the globally integrated TNC has started to make increasing use of local clusters of
expertise. In times of a scarcity of highly skilled workers in the advanced capitalist countries, the
overabundance of well trained engineers, scientists and other high-skilled workers in a small
number of offshore locations (typically in Asia) was bound to attract the interest of TNCs
(Bardhan & Jaffee, 2005).
Given the great importance industry is attaching to control over their R&D activities, it comes as
no surprise that the extent of outsourcing of R&D is still comparatively low. It is highly
concentrated in a few industries such as the pharmaceutical industry. Outsourcing to universities
also plays some role. Having said that, most large companies today agree that contracting out of
clearly defined R&D activities will become increasingly relevant in the future (Hirshfeld & Schmid,
2005; Karlsson, 2006). The study authors expect for the near future “research outside the
boundaries of large firms, such as cross-border alliances for R&D projects and venture
investments in small start-up firms, to continue to grow, but at a slower pace than in the past.
The slower pace reflects concerns about control of intellectual property, the difficulties of setting
up and managing joint-venture agreements, and the trend for TNCs to do more of their R&D in
their own foreign research labs” (ibid.: 53).
To sum up, the changing nature of corporate globalisation has in recent decades increased the
pressure on European companies to engage in increasingly complex types of globally distributed
activities, which itself resulted in a need to extend and deepen cross-country collaboration within
the confines of individual companies as well as between companies and other businesses,
research centres, public sector bodies, etc. In short, globalisation has resulted in new forms of
making business, which depend on effective global collaboration for being successful.
Companies that can successfully extend and ‘globalise’ their business processes and can
organise global work in an efficient way, for example by implementing or participating in global
supply chains, global knowledge communities, and global open innovation, are in a much better
position to strengthen or at least maintain their competitive edge over the short as well as longer
term.

1.1.2

Global Collaboration as Challenge and Opportunity

The current economic crisis is likely to set limits to the capability and willingness of European
companies to engage in globalisation related activities. In fact, it appears that the more an
economy, sector or company is integrated in the global market economy, the harder it has been
hit by the recession. The likely outcome will be a backlash in the globalisation process, with
companies shying away from engagement in countries outside of Europe, in an attempt to
control risk and to deal with market volatility.
There are many reasons to believe, however, that just as a renewed round of protectionism
would harm the long-term economic prospects of the world economy, so would a retreat of
European companies from global collaboration play havoc with their future ability to maintain
their competitiveness and to regain sustainable levels of growth.
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Experience from recent years has shown that European businesses, including Europe’s large
number of SMEs, need to be pro-active in order to create competitive advantage in a situation
where emerging economies are also moving up the value chain (EuroFound, 2007; OECD,
2007). It has become increasingly clear that the capability to engage in effective
collaboration on global scale is a key requirement to achieve that goal. Many experts and
practitioners now consider collaboration as a key driver of business performance (Gofus et al.,
2006).
Indeed, recent years have seen more and more empirical research being published about the
relationship between business collaboration and performance. Analysis of data from the
European Community Innovation Survey (CIS) showed that collaboration typically goes hand-inhand with innovative performance. The research (Frenz et al., 2004) looked into the relationship
between collaborative activity and innovation. It found a statistically significant positive relation
between collaboration on the one hand and innovation on the other. The association was found
both for collaboration with other firms and for collaboration with universities. Surprisingly, the CIS
data regularly shows a low amount of such collaborative activity. The analysis of Frenz et al.
(2004) established evidence that low absorptive capacity within a firm, defined as the lack of
skilled personnel, low investment in equipment, and low degree of internal R&D, is associated
with low engagement in collaboration with other companies and universities.
It appears that global collaboration is particularly challenging because it crosses large distances
– not only in geographical terms and time zone differences, but also with regard to cultural
differences. The need for open-mindedness should not make us blind to the challenges which
cross-cultural collaboration causes to the parties involved.
Global collaboration can take place in the form of collaboration within a multi-locational company
or collaboration across companies. Increasingly, bilateral collaborative relationships evolve into
globally distributed value networks across many companies from diverse backgrounds. Apart
from companies, collaboration partners also can include public sector organisations, including
universities and other research institutes.
Research suggests that there are strong links between internationalisation, innovation and
productivity growth (Harris & Li, 2005). The reasons are clearly established: “Internationalisation
allows access to new markets, allows the absorption of excess production capacity or output,
and improves resource utilisation and productivity. It exposes SMEs to international best practice,
knowledge and technology through greater experience of the competitive pressures of the
international trading environment” (OECD, 2008: p. 14). Global collaboration is of particular
importance for companies operating in knowledge-intensive sectors in which international
competition is strong. Here, slight differences in time-to-market can make all the difference
between a company that is thriving and a company that is falling behind. Innovative companies,
even very small ones, need to exploit windows of opportunity as quickly and exhaustively as
possible – which also implies to do so on a global rather than on local or national level.
What are the main challenges with which companies that want to leverage on global
collaboration are faced? Generally speaking, it appears that companies need to accept change
processes to be inevitable, messy and uncertain. They require considerable learning and
experimentation. Typically both large and small companies that engage in internationalisation
and global collaboration, or intend to do so, are confronted with a range of barriers. The OECD
(2008, p. 50) has grouped them into eleven categories, as follows:
•
•
•

barriers related to financing and payment collection;
tariffs and regulations;
risks (including currency exchange risks, political instability) and lack of infrastructure in
partner countries;
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limited home government support and unfavourable home environment;
lack of resources (including skilled personnel, managerial time);
challenges related to product development and support adapted to global markets;
limited capabilities in production and logistics;
strong competition in foreign markets;
communication difficulties;
lack of information (e.g. about markets and potential collaboration partners);
difficulties in ensuring distribution of products in foreign markets.

Against this background, there is a lot of policy interests in the role of ICTs for global
collaboration. On the one hand, ICTs are being understood as a powerful enabler.
At the beginning of the 21st century, innovation in ICT such as the increased maturity of
broadband technologies and ubiquitous/ambient computing are providing advanced
opportunities for an emerging generation of networked CWE. There are many reasons to believe
that these have potential to substantially boost the effectiveness and productivity of working
processes at the individual, office, team, and (inter-)company level. In particular, electrical
working environments promise to unleash the enormous potential contained in new forms of
collaboration across space, time and organisational boundaries.
ICTs are not only an enabler, however, but also a new source of challenges which need to be
tackled. For example, the collaboration tools which are currently being used still have many
deficiencies: Previous research suggests that they are mainly planned to support individual work
and the level of tools integration in existing collaborative environments is poor. Moreover, ICTs
are often being implemented in ways which neglect the importance of organisational and social
support structures which need to be put in place as well. The primary success factor of
collaboration performance is not collaborative technology as such, but collaboration capability.
The latter requires global company policies (for example global HRM and leadership and
workplace management), a supportive organisational culture and a competent workforce. In
addition to that a supportive national and international policy and regulation environment is
needed, which considers all CWE aspects – physical, technological, human, and organisational
– and enables a smooth globalisation of European companies.
Collaborative Working Environments (CWEs) have been identified as core means to achieve
effective, efficient and successful global collaboration. CWEs can be understood as
combinations of physical, IT-based and social or organisational infrastructures supporting people
in their work. The physical component of CWEs requires to design and implement such multipurpose workplaces that enable solo work, asynchronous and synchronous virtual
communication as well as face-to-face meetings not only in the main office but in any place
where work takes place. The technical component of CWEs typically comprises community and
team-oriented shared workspaces and groupware and increasingly Web 2.0 technologies such
as wiki’s and blogs as well as presence-based communication tools such as web and highfidelity videoconferencing and 3D virtual environments. Together, these technologies allow
distributed teams to work jointly together and to engage in social networking at a distance, even
across multiple time zones. The organisational component of CWEs typically comprises
appropriate Human Resource Management (HRM) policies, working practices, training and selflearning capacities.
CWEs are the basic mean of globalizing European companies for both integrating and enabling
cooperative global work within globally active European companies and inter-connecting
European companies into global collaboration networks. Globally active companies need CWEs
in order to be able to synergistically use and integrate globally available resources. Global virtual
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organisations could furthermore integrate such platforms and tools into networked organisational
settings allowing a lifecycle of initiation, operation, maintaining and dissolving of networked
organisations. This is a relatively new and potentially important development for implementing
global collaboration.
The findings of research until now let us assume that only through improvements in the set-up
and management of collaborative work processes will it be possible to achieve self-sustaining
increases in the competitiveness of the EU economy. Those companies (and nations) who
manage best to make cross-cultural cooperation work will be most likely to be among the
winners in the global economy. Europe, with its rich tradition of cultural diversity, should be well
equipped to deal with such issues. Unless work processes and value chains that cross national
borders are well managed, however, the risk is that high losses will occur. Indeed, as opposed to
the common perception that globalisation of production is a logical result of the pursuit of easy
profits by companies, the most successful global companies are the ones that consider global
production systems mainly as a means to increase their ability to innovate and to respond to
market changes. Global collaboration opens up totally new possibilities in this respect. What is
more, this type of globalisation may actually benefit source countries by creating new, highquality employment rather than destroying jobs.
This will not happen, though, without policy-making taking an active role in fostering innovation
and in supporting Europeans to adapt to the changing global marketplace while preserving the
achievements of the European Social System. In order to do so, policy-makers need robust
insight into the preconditions, success factors and likely outcomes of CWEs.

1.2

Objectives and Scope of the Study

The objective of the New Global study was to address, in both a qualitative and quantitative way
and grounded in the state-of-practice and current body of knowledge, how a new generation of
collaborative work environments enabled by new work practices and ICTs could foster global
collaboration in order to exploit business opportunities for global value creation. For individual
companies, the process of globalisation evidently poses challenges to rethink business
strategies, for example, in the domains of access to knowledge and skills, product portfolio,
production strategy and market positioning.
The following research questions were defined as the basis for work on the study:
•

How does globalisation of markets and industries affect the way companies are operating,
and what does this imply for the role of collaborative working environments?

•

Which opportunities for market players are provided by globalisation, in particular those
that imply a key role for globalized new collaborative working environments?

•

What are the conditions for European firms to better exploit the opportunities of
globalized new working environments in coping with the related globalisation challenges
and opportunities, and how could European policies and business strategies respond to
create such conditions?

In a next step the general research question were operationalised by focusing on companies
that have already gained experience with globalisation in the following manner:
1. How do companies perceive the impact of globalisation and what was or is their
motivation to go global?
2. Which strategies do companies apply to act globally?
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3. How do companies exploit CWEs to implement globalisation strategies? What are the
main challenges companies face in using global CWE? What is good practice in global
CWE?
4. What are the conditions for European companies to better leverage the opportunities of
global CWE and how could policy-making help create such conditions?
In this study, three levels of analysis were considered:
•

Societal level (government policies related to technology infrastructure, competition,
labour flexibility and market liberalization as well as impact on employment issues,
relocation patterns, cultural and behavioural issues, etc.),

•

Company level (including intra-company business organisation, inter-company business
networks, informal cross-organisational communities, and extra-company organisation
e.g. forms of open innovation governed by business models),

•

Team and work practice level (collaborative workplace environments, including forms of
inter-company virtual teams).

The three levels were considered with different focus. The main focus of the study was
globalisation at enterprise as well as team and work practice level with a focus on global CWEs.
In this study the societal level was considered, on the one hand, from the perspective of its role
as part of the regulatory environment that influences globalisation processes and business
collaboration. On the other hand, findings at enterprise and workplace level aggregated on a
general level provided insights into the impact of globalisation of companies on major societal
issues such as infrastructure, employment, required skills, and similar. The findings from the
study on company as well as team and work practice level informed our policy recommendation
on the societal level.
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2 Key Concepts
This chapter provides an overview of definitions of the main phenomena that will be considered
in this study. Given the research questions of the study described above - the analysis impact of
globalisation, of globalisation approaches of companies based on global collaboration working
environments, the main concepts that need to be considered and defined in a first step are:

2.1

•

Globalisation

•

Collaboration and eCollaboration

•

Collaborative Working environment (CWE)

•

Collaboration technology

•

Global Collaboration based on CWEs

Globalisation

The New Global Deliverable 1.2 (Vartiainen et al., 2007) comprises an overview of existing
definitions for globalisation from different perspectives. The definition that has been chosen for
this study is:
Globalisation in general is a process of growing integration of economies and societies around
the world, leading to increasing connectivity, integration and interdependence in the economic,
social, technological, cultural and political spheres. It is characterized by the increased mobility
of goods, services, technology, capital and – to a lesser extent – labour around the world.
Economic globalisation is the process of internationalisation of competition combined with the
trend towards globally integrated production networks (Dicken, 2007). Driving factors of
economic globalisation are shifts in corporate strategies, demand structures, government policy,
as well as technological progress. These shifts create major differences in competitive position
among firms from different nations or make the advantages of a global strategy more significant
(Porter, 1990). Firms must respond strategically to such changes.
The OECD (2005) has provided a useful summary of the main features of economic
globalization. See box below.
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SUMMARY of important features of globalisation
General aspects
•

Reduction of barriers to trade.

•

The high integration of financial markets is increasingly impacting on the conduct and performance
of the industrial sector.

•

Foreign direct investment is becoming a crucial factor in the world-wide process of industrial
restructuring and the development of genuinely global industries.

•

Multinational firms constitute one of the main vectors of economic internationalisation.

•

Close linkages between trade and direct investment.

•

Evolving multilateral frameworks for trade and investment (e.g. TRIMS, TRIPS, GATS, etc.)

•

Internationalisation of production: multinational origin of product components, services and capital
often characterised by co-operation or subcontracting agreements among firms.

•

Location strategies for the activities of multinational firms are strongly influenced by the
comparative advantages of countries and regions.

•

A significant proportion of world trade has become intra-firm.

•

Accelerating international dissemination of technology and simultaneous shortening of the cycle of
production and technological innovation.

•

Simultaneous competition in markets between numerous new competitors from all over the world,
places acquired positions at risk, necessitating extremely rapid structural adjustments in numerous
areas.

•

Substantial interdependence of the various dimensions of globalisation (trade, direct investment
flows, technology transfers, capital movements, etc.). High degree of integration of national
economies, but also significant risks of contagion following economic and financial shocks in
certain regions, which may spread to other regions not directly involved.

•

Compression of time and distance in international transactions and reduction of transaction costs.

•

Multiplication of regional free-trade agreements.

Microeconomic aspects inter-state
•

Global strategies adopted by firms may include:
o

Global conception of markets.

o

Multi-regional integration strategy.

o

Changes in external organisation of multinational firms, e.g. mergers and acquisitions rather
than greenfields, cooperation agreements and alliances, international subcontracting,
worldwide network structure.

o

Changes in internal organisation, e.g. just-in-time flows, outsourcing, smaller average
production units, individualisation of tasks and pay, less emphasis on hierarchical relationships,
need for greater transparency, and for corporate governance regulations, etc.
Source: OECD, 2005
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Collaboration and eCollaboration

Collaboration occurs when two or more people interact, communicate and exchange knowledge
in pursuit of a shared, collective, bounded goal.
For analytical purposes, collaborative work contexts should be distinguished from other forms of
coordination (Laso Ballesteros & Salmelin, 2005). In this context it appears useful to refer to the
typology of coordination modes in the context of workflow processes. These are ranked
according to increasing interdependency of tasks: pooled/additive, sequential, reciprocal and
intensive interdependence arrangements (van de Ven et al., 1976). These types also relate to
the extent to which co-workers carry out tasks in parallel, sequentially, or together. Depending to
the extent to which tasks are designed as business processes, the two last types, i.e. reciprocal
and intensive, are most likely to fit our understanding of “collaboration”. However, sequential
coordination can also amount to collaboration if co-workers interact and exchange knowledge in
pursuit of a shared, collective, bounded goal.
eCollaboration is defined in accordance to (Kock & Nosek, 2005), as: "…collaboration among
individuals engaged in a common task using electronic technologies."

2.3

Collaboration Technology

Under the term Collaboration Technology we understand technology that supports collaboration.
Communication and collaboration technology is the baseline enabler for global collaborative
work. The characteristics of technology affect the utility, effectiveness, and efficiency of the work.
In order to develop efficient global working environments, the technology needs to fit the
activities that it is supporting. Despite the enabler role that the technology has, it needs to be
addressed from the standpoint of the “support” it provides.
In the mid 1980s researchers started to elaborate on the various aspects of collaboration that is
supported by computers, in the process coining the term computer-supported collaborative work
(CSCW). Since its origins there has been a strong focus on both technological and human/social
aspects, the combination of which raises questions about the organisational environment,
people’s expectations, and the social aspects of computer use. Technology needs to be
adjusted to fit the human characteristics as well as the organisational demands. Users’ abilities
in utilising the technology are crucial when designing and implementing collaboration systems.
For conceptualising ICTs for supporting global collaboration, a number of models have been
developed. The traditional time-place taxonomy by Johansen (1988) and Grudin (1994) provides
initially a four-field categorisation of collaborative technology, positioning the applicability of
categories in different contexts:
•

Same place – same time. Applications in this category provide support for collaborative
working sessions in which all participants are present. Examples of such situations are
workshops and face-to-face meetings. Applications that fall into this category may be
computer-facilitated meeting rooms with networked computers providing a shared
discussion/innovation forum, decision support systems, electronic walls, or shared
displays on the wall.

•

Same place – different time. These applications provide information that is related to
working in a specific place. These kinds of applications may provide information about
events and activities that have taken place during the time when an individual person or
a shift work team has not been present but needs to know or get up-to-date what has
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happened during the time of absence. Logbooks, calenders and diaries are typical
examples.
•

Different place – same time. This category outlines a system that provides synchronous
collaboration at separate geographical locations and is therefore a typical example of an
application for dispersed teams. Depending on the time zone of each participants, the
time span of synchronous global working can be very short and point of time
inconvenient. People can work together and share work artefacts with each other without
the need to be face-to-.face in the same place. Online video conferencing is a typical
example of this, as well as the plain old telephone. Recent types of applications are
various messengers like MSN and Yahoo Messenger, ICQ, and Skype. Many
messengers that originally started as text-based communicators nowadays include other
augmenting features that support richer interaction between participants, e.g. audio and
video delivery, desktop viewing and application sharing. Other examples include online
collaboration with shared whiteboards and application sharing.

•

Different place – different time. Applications that enable people to collaborate without
the need to be in the same place and without the need to be present at the same time
are identified as asynchronous collaboration tools. E-mail is perhaps the best known
application in this category, but applications like newsgroups, bulletin board systems (e.g.
phpBB) and shared file storages (often included with some kind of project management
functionality, calendars, tasks and workflows as well) belong to this category as well. For
a truly distributed global team, applications in this area are often the initial tools that
enable working as a group in a distributed manner.

To this well-established time-place taxonomy we need to add more recently emerged
technologies such as shared workspaces and Web 2.0 technologies (blogging, wiki, 3D etc).
The nature of globalised working environments implies that we are dealing mainly with
distributed working environments and same or different or even unpredictable time realities.
It follows that we can distinguish between six basic types of ICT support for collaborative work
(see Table 1) according to the dimensions place, time, and the predictability of temporal
interaction.
Table 1: Workplace support categorisation
Time

Same

Different, predictable

Different, unpredictable

Electronic meeting and
brainstorming support

Newsgroups; Notice boards;
Electronic project room

Room infrastructure

Video/audio-conferencing;
Co-authoring: Co-designing;
Distributed design and
engineering tools /
workspaces

Group scheduling;
E-mail; Instant messaging;
Co-authoring asynchronous
(e.g. wiki);
Shared workspace

Presence-based audioconferencing
Distributed work flow / task
flow management

Distributed asynchronous
collaboration (e.g. mobile
e-mail)

Place
Same

Distributed,
predictable

Different,
unpredictable

Shared workspace;
Virtual community support

Process coordination

Source: The authors, based on Grudin, 1994

From the viewpoint of an individual worker, his or her working modes consist of working solo
without communication (e.g. writing a document), working virtually asynchronously (e.g. writing
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and sending e-mails) and synchronously (e.g. chatting) online, and face-to-face collaboration
with others in small and large formal and informal meetings.
In addition to these traditional attributes for the classification of collaboration technology, we may
identify extended attributes or requirements that follow from the characteristics of global
collaborative work. Some of these attributes may be seen as extensions or derivatives from the
traditional classifications while some of them add to the group of existing ones.
Globally distributed working is obviously geographically dispersed, which often implies
differences in time zones providing us extensions of both time and place. Special
arrangements are required for e.g. interactive sessions for people working in separate time
zones far from each other. Smooth transition of continuously ongoing tasks in “24/7” work
settings implies the need for coordination features in the supporting technology. The
combination and inter-related integration of synchronous and asynchronous features are of
special relevance.
Mobility and multi-locality are attributes that are related to using different places for work and
travelling between them. It has been shown in the Fourth European Working Conditions Survey
(EuroFound, 2007) that only 51% of EU workers work exclusively in their company’s premises.
Even though mobility has created improvements in getting people contacted, it also adds
uncertainty to the availability of available tools for global collaboration. The provision of different
tools and practices which may be chosen according to the available collaboration channels can
add to the flexibility of work.
As the diversity of places, times, and practitioners increases in collaborative globalisation when
compared to traditional work settings, several “multi” type of attributes can be outlined:
multitasking, multi-project, and multi-cultural. Human multitasking refers to the situation of
progressing with several tasks in short cycles. In an extreme multitasking case there may be a
main task/thread that has the primary focus, alongside which there may be secondary follow-up
threads that are being continuously examined and as “triggers for participation” emerge there is
a quick shift of focus to the follow-up task/process. Multitasking enables the availability of special
personnel and expertise close to an ongoing process without requiring it completely for the
ongoing process. Multi-project attribute is related to multitasking. It refers to the characteristic
that persons tend to be assigned to several simultaneous projects that demand them to allocate
time between these. The multicultural viewpoint is often related to places. As practitioners in
global work environments by definition come from different parts of the world, their cultural
background, gender, religions and native languages differ from others, these diversity
characteristics need to be reflected in the development and application of the technology for
CWEs. Such multi-cultural differences are most evident in the language issue, but also extend to
the understanding of tacit cultural habits that affect the realisation of joint work processes and
practices. In the case of knowledge work, the working procedures are often loosely defined
leaving possibilities for individual decisions and arrangements. In these kinds of surroundings
the cultural background can have a considerable effect on the resulting activities.
As with any other ICT applications, the full utility of a collaboration technology gets realised only
when it is being appropriately used by the users and the workgroup. Collaboration tools differ
according to the user skills they require from the collaborating group. Specialist skills are
needed for setting up the application, but additionally all members of a global team need to be
fully familiar in using the technology that has been selected.
As the new global work surroundings are characterised as highly virtual, the supporting ICT
platform needs to take over a much richer context transfer role and function. Sonnenwald et al.
(2004) found through extensive research among research teams that collaboration in
information-intensive work relies heavily on situation awareness. According to them, situation
awareness comprises of coordination of complex tasks, establishing mutual confidence, drawing
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attention to important details, developing a working understanding of new concepts, and
synthesizing results into new knowledge. Situation awareness contributes to context
sharing/delivery that make it easier and quicker for participants in separate places to orientate
towards the question and theme under consideration.
Since in the case of global CWEs the physical, social and organisational context is not anymore
easily shared by practitioners, as they do not reside in the same location, the development of
shared understanding of the objectives, expected results from everyone's actions, hand-over
of tasks and activities to successive practitioners, and other working practices present a key
challenge. If little of no face-to-face meetings take place, a common understanding must be
created through the virtual communication channels available.
As the processes in the globalising work environments are organisation-crossing, the need for
integration of applications, which used to be specific to individual organization, is important as
well. Timely delivery of services and goods often requires standardised information delivery
procedures and protocols. This type of activity sets connectivity and flexibility demands for the
interfaces between the technical systems. Standardised interfaces and open APIs (Application
Program Interface) enable baseline connectivity between organisations in the technical level.
Additionally, there are demands for the activity-level that often involves also contractual and
legal issues to be considered before technical coupling is possible.
A big challenge for flexible, mobile and local cooperation is security. Networked collaboration
technologies often bring with them an issue of controlling the participants who can access the
common information space. Security threats make it more and more difficult to establish ad hoc
cooperation spaces between arbitrary partners. Transparency is missing with respect to security
measures. Organisations are very reluctant to open their cooperation environment to others.
Thus users are often forced to use third party services for inter-organisational cooperation. This
leads to inconsistencies and problems in intra- and inter-organisational cooperation due to
inhomogeneous applications and systems. Collaboration technologies can be differentiated by
the level of security they provide, reaching from totally secured and closed systems to
completely open ones. Discussion forums serve as an example: they often restrict the
contributing participants to registered participants, whereas in many cases the discussion itself is
available for reading and viewing participants as well. In general, a specific basic characteristic
to all web-accessible collaboration systems is user management. Managing the visibility of the
information in a wiki, blog, or discussion forum is an important issue. As the participants in a
contributing group change over time, flexibility in managing the user rights within the group are
important. In chat messengers this is done individually by everyone through peer subscriptions,
bulletin board systems often allow “self-registration”, and file repositories are usually managed
by site administrators.
This short overview of the main characteristics of ICT collaboration tools demonstrates the
diversity of requirements which applications have to meet, as well as the particular challenges
deriving from collaborative globalisation. Figure 2, an updated version of a schema by O’Kelly &
Gotta (2006), illustrates the key functionalities of ICT for collaboration.
The different components of collaboration technology can be combined in different way into
complex virtual collaboration spaces. For example, collaboration might be supported only by
communication tools as phone or web conference systems or with complex collaboration spaces
as for example collaboration portals.
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Figure 2: Overview of components of collaboration technology

Source: Ecospace Consortium, 2007

2.4

Collaborative Working Environment

Under the term Collaborative Working Environment (CWE) we understand a combination of
physical, IT-based and social or organisational infrastructures supporting – or hindering - people
in their individual and collaborative work.
CWEs consist of different combinations of a number of key features: collaboration, the spanning
of boundaries, team and project organisation, near-ubiquitous access to resources, a strong
people focus and collaboration technology (cf. Gareis, 2007).
Our research focused on how, within and across companies, and across regions and countries,
people work together using ICT-based collaboration tools and infrastructures that is
collaboration technologies to communicate and to accomplish common goals. Forms, in which
globalised working environments become visible are, for example, project teams (e.g. design
and engineering teams), knowledge communities (e.g. Shell, Unilever) and (formal/informal)
collaboration networks. The wider context of collaborative working environment is the value
network for collaborative value creation and, through that, collaborative business. Key
dimensions of contextual complexity of global CWEs characterizing the demands of working are
(Figure 3:):
•

•

Location: employees work face-to-face in the same location, or some of them are
geographically dispersed in different places. For example, some of the team members or
teams in a large project are working in one location and others are distributed to work at
two other sites.
Mobility: some team members may also be physically mobile and change their
workplaces continuously, while others stay in a fixed place, working mainly in one
location.
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Time: employees work asynchronously or synchronously either in different or same time
zones. In addition, they work only for one team or project or divide their time between
several teams and projects, doing a part-time job in them.
Temporariness: the collaboration of team members may be permanent or only
temporary in a project. Most teams are project teams, which have a start and an end to
their life cycle.
Diversity: the composition of groups may vary according to the background and
individual characteristics of their members, i.e. their culture, age, education, gender,
nationality, ethnical background, religion, language, style and temperament may vary to a
greater or lesser extent.
Mode of interaction: communication and collaboration take place directly face-to-face or
are mediated by various media and technological systems.

Figure 3: The contextual requirements and supporting resources of global CWEs
Contextual Complexity of
Global Collaborative Working Environments
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Collaborating in these kinds of globalised working environments means crossing boundaries.
One relating to working dispersed from multiple places and doing mobile work is how to enable
rich communication. An example of time dependent crossings is that people collaborating across
time-zones may have handover problems. On the organizational level, working across
organisational boundaries, within a company (multi-unit, multi-site collaboration) or within a
business network of suppliers and customers (extended, or networked, enterprise, could take
the form of virtual enterprise) creates challenges of co-ordination. As shown in our survey study,
crossing cultural and language barriers is the most cited problem of European SMEs when they
worki outside Europe. People and teams who collaborate might use their own methods, tools,
processes and technologies. In some way these “technologies” will have to work together as this
is critical for successful collaboration across the other dimensions mentioned.
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Crossing different boundaries in global collaboration creates many challenges to companies but
simultaneously there are available resources in use when designed, implemented and used in
proper manners. In practice, this means providing a combination of physical, IT-based and social
or organisational infrastructures to support people in their individual and collaborative work.

2.5

Collaborative Globalisation – Global Collaboration based on CWEs

The major goal of this study is to explore how companies can take advantage of opportunities
resulting from globalisation by establishing global CWEs.
Globalisation from a company perspective means basically collaboration with remote parts of the
company or with other companies. Cross-country collaboration is considered global
collaboration in this study if firms within the EU territory are collaborating with organisations,
groups or individuals outside of the EU, and often across different time zones (unless
mentioned otherwise).
Globalisation can be achieved in different ways and with a different degree of involvement with
remote companies. For example global operation can be achieved with global sourcing – that
means by establishing loose supplier and customer relationships with suppliers from other
regions and countries. Another approach might be to off-shore, i.e. dislocate part of operations
in another region by establishing on own remote company or by establishing a close cooperation
with an existing remote company. This implies a much closer collaboration with the remote
location.
Collaborative globalisation denotes the situation where companies create a global strategy to
cope with the opportunities and threats of globalisation based on work organisation for
establishing global teamwork. Different activities of the company value chain can be carried out
at different locations according to location-based advantages; even the same activity can be
carried out by teams dispersed across the globe (24-7 model, e.g. design and engineering
teams). Global strategy first deals with location of value activities. Second, it deals with
coordination of the dispersed activities. Globalised CWE address coordination of value activities
carried out at different locations as well as distributed teamwork focusing on particular activities.
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3 Research Methodology
3.1

Research Questions and Overall Research Approach

Our research made use of the following methods:
•

An extensive literature analysis into the state-of-the-art in research and practice was
carried out in order to systematize and interpret the existing body of knowledge, identify
the main trends and developments, and develop a framework of research. This included
analysis of existing case study descriptions

•

Interview-based case studies to identify current practices at companies that have
already experiences with globalisation, and investigating the business motives underlying
global working strategies

•

A survey among EU businesses focusing on how to unveil developments and impacts
in key activities, areas, sectors, performance measures, and so on.

•

The findings from the literature analysis, the case study research and the business
survey were synthesized in order to arrive at a number of propositions with regard to the
need for policy action. These were then discussed by means of a stakeholder dialogue
with representatives from companies, social partners, academia, and policy-making.

Below, the two core components of the study’s empirical research, the case studies and the
business survey, are briefly described. For a more detailed presentation, see Annex I and Annex
IV, which includes the data collection instruments.

3.1.1

Case Studies

The case study research strategy is preferred when the research problem is of an explanatory
nature and where "how" and "why" type of research questions need to be answered (Eisenhardt,
1989; Yin, 1993, 1994). The goal of the New Global case studies was to explore in depth, on
concrete examples how companies are experiencing globalization and how CWEs are
implement in companies. A cross-case analysis has in general the goal to extract commonalities
and to build theory about specific phenomena. In this study the goal of the cross-case analysis
was the extraction of good practices and policy recommendation based on comparison of cases
from globalizing companies.
The overall goal of the case study research in New Global was to answer the following research
questions:
•

How do companies perceive the impact of globalisation and what was or is their
motivation to go global?

•

Which strategies do companies apply to act global? How do companies exploit CWEs to
implement globalisation strategies?

•

What are the main challenges companies face in using global CWE? What is a good
practice in global CWE?

•

What are the conditions for European companies to better leverage the opportunities of
global CWE and how could policy respond to create such conditions?

Based on knowledge of concrete examples, the goal of the case study and cross-case study
research in the New Global study was to explore and find evidence how companies are
experiencing globalisation and how their way of working has changed. The second focus of the
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case study was to explore how global collaborative working environments are applied in
companies and what lessons and good practice can be learned in order to efficiently implement
globalisation strategies.
To answer the above questions, the case studies and cross-case analysis involved two levels of
analysis: analysis on the strategic company level and on the specific Collaborative Working
Environment level (Figure 4). The strategic perspective of the analysis is basically related to the
first two basic research questions, while the CWE level analysis answers to the third basic
research question. Both perspectives will provide input to the fourth question related to policy
and regulation. In addition, of particular interest was also the interrelationship among the two
levels – that is how collaboration is applied by companies to implement globalisation strategies.
Figure 4: The two level of analysis of the case study research of New Global
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Operationalisation of globalisation strategies by ICT-intensive CWE

Source: Stanoevska-Slabeva et al. (2007)

3.1.2

Business Survey

The role of the business survey within New Global was to provide indicative data about
experience with globalised collaborative working environments (CWE), as well as elements
hereof, among EU companies in sectors which are significantly affected by globalisation
tendencies of high-qualified knowledge work. Objectives were:
•

To map patterns of international collaboration, and the role of ICT-based interaction for
these activities, in core sectors, i.e. sectors which are central to the notion of the
knowledge economy;

•

To explore whether there is an association between (on the one hand) the intensity of
use of cross-border virtual collaboration and CWE, and (on the other hand) parameters
of economic performance and innovative activity;
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To obtain evidence about drivers (market conditions, regulatory frameworks, competition
etc.), success factors and impacts of globalised CWE.

Moreover, the business survey had the purpose of piloting indicators which are considered
required for filling gaps in available statistics.
The survey did not cover the entire population of EU businesses, but focused on selected
industries only. The reason for this is that the potential for benefits to be derived from crossborder collaboration differs substantially between economic activities, sectors and industries.
Because of the project’s focus on high-qualified knowledge work and because of the outstanding
importance of the sector for the overall competitiveness of the EU economy, New Global’s
business survey focused on enterprises in high-tech manufacturing and knowledge-intensive
services only.
In terms of size class, New Global used in-depth case study research to capture information
mainly from large transnational corporations, while the survey was to sample SMEs only.
In terms of countries to be covered by the survey, the main selection criterion was a large share
of companies that have experiences with working in globalised contexts. No data are available
which would have allowed to directly identify which these countries are. In their absence, a
number of proxy indicators were used to identify EU Member States which fit the description,
including statistics on the extent to which a country’s firms engage in innovation-related
collaboration with organisations from another country or from outside of the EU (Eurostat, 2007);
the share of a country’s employment which is potentially affected by ICT-enabled offshoring of
services (van Welsum & Vickery, 2005; van Welsum & Reif, 2006); and adoption and use of
ICTs by firms for eBusiness (Eurostat, 2007). The following selection was made:
Ÿ

Ÿ

Ÿ

Ÿ

Denmark, Sweden and Finland, all of which are forerunners (not only in Europe but
internationally) in the uptake of ICT and implementation of eBusiness. These countries also
appear to have above-average rates of companies engaged in international business
relationships and networking.
Belgium and the Netherlands, which also have above-average rates of eBusiness uptake
among businesses. Integration in the global economy is strong. The Netherlands, in
particular, is also notable for its very high rates of take-up of innovative forms of work
organisations.
U.K. and Germany, which represent the bigger Member States that are more advanced in
business take-up of ICT and eBusiness. Germany’s economy (or more precisely its
manufacturing sector, in which SMEs play a core role) is strongly export-oriented and, as
such, dependent on developing closer collaboration with non-domestic organisations. The
U.K. economy has traditionally close ties to the USA and is also the Member State which
offshores most heavily to Asian countries (mainly India).
Portugal, which – in spite of below average rates of ICT uptake – scores comparatively well
in ICT use. It also traditionally has strong business links to non-EU offshore locations,
especially Brazil.

As a result of these decisions, the dataset produced through business survey contains full data
from 1015 respondents from small- and medium-sized (SME) companies in the sectors of “hightech manufacturing” and “knowledge-intensive business services” (KIBS) in eight EU countries:
Belgium, Denmark, Finland, Germany, Portugal, the Netherlands, Sweden and U.K. Data
collection took place in spring 2008.
The conceptual approach to the questionnaire development is summarised in Figure 5:. The
main variables collected concern the company context (size, sector, organisational structure), its
collaboration practice, collaboration tools in use, drivers and barriers for global collaboration,
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organisational and technological support structures, and company performance (innovation,
turnover, employment).
Figure 5: Conceptual approach to New Global Business Survey
Overall context (regulation, market development, political development)
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Table 2 includes some information on the data collection process. A more in-depth discussion of
the survey methodology can be found in the annex.
Table 2: Fieldwork execution details per country
Country

Duration of
Fieldwork

# of Interviewers

Average
duration (in
min)

Min # of contact
attempts

Controls

# of
completed
interviews

Belgium

07-05 to 23-05, 2008

8

21:17

10

10%

113

Denmark

07-05 to 20-05, 2008

9

13:21

5

10%

155

Finland

07-05 to 14-05, 2008

14

17:03

10

10%

105

Germany

18-04 to 08-05, 2008

22

15:45

12

10%

152

Netherlands

07-05 to 23-05, 2008

8

21:00

10

10%

73

Portugal

08-05 to 05-06, 2008

10

19:44

5

25%

150

Sweden

08-05 to 27-05, 2008

11

17:24

7

10%

116

UK

28-04 to 09-05, 2008

13

14:33

5

10.5%

150

Source: Gareis & Vartiainen (2008)
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4 Study Results
As already mentioned the New Global study followed a two-level analysis approach: on the
company level and the CWE level of globalizing companies. The company level, where rather
strategic aspects of globalization were considered, was addresses by the first part of the case
studies and the survey, while the CWE level was addressed only by the second part of the case
studies. Both analysis approaches provided input to policy recommendation.
This chapter summarizes the results on company and CWE level. Chapter 4.1 contains an
aggregated summary of results from the cases and the survey on company (strategic) level and
chapter 4.2 comprises a summary of results on CWE level.

4.1
4.1.1

Aggregated Study Results from Cases and Survey on Company Level
Perceptions of Globalisation Among European Companies

In recent years European companies have been facing a number of drivers to go global,
including globalisation of key customers and value chain processes, increasing international
competition, scarcity of skilled labour, and the shift of market growth potential to developing and
emerging countries. Our empirical research suggests that, in general, all companies consider
globalisation as an opportunity even though they are aware that it implies threats as well, such
as exposure to global competition and the need for consolidation.
Larger European companies today consider globalisation as part of everyday business, which
cannot be separated from other aspects of their corporate strategy. The following statement of
one representative of the case company DSM illustrates this well: "Globalisation is a fact of life".
It is at the same time a forced process and "must have" for European companies.
According to the results of the New Global surveys, the two most dominant reasons for
European Companies to go global are access to new markets and to follow important customers
or clients (Figure 6).
Figure 6: Reasons to globalise
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Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.
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What is particularly striking is the importance ascribed to factors that have to do with gaining
competitive advantage by improving access to knowledge and by decreasing time to market.
Taken together, 80% of all respondents of the New Global survey consider at least one of these
aspects a very important or important reason for collaborating at global level. Against
expectations, getting access to low wage labour is considered as a very important or important
goal for only about 15% of the surveyed companies.

4.1.2

Patterns of Global Collaboration

As far as SMEs are concerned, global collaboration still takes place most often in the context of
activities related to export and import of goods and services, as the survey data regarding type
of collaboration partners in countries outside of the EU confirm (Figure 7). In the large majority of
all globally active SMEs in knowledge-intensive sectors, clients and customers from outside of
the EU make up collaboration partners. The case studies confirm as well that a first step in
globalisation is the establishment of global distribution channels and sales.
Figure 7: Global collaboration: Type of collaboration partners
(% of total sample, multiple response)
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Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

However, other types of global collaboration partners are of significant relevance, as well. About
one in four (!) globally active SMEs collaborates with research organisations located outside of
the EU. And about the same share (24%) are engaged in collaboration with public sector
organisations located outside of the EU. These figures indicate that – contrary to popular belief,
a sizeable share of European SMEs in knowledge-intensive sectors are engaged in global
collaboration which goes beyond activities which are directly associated with the export of
products and services, or with procurement.
One out of three globally active SMEs is involved in collaboration that takes place within a
globally distributed company – for example cross-border collaboration between headquarters
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and subsidiaries/branches/units, or between the latter. The considerable share in the sample of
companies that have been involved in cross-border restructuring in the five years before the
survey – nearly one third – indicates that the importance of global collaboration taking place
internally in multi-national enterprises is bound to increase further in the future. This points to the
need of establishing effective global collaboration environments that are enabled by information
and communication technology.
The evidence from the New Global survey and case studies shows that there is no part of the
globe to which global collaborative activities of European companies do not reach. In addition to
more well-established host countries to collaborative activities such as the USA and non-EU
Europe, Asia appears as of major importance for collaboration by globally active SMEs from
Europe (Figure 8): 56% of all respondents report that they are collaborating with organisations
from Asia.
Figure 8: Global collaboration: Locations of collaboration partners
(% of total sample, multiple response)
North America

non-EU Europe (incl.
Switzerland, Norway)

Asia

A country formerly belonging
to the Soviet Union

Total sample
Knowledge-intensive
business services
High-tech manufacturing
Medium-high-tech
manufacturing

Middle East

Africa

Latin America

Australia, New Zealand

0

10

20

30

40

50

60

70

80

90

100

Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

This result was also confirmed by case research findings. The New Global cases furthermore
revealed that European companies usually globalize in several remote regions at the same time.
“It is a result from doing business with and in China rather than a starting point for doing
it. The sourcing industry is by definition global. On the short term low costs in China are a
driver for globalisation, as well as the availability of well-educated staff. The long term
strategy is to stay in China by selling products on the Chinese market.” (Jorn Mineur
director of HollandChinaTrading, a born-global company)
Persistence of long-established cultural and economic relationships between countries seems to
play a strong role in explaining patterns of collaboration by European SMEs. Cultural proximity,
in particular when it comes to language, is an important enabler of global collaboration.
Examples include the relationship between U.K. and North America, and between Portugal and
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Latin America – in both cases, shares of SMEs collaborating with this region are much higher
than in the other countries covered by the survey. Geographical proximity is a good explaining
factor for patterns of collaboration, too, for example with regard to a high share of Finnish SMEs
collaborating with Russia.
Many of the SMEs who partook in the survey have recently been involved in restructuring
processes which involved foreign companies (Figure 9); options include set-up of a new unit or
subsidiary abroad, take-over of or by a foreign company, and merger with a foreign company.
For obvious reasons, such restructuring activities tend to result in the need for more
collaboration across borders, between units of the same company as well as with external
organisations.
Figure 9: Globalisation related activities in the recent past
(% of total sample)
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Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

According to the New Global case studies, the choice of collaboration and global CWE
strategies are mainly based on cost, benefit and risk evaluations. Although going global may
seem a radical change in daily operations, many companies are geared towards international
activities in less radical ways, mainly by exploring possibilities and testing partnerships.
In essence, globalisation of their activities is considered by European companies as a key
success factor for sustainable growth and competitive advantage. The main drivers for global
activities are market related; European companies become ready to start international activities
by building these gradually on top of their local experience and expertise. For some companies it
is the beginning of a new adventure, for other companies globalisation has always been part of
their business model.

4.1.3

Towards the Globally Integrated Company

The cases revealed that globalization of European companies requires substantial strategic
organizational changes. In the process of globalization European companies are transformed
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into global companies. The evidence from the cases revealed that the evolution of companies
from national to global players and towards integrated global companies typically involves the
following five stages (Figure 10):
Figure 10: The evolutionary path to globally integrated companies

Source: Stanoevska-Slabeva et al. (2008)

1st Stage of Globalisation:
Driven in particular by competition and growth potential in remote regions, companies are first
expanding by establishing export in regions with growing markets. This first stage of
globalization is usually based on products already available in the home country that are only
slightly adjusted to the new remote market. The companies also try to enter the remote market
through local sales agencies and intermediaries. Thus, this first stage of globalization does not
impose any significant changes in the organizational structure and the way of working of the
company. The market expansion is coordinated by local management in the home region. The
remote market is covered by domestic sales agents that try to establish relationships to local
sales intermediaries. Mainly contract relationships among suppliers and customers are
established and there is no significant need for extensive global collaboration.
Along this process, contacts to host companies are established, the foreign region and culture is
experienced and the specific needs of remote customers are identified. In case these first
experiences are successful and a critical mass of sales is achieved, further growth potential is
identified and knowledge about the remote region is created, the companies usually try to
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deepen their presence by expanding their involvement in the hosting region and evolve to the
second stage of globalization.
2nd Stage of Globalisation
The second and the third stage of globalization are closely related to each other and can happen
in parallel or in sequence.
The second stage of globalization involves the establishment of local sales offices with local staff.
The success and gained knowledge about local customer needs in remote regions enables
companies to customize and localize products on a broader scale. As a result, in the second
stage of globalization specific products designed for global markets are developed and product
portfolios are evolving to global product portfolios. The establishment of own sales offices in
remote regions requires also deeper organizational change: the management at the remote site
needs to be established together with division of management responsibility and the
establishment of global reporting paths. Processes need to be standardized so that they can be
applied in the same way at all locations. In addition, a common corporate culture needs to be
developed. In this second stage of globalization also the need for different forms of global
collaboration arises. Sales teams from different regions need to cooperate in order to develop
strategies, share knowledge about products and customers and to coordinate activities. In
addition, local staff and management at remote regions need to be coordinated with
management in the home region. Potential forms of collaboration are for example contractual
collaboration that involves loose interaction, virtual teams and embedding expatriates at sales
offices at remote regions.
If also in this phase the expectations of the globalising companies are reached and further
growth potential is identified, then the companies eventually proceed to the next stage of
globalization and expand their local presence with establishment of production sites with local
staff.
3rd Stage of Globalisation
In the third stage of globalization, production sites are established in addition to sales offices at
remote regions. In many cases the production sites should enable deeper customization of the
products to local needs. They furthermore might take over responsibility for certain products of
the global product portfolio or for parts of products. Thereby, the remote production sites
leverage the competitive features of the remote region. Thus, remote regions are becoming part
of the overall production and sales process and need to be integrated into a synergetic global
entity. From an organizational perspective the remote production sites need to be integrated in
the overall global production process. This implies further standardization of processes and
tasks on a global level and the strengthening of a common corporate culture.
In the third stage the need for global collaboration increases. Different forms of collaboration are
needed: for example global supply chains in order to coordinate production at different locations,
virtual teams for production coordination and development as well as support for remote ad-hoc
collaboration and communication.
4th Stage of Globalization
As mentioned above, globalization in many cases means not only expansion in one additional
country or region, but in many cases worldwide in several regions at the same time. All case
companies have reported to be globalizing in different regions at the same time. Given this, as
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the result of the first two or three globalization stages, the company might end up with
productions and sales sites with local staff and working culture concentrated on different
production, sales, and development tasks. In such a situation it can easily happen that each
location develops its own way of working and living without synergies among them.
The critical aspect at this point after the third stage of globalization is how to unite the dislocated
and distributed sites worldwide into one global company. For example, in order to achieve this
goal, the company Vaisala has established the initiative "One Vaisala". The aim is to "to be a
wholesome and synergetic network". This implies as the representative from Outotec puts it "to
see the whole company as a global resource", where no region is dominating the other regions
and sites. This implies "development of collaboration tools, development of internal collaboration
and global efficient use of resources".
The fourth stage of globalization is therefore dedicated to the unification and standardization of
processes. This is valid from most simple processes as travel reimbursements to complex intercompany global supply chain processes. For example, 10 years ago at Accenture each country
and region had its own computing centre and an own network support. The whole network was
supported by a team in Germany that was a part of a global team. Today there is one team that
observes the network that is located in Prague. Another team that supports the data centre is
located in Madrid and a helpdesk that is located in Bangalore, and many human resource
management processes as for example job descriptions, references and other tasks performed
in Buenos Aires in Argentina. Similar organisation in a global manner were observed at other
case companies. In general, the consolidation and standardization process in the fourth phase
affects the following four organisational levels in the company (Figure 11):
Figure 11: The four levels of consolidation in global companies and the role of Collaborative
Working Environments

Source: Stanoevska-Slabeva et al. (2008)

1. The supply chain level and the global connection of the company in the inter-company
and inter-regional industry supply chain.
2. The level of structured processes that can increasingly be sourced in a standardized way
globally. Examples of such processes are global payroll, travel reimbursement and other
administrative human resource management processes and similar.
3. The level of culture, communication and collaboration as well as global knowledge
exchange. This level is where collaborative working environments are the major means
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to achieve efficient synergies among regions in a global company and a global "one"
company. Collaborative working environments are prerequisites for establishment of flow
and exchange of knowledge and to build synergies among globally spread employees.
They also enable efficient use of available experts and human resources independent of
their location.
4. The final level that needs a global approach is the management at all hierarchical levels.
This involves global leadership, and common global management practices as for
example global human resource management.
The fourth stage of globalization is critical as it should result in a global "one" company
leveraging the synergies and complementarities in terms of human and production resources of
the different regions. The 4th stage of globalization can be observed not only at companies that
have recently started to globalize, but also at companies that have long tradition in acting global.
Innovative information and communication technologies enable efficient globalization
organizational structures that are targeted at present also by already globally active companies.
5th Stage of Globalization
A final stage in globalization is usually the globalization of research & development. Some
companies fearing for their intellectual property rights might never decide to globalize research
and development while others are seeing globalization of research and development as an
opportunity to both achieve higher scalability and tap on local knowledge resources. A general
rule might be that the advantages of globalizing R&D need to be clearly higher than the
disadvantages and risks of it. Prerequisites for global R&D are availability of high qualified
employees, trust and regulatory and government procedures.
One important trend regarding globalization of research and development is also open
innovation or global involvement of customers in the research and development process. Even
though this type of global collaboration was not part of any case study considered, it was
observed that several of the case companies already involve open innovation.

4.1.4

The Role of Global Collaborative Working Environments

Global collaboration and global collaborative working environments (CWE) enabled by ICT play
an important role in the process of consolidation. Collaboration and global CWEs are vital
ingredients of successful globalisation strategies.
Among other factors as for example common corporate culture and standardized processes,
collaboration is one of the glues that integrates the different company parts into a whole.
Thereby, different global collaboration working environments can be applied for different tasks in
the company. The case study research in New Global looked into four types of collaborating
working environments, which were found to play a significant role in today’s collaboration
environment (Figure 12):
•

Global supply chains: collaboration based on interoperability and standardization of
business processes;

•

Virtual teams: collaboration based on teamwork and organised along projects;

•

Global open innovation: collaboration involving customers and other external company
stakeholders;

•

Communities of practice: collaboration based on networking mechanisms.
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Figure 12: Classification of global CWEs and their interrelation

Source: The authors

All New Global case companies have experiences and are applying global virtual teams to
enable project collaboration among distributed locations. According to the literature (Lipnack &
Stamps, 2000), the main characteristics of virtual teams are: a common task and goal, team
members at different locations and intensive usage of information and communication
technology to work together and to coordinate work.
Most of the case companies also reported to have global communities of practice in place as
informal ICT-enabled channels for knowledge exchange. Communities of practice are broadly
defined as groups of people who share a concern or a passion for something they do and learn
how to do it better as they interact regularly. The increasing dispersion of companies’ activities
on a global scale influences the ways in which organisations create and share knowledge within
their own structures and between organisations. In fact, globalisation makes knowledge
production and sharing more difficult, and sometimes even seriously hinders the knowledge
management process. In response, many organisations and inter-organisational alliances now
seek to develop a wide variety of informal channels and communities of practice next to their
more formal structures in order to cope with these challenges, and to enable collaboration and
knowledge sharing between people across traditional geographical and cultural boundaries.
Global supply chains are mainly typical for companies producing physical goods. A global
supply chain is made up of the interrelated organisations, resources, and processes that create
and deliver products and services to end customers. In the instance of global supply chains, it is
extended around the world. Global supply chains involve on the one hand collaboration among
subsequent chain components and on the other hand a central virtual team assuring an overall
coordination of all parts.
Open innovation is a new paradigm. Its essence is the involvement of customers and other
external stakeholders of the company in the innovation process. The forms of open innovation
42

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

vary: from open discussion forums to virtual teams and communities of practice consisting of
employees and customers and other external participants.
The New Global cases study analysis showed also that the different forms of CWE are from an
organisational perspective interwoven and seldom to be observed in the pure form. For example,
one case illustrated that a global supply chain might be coordinated among teams connecting
each part of the chain while the whole chain is coordinated by an overall central team. Another
case illustrated that out of communities of practice, virtual teams might be created that are
responsible for achieving a certain goal.
Global collaborative working environments are necessary in global companies in order to
integrate and control global processes, to work globally on company projects, to enable
exchange of knowledge and information in a global company and to enable a synergetic
combination of complementary resources of the company that are located in different regions.
The cases demonstrated that to go global is a continuous process of change in which the
establishment of global CWEs and collaborative globalisation is a critical success factor.
However, while intensive efforts can be observed for example to standardize global processes
and to create global matrix organisations, it seems that currently the establishment of CWEs and
their support is less organized or less guided by a coordinated action. It is furthermore
considered rather as an operative matter that a strategic asset to implement globalisation
strategies and global companies.
The companies seem to grow into CWEs and solve arising problems ad hoc for specific cases of
CWEs while there are in most cases no central guidelines that accumulate lessons learned and
experiences and provide guidelines how to establish CWEs and collaboration technology in an
efficient way. A more structured and guided approach would enable a more efficient
establishment of global structures.
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The Use of Information and Communication Technology

A large majority of SMEs in knowledge-intensive sectors, and practically all larger enterprises,
make extensive use of online collaboration tools. Among SMEs, e-mail has of course become
the most widely used communication tool for this purpose, but it is now complemented by a large
number of other applications (Figure 13). 83% of all globally active SMEs in knowledge-intensive
sectors use at least one type of advanced online collaboration tool most likely a groupware
system (49%), Skype and another voice over IP application (43%), a special website for group
support (39%), or an industry-specific online collaboration tool (28%). Those online applications
which have been most talked about in recent years (subsumed under the term Web 2.0), namely
online social media, for example Wikis and knowledge blogs, are currently still being used by a
small minority of SMEs only (by 17% and 13% of all firms in the sample, respectively).
Figure 13: Use of communication tools for global collaboration
(% of total sample, multiple response)
E-mail
Any virtual collaboration
tool
Groupware
Voice over IP applications
Special websites for
collaboration

Total sample
Knowledge-intensive
business services
High-tech manufacturing
Medium-high-tech
manufacturing

Industry-specific
collaboration tools
Video conferencing
Whiteboard applications
Social networking services
Wikis or knowledge blogs

0

10

20

30

40

50

60

70

80

90

100

Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

Overall, the New Global survey confirms that online collaboration tools have become important
means to enable SMEs to collaborate at a global scale (Figure 14). There is no single type of
application which dominates usage; rather, it appears that different online tools are used
according to the specific requirements of the collaboration purpose, and – possibly – also
according to personal and cultural inclinations.
In-depth analysis of the survey data revealed a number of key characteristics that SMEs which
make extensive use of online collaboration tools and which ascribe high importance to them, are
likely to have:
•

Most are from the knowledge-intensive services sector rather than from high-tech and
medium high tech manufacturing sector. The growing digitalisation of services and the
key role of digitally transferable information in the production processes of the
knowledge-intensive services sector imply that they are at the very forefront of using
CWE tools. Small and medium-sized manufacturing companies seem to find it harder to
embrace online collaboration full-heartedly. There may be a need for concerted support
44

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

activities to enable more manufacturing SMEs to take part in ICT-enabled global
collaboration.
Figure 14: Importance of online tools for global collaboration
(% “very important” and “important”, Base: all SMEs that use them)
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Data source: NewGlobal Business Survey, 2008. Base: All companies that use the tool in question.

•

SMEs which have recently set up a unit or subsidiary abroad are particularly likely to
make extensive use of online collaboration tools, as opposed to companies which have
taken over, or have been taken over by, or merged with a foreign company. The
considerable organisational effort which is required to enter into a new geographical
market by means of establishing a self-owned company or subsidiary appears to foster
take-up of innovative communication tools.

•

Among the most extensive users of online collaboration tools are SMEs which
collaborate with headquarters located outside of the EU, or with service providers other
than logistics and distribution partners. In the former case, use of latest-generation online
tools is likely to be driven by the requirements of the centre (= the headquarters) rather
than the decentralised SME (compare Yamin & Sinkovics, 2007).

•

There is a statistically significant association between innovative activity, as indicated by
the launch of a substantially improved or new product or service in the last year, and
uptake of online collaboration tools (Note that there is no such association with process
innovation). While we do not have any evidence that online collaboration is directly or
indirectly causing innovative activity, the survey data strongly supports the claim that
product innovation, global collaboration, and use of innovative collaboration tools go
hand-in-hand. Political initiatives for boosting the competitiveness of European SMEs
should aim to promote the use of online collaboration tools within a strategy for
strengthening innovation and global collaborative activity.

•

Moreover, SMEs for which technological lead is an important competition factor are more
likely than not to apply online collaboration tools. The capability to make best use of
innovative ICT tools is, for many SMEs, at the core of their self-image and the image they
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want to promote of themselves to potential customers and business partners. SMEs for
which technological lead is of less importance are less likely to have an intrinsic interest
in new technology, and as such may need more assistance to identify and implement
online tools which would help them in their global collaborative activities.
The majority of globally active SMEs that use online applications for international collaboration
report of positive experiences with using these tools (Figure 15). In particular, online
collaboration tools are found to be good in coordination of tasks within a team (73% agreement),
supporting learning and knowledge-sharing (69%), and supporting exchange of opinions and
joint decision-making (62%). Compared to earlier generations of applications for computersupported collaborative work, it appears that the online tools currently in use have become
better in supporting the more demanding aspects of communication and coordination in
geographically spread teams of collaborators.
Figure 15: ICT support for global collaboration
Online collaboration tools...
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Data source: NewGlobal Business Survey, 2008. Base: All companies that use at least one virtual collaboration tool .

On the negative side, large shares of respondents found virtual collaboration tools of little help,
or even counterproductive, for bridging cultural differences; for enabling negotiations without
meeting face-to-face; for supporting the generation of ideas; and for creating trust within a team.
Indeed, multivariate analysis of the survey data established evidence that SMEs who make
extensive use of online collaboration tools are more likely than others to encounters problems in
establishing trust relationships in international collaboration.
The results of our studies suggest that global activities are organized in multiple ways. There is
not one European way to organize globalization but the new processes are strongly rooted in the
way specific companies prefer to do business. ICT seems to be an important enabler for global

3

Compare Figure 13 on page 44.
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activities and many companies have specific systems in place. Most companies prefer to
collaborate with partners in the ´other´ regions but organize these partnerships in ways that suits
their business needs from strictly formalized and strategic to highly flexible and aimed at
knowledge exchange.

4.1.6

The Contribution of Collaborative Working Environments to Company Goals

The New Global case study and survey results show that the goals of European companies with
respect to globalisation are manifold. Against expectations, access to low wage labour is not the
most mentioned and important goal. Most European companies see globalisation rather as a
means to create sustainable opportunities for growth. Given that globalisation is considered as
part of everyday business, the achievements of the globalisation goals are measured by
traditional indicators such as sales, profit and market share.
The impact of collaboration technology on goal achievement was explored in more detail with
the New Global survey (Figure 16).
Figure 16: Achievement of goals of global collaboration
(% “fully achieved” and “largely achieved”, Base: all SMEs that stated this goal)
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Data source: NewGlobal Business Survey, 2008. Base: All companies that use the tool in question4.

The extent to which SMEs have achieved the goals which were among their reasons for entering
into global collaboration is mixed. A large share (70%) of all companies in the sample report that
they have successfully gained access to a foreign market (insofar as this was one of their
objectives). There are other objectives, though, for which only a minority report that they have
been met. This applies to avoidance of regulatory barriers at home (35%) and to the objective of
getting access to low wage labour (40%).

4

Compare Figure 6 from page 34.
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Both successes in increasing the speed of development and in achieving direct cost savings are
positively associated with the extent of online collaboration tool use for global collaboration. The
survey data suggest, therefore, that committed use of online collaboration tools is a way to help
companies to save costs and step up product and process development.
On the other hand, there are two groups or SMEs which find it harder than others to achieve
direct cost savings: firstly companies whose global collaborators are clients, customers and
service providers located outside of the EU; and secondly SMEs which collaborate mainly with
other organisations or sites belonging to the same multi-national enterprise (headquarters,
branch, subsidiary or sister companies).
Certain types of globally active SMEs are more likely than others to experience problems when
engaging in global collaboration:
•

SMEs which recently have been taken over by a foreign company – This finding confirms
other evidence which suggests that loss of control as a result of merger & acquisition
processes can easily lead to communication deficits and problems in effective
collaboration.

•

SMEs which collaborate with partner organisations in Africa or in a non EU-country
formerly belonging to the Soviet Union – Collaboration in these regions tends to be made
difficult by challenges of various kinds, including regulatory barriers and red tape, and
cultural barriers.

•

SMEs for which a reason for “going global” was or is an attempt to avoid regulatory
barriers in their home country, or gaining access to sources of low wage labour – It
appears that global collaboration activities which aim to evade regulatory barriers or high
wage levels at home are often fraught with lack of success.

4.1.7

Major Challenges Affecting Users of Global CWEs

It is clear that globalisation of activities, especially if stretching across the globe, poses
significant challenges for European companies, in particular to SMEs. The New Global case
companies consider globalisation to be a complex process prone to failure. They experienced
problems and obstacles in the following areas:
Collaboration Technology
Many remote regions as for example South Africa or China have communication infrastructures
with low access bandwidth and quality of service. The infrastructure is unreliable and the
connection often breaks down. At the same time mobile communication channels are still too
expensive, in particular due to high inter-continental roaming fees. Differences in regulation
regarding spam and privacy make communication furthermore difficult.
Even though collaboration technologies have been constantly improved during the last years,
there is still no application that provides integrated support for all different kinds of
communication and collaboration needs and enables virtual collaboration in an optimal way.
Often virtual teams have to integrate together many different tools in order to build up their
collaboration infrastructure. Thereby, missing standardization and interoperability result in
additional efforts.
Commercial collaboration technology is reliable and secure but also expensive. Thus, SMEs
usually rely on free and open source technology that is by far less reliable and secure. Given the
positive impact of collaboration technology on SME innovation, there is a need for special
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support for SME for creating awareness regarding available technology as well as to enable and
foster its usage.
One further major problem is the lower media richness of virtual communication compared to
face-to-face communication. In particular, collaborative creative and brainstorming tasks (for
example collaborative virtual design or engineering workshops) are not supported by available
collaboration technology (for more details see the case study report Stanoevska-Slabeva et. al.
2008). For example, the positive experiences reported by Accenture with Halo rooms and
presence technology as well as the example of 3D collaborating environments explored on the
example of different collaboration approaches in "Second Life showed that there is room for
improvement and the necessity for further research in this area (see for more details the case
study report (Stanoevska-Slabeva et. al., 2008)).
Establishing a Good Practice in Working Together
Establishing a good practice in working together is a substantial challenge for establishing
successful global collaborative working environments, as the results our case study research
confirm. The New Global survey among globally active SMEs revealed that from a list of
potential difficulties related to global collaboration (Figure 17), the largest numbers of
respondents confirmed that they have encountered the following problems, sometimes or often:
problems caused by language or other cultural barriers (47%); difficulties of meeting face-to-face
when necessary (44%); and difficulties of building trust between collaboration partners (42%).
Figure 17: Problems encountered when collaborating globally
(% “very often”, “often” or “sometimes”, Base: all SMEs with global activities)
Problems caused by language
or cultural barriers
Difficulty of meeting face-to-face
when necessary
Problems due to regulatory barriers
in host countries
Difficulty of building trust
between collaboration partners
Problems in organising
work across time zones
Increasing stress among
employees
Lack of interoperability of
processes & ICT systems
Difficulty of making employees
adapt their working times

Total sample
Knowledge-intensive
business services
High-tech manufacturing
Medium-high-tech
manufacturing

Problems regarding protection
of Intellectual property
Problems regarding data security
Problems regarding data privacy

0

10

20

30

40

50

Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=101).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

Cultural differences and in particular lack of knowledge about cultural differences are often
sources of misunderstandings and frustration. Trust and confidence-building, especially across
cultural and language barriers, again emerge as major challenges in global collaboration. The
problem is aggravated by the lack of frequent face-to-face meetings, which are generally
believed to be most appropriate for building trust and understanding.
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However, a large share of survey respondents report they found that online collaboration helps
them have negotiations without face-to-face meetings, which suggests that quite a number of
SMEs have implemented CWE in ways which allow them to reduce their dependence on
physical meetings.
Problems concerning data privacy and data security are among the problems least often
mentioned by globally active SMEs. 21% and 23%, respectively, report that they have
encountered – at least “sometimes” – problems having to do with data privacy and data security
(Figure 17). An equally small share (28%) has been affected by difficulties in protecting
intellectual property. Comparatively low numbers of SMEs that report suffering from these
problems should not, however, make us underestimate the impact which IPR and security
related problems can have in individual cases. Anecdotal evidence suggests that such problems
have already lead some SMEs to withdraw from global collaboration.
Controlling the impact of virtual work on employees
The fact that global collaboration also may have considerable impact on employees working on
cross-country projects is not often acknowledged. The New Global survey, however, suggest
that increasing stress among employees as a consequence from involvement in global
collaboration is not uncommon (Figure 17). 13% of respondents report that they have observed
this “very often or “often” and more than one in three (36%) report that this has occurred at least
sometimes in the 24 months prior to the survey.
The major impact on employees reported by the New Global cases are: 24 hours availability, in
particular at management level, becomes a necessity. As result of global collaboration working
days effectively become longer. Due to time differences, teleconferences with remote regions
have to take place either early in the morning or late in the evening. Travelling is conceived as
being part of the job. Increased flexibility is required of employees regarding working time and
travelling as well as longer stays abroad. In general, global virtual work has a negative impact on
employees' work-life balance. Against these findings, it appears necessary to devote more
attention to the specific challenges which working in global collaborative environments poses to
employee well-being. Such challenges can include the necessity to adapt individual working
times or working time regulations to the demands of collaboration across different time zones.
Managing the impact of international policy and regulation
There are many reports of European companies that, when attempting to cooperate with
overseas organisations for example in the context of outsourcing activities, were surprised by
the amount of red tape and bureaucratic hurdles in the host countries. The data of the New
Global survey confirm that such problems exist, even if they are only experienced “very often” or
“rather often” by one in five SMEs in the sample (Figure 17).
In our case studies, company representatives mentioned a number of international and regional
regulations which present an obstacle to global collaboration.
•

International trade regulation, in particular related to permitted goods and services are
very dynamic and not unified. For example, sometimes some substances might be
forbidden in Europe, and at the same time permitted in China. In addition, using
international trend for political purposes - for example the axis of evil of the USA increase the dynamic of policy change. Such differences in international trend make
strategic global location decisions and global product strategies difficult.

•

Regulation of immigration in many European companies does not support easy global
exchange of employees in particular into Europe. In a similar way immigration in some
remote countries as China can be an obstacle as well.
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•

Some of the hosting countries impose specific rules regarding management of
companies located at their territory.

•

Differences and less known details bilateral tax agreements or international tax
regulation make sending expatriates difficult, in particular when decisions to send an
employee abroad are not planned in advance.

•

Insufficient regulation of Intellectual Property Rights is an obstacle for globalisation of
research & development.

The list above shows that going global is affected by a number of international and national
policies and regulations. It is difficult for companies to keep track of these regulations and to
adapt their behaviour accordingly. Support for easy access to knowledge and good practice with
respect to international and national policies and regulation would prevent mistakes and enable
faster and more efficient globalisation of European companies.
Providing organisational support and preparation for global collaboration
The findings described above lead to the conclusion that successful globalisation needs careful
preparation and employees with specific skills. Besides technical skills, most important specific
skills for virtual work are: good language skills (in particular English), communication skills and
good command of different types of collaboration and communication technology.
However, the New Global survey results show that, in general, organisational support for
preparation of global collaboration is often not in place at all (Figure 18). Only one third of survey
respondents reports to have established special training for employees.
Figure 18: Organisational support for global collaboration
(% of total sample, multiple response)
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Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).
Sample contains only SMEs with global business activities and in high-tech and knowledge-intensive industries.

38% of SMEs in the sample say that ICT systems have been specifically adapted to support
efficient global collaboration (34% report that no or hardly any such steps have been taken),
while 42% say that effort has been invested for protecting ICT systems against security risks
resulting from engagement in global collaboration (31% say that this was not or hardly the case).
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Our case study research showed that even where preparation strategies are in place, they are
often not given much priority, which may explain why they are often considered to be not very
effective (yet).
These results suggest that a large share of European companies, large and small, enter the
process of globalisation relatively unprepared, reacting to problems only when they appear.
Workers who are involved in global collaboration typically acquire the skills necessary for virtual
teamwork “on the job”. The experts interviewed for the present study agreed that the current
education systems in Europe are ill-prepared to supply graduates in a systematic way, and at all
educational levels, with the skills needed for working in multi-national collaboration contexts.

4.2

Study Results from Cross-Case Analysis at CWE Level

The previous chapter summarized the findings of the cross-case analysis and the survey from
the strategic perspectives of European companies. This section contains the cross-case findings
from the analysis at the CWE level.
Not all companies provided a specific case on the CWE level. Thus, this chapter is based only
on cases that also include data at the CWE level.
At the CWE level there were 11 case studies of virtual teams (Idean, Outotec, Case XYZ,
Company "C", Deerns, DSM, Océ, E-Accent, Company "D", Vaisala, Company "E" ) and two
case studies of global communities of practice (LyondellBasel, Company "F")5. The findings for
each CWE type are summarized in a specific subchapter – chapter 4.2.1 for virtual teams and
chapter 4.2.2 for communities of practice.

4.2.1

Global Virtual Teams

Characterisation of the Virtual Team Cases
According to the now-traditional definition, virtual teams are groups of people who work
interdependently with a shared purpose across space and time, using technology to
communicate and collaborate (Lipnack & Stamps, 2000). Virtual teams are typically assigned
tasks with concrete well defined goals. They furthermore have a defined organisational structure
and team leader. Most virtual teams are a temporal structure and established for the time being
of achieving a specific goal. The teams that were involved in the New Global case studies are
described in Table 3.
Table 3: Short descriptions of the global virtual teams involved in New Global case studies
Company
DSM

5

Description
DSM Pharmaceutical Products provides solutions to the development and
manufacturing needs of the pharmaceutical and agrochemical industries. The
business group derives sustainable success from the application of a wide range of
technical and regulatory capabilities to deliver services to customers in a compliant,
timely and cost-effective manner. This includes chemical development, biologics cell
lines, or fill and finish. The virtual team considered as a case study is delivering
global Cytotoxic Manufacturing services for distribution around the world. The team
consists of a group of global account management professionals as well as research
and development experts that have in-depth experience in supporting customers in

Please note that upon request references to some of the case companies is provided in anonymous form.
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Company

Description
creating new product lines. Therefore, the virtual team closely cooperates with
customer professionals.
Depending on the customer size and exact manufacturing service involved,
collaboration with the customer is generally spoken intense. The international team
(corporate language is English) typically handles complete service lifecycle and
integrates disciplines from sales, planning, production, product development experts
and after sales.

OCE Compas

Within Océ the virtual project team considered in the case study is currently
developing one global corporate intranet for Océ. The team is preparing a
Sharepoint roll-out for real global collaboration, whereas currently a number of
decentral collaboration tools are being used at the respective sites and countries,
e.g. Lotus Notes and WebEx.

Company XYZ

Within Company "XYZ" the virtual project team observed is responsible for problem
solving and training around an important change in the coating design of the
Company "XYZ" rotor blades, which has to be implemented in the manufacturing
processes. The goal and task of the team is to develop and prepare production of
new blade designs with better efficiency characteristics.

E-Accent

Both HolllandChina and E-Accent are in fact global virtual teams. The employees
work on assignments in distributed team settings. The virtual team under
consideration develops software. The team consisting of four persons is spread over
three locations in two countries.

Company "D"

The specific virtual team observed at Company "D" is a research team located in
Germany and South Africa responsible for development of IT-solutions for rural areas
in South Africa and establishment of a Living Lab.

Idean

The specific case at Idean focuses on Idean's China sales. Idean began having
more and more projects in China and more clients are located there and expecting
Idean to be there. Thus, Idean decided to open an own office. There are also cultural
reasons why Westerns cannot study Chinese. Smaller projects are dealt with only
from China, while big projects are handled from Finland and then local resources are
used. Shanghai office consists of four Chinese and one Finnish person. Additionally
there are two Finnish employees in Hong Kong. One of the Chinese employees is in
charge of the “hands on” with clients and he has a sales partner in Finland, for help
making sales pitches. The regional manager, who is also involved in meeting the
clients, is located in Hong Kong. The core of the China Sales team consists of the
Chinese sales person, his mentor in Finland and the regional manager in Hong
Kong.

Pöyry

The case study at Pöyry concentrated on the Forest Industry Business Group and
more specifically on a large paper mill building project network mainly in Brasil.

Outotec

The specific CWE case was a technology transfer project. The project included an
equipment deal (factory), basic design, training, supervision, training and so on. The
project began in summer 2005 and was to conclude in the second half of 2008. The
amount of people working in the project varied between 8 and 50, and at least seven
locations were involved. The different cultures involved were Finnish, Swedish,
Chinese, Chilean, and South African. The project had a Finnish project manager.
Not all sites were parts of the project during the whole period. The Chinese branch
was involved from 2006 to May 2007. The branch was in charge of manufacturing a
certain product and shipping it to Spain. The South African office was involved from
December 2007 to January 2008 in manufacturing and shipping to Spain. All the
design and drawings came from Finland to South Africa, and then the product was
manufactured and shipped to Spain.

Vaisala

Our case focused on one of the four Global Application Teams’ (GAT) in Vaisala
Instruments. The GAT teams have been founded in order to support the strategy of
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Company

Description
Vaisala Instruments. The strategy has been variety based, that is there are certain
technologies and Vaisala Instruments tries to build around the technology a wide
palette of instruments that are acceptable to as many customers as possible who
need that technology. The GAT teams were founded in order to get customer
application information to the headquarters and based on that better products can be
made and the product development can be steered in the right direction. Another
key point behind the GATs is that as the products are developed and made in
Finland, the sales worldwide need support when customers have questions. As one
interviewee said: “The goal of this group is to build some knowledge, some
experience, [and] some experience from the market”.
The case team was launched in January 2007, being the first GAT team to be
launched, and the last GAT team was launched in May 2007. They are called
‘teams’ although they are more communities of their nature. The team, which might
be called a community, consists of seven members: three members from Helsinki
(one is head of product line and the two others are application managers to support
sales and share knowledge about the application), one in Paris, one in Boston, one
in Shenzhen and one in Tokyo. The members located in other than the Helsinki
office are sales engineers or sales managers. Each member of the GAT community
also belongs to the local organisation with other normal tasks. We interviewed one
Helsinki team member plus all the members located in other offices.

Deerns

Airport Systems Consultants offers engineering consultancy services on airport
systems for entrance and exit, fire security, glass fibre infrastructure, data
communication equipment and applications to store and access flight-related
information. The airport division is loosely divided into a nationally and an
internationally operating part for which the employees are selected during their
application. For the current study, the focus was on the construction of a new terminal
for Abu Dhabi International Airport in which the CWE was enrolled.
Source: The authors

The main characteristics of the virtual teams involved in the case studies are summarized in
Table 4.
Table 4: Overview of the main characteristics of the global virtual teams involved in New Global
case studies
Members
DSM
OCE Compas
Company XYZ
E-Accent
Company "D"
Idean
Company "C"
Outotec
Vaisala
Case "E"
Deerns

20-200
10
6-21
4
6
2-n
2-n
8-50
7
11
15

Organisations
involved

Locations
varies
2
2-3
2
2
2
3
6
5
2
6

1
2
1
1-2
1-2
1
1
1
2-...

Cultures
involved
>20
2
2
2
2
2
3
5
2
2

Languages
used
English
English
English
English
English
English
English
English
English
English
English
Source: The authors

Most of the observed cases involve virtual teams consisting of employees of the same company
that are located at different locations. All cases involve at least two different cultures and
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locations: in one case this is South Africa, in one case India, in one case South America (Brasil),
one case in Saudi Arabia and several cases in China. The number of team members varies
depending on the task. There are on the one hand stable teams with a given number of
members that do not change. This are mainly teams with a clearly defined tasks that last for a
given period of time. On the other hand there are virtual teams with a certain number of
permanent members that are responsible for a certain given task that is adjusted depending on
customers' needs. Each new task may lead to an enlargement of the team with members from
the customers' companies.
All cases independent of their home and hosting country use English as a common working
language in the virtual team.
Organisational structures of the global virtual teams
The analysis of the virtual teams revealed that global virtual teams can have different
organisational structures:
Six of the case companies had a team structure that follows the main definition and had team
members at the home office and the remote offices (Figure 19).
Figure 19: Structure of distributed virtual teams

Source: The authors

The team structure at two of the companies involved team members from the home location to
be locally present at the remote location (Figure 20). The goal of the expatriates is to provide a
bridging function among the local remote customers and team members and the team members
at the home location.
Figure 20: Virtual teams with embedded expatriates

Source: The authors

The team at one of the case companies formed a global coordinating structure over several local
remote teams in different regions that were subsequently responsible for parts of a product
(Figure 21).
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Figure 21: Complex virtual team part of global supply chain

Source: The authors

While the local remote teams of the third type of team structure have clearly defined interfaces
among each other and little interaction, the main coordination with each local team was taken
care of by the global coordinating virtual team.
The choice of the global virtual teams structure depends on several criteria:
•

What kinds of mutual experiences have been made during the mutual collaboration. The
more positive the experiences and trust the more likeliness that remote collaboration will
be established as in Figure 19:. This type of organisational structure is mainly used for
global virtual teams that have members from the same organisations that are spread
over several remote locations.

•

If the goal of the mutual collaboration is a product or service that is targeting the remote
local market than usually representatives from the home company (expatriates) are sent
to the remote location to collaborate with local suppliers and to understand better the
remote market (basically a structure as in Figure 20). This type of organisational
structure is furthermore chosen in cases where the virtual team results from collaboration
among different companies located in different regions and involves employees from the
involved companies.

•

Global coordinating virtual teams are structures that are applied to coordinate the
activities of remote teams which are interrelated through a common goal, but mainly work
in an independent manner from each other. The coordinating team assures the overall
coordination and flow of information and activities towards the common goal.

Working Together in Global Virtual Teams – Division of work
The virtual team cases involve different type of tasks. For example, two of the cases are related
to software development and introduction of software in the company. Other cases are related to
virtual teams in sales or engineering and design. The division of work among team members
varies depending on the type of tasks involved and the type of virtual team structure. Given this,
it is difficult to recognize common elements with respect to division of work. However, in case of
complex projects or in case where the team task is project based, as for example software
development, one important prerequisite to work together in an efficient manner in a virtual team
is the streamlining and standardization of content, processes and information technology. Such
standardized processes and technology lower the need for coordination in a virtual environment
and can be used in the same manner by all team members independent of their location (see for
example OCE, E-Accent). Another approach is to clearly structure the common tasks and divide
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the tasks among team locations and members in a way that interfaces and inter-dependencies
are defined, documented and monitored (OCE). In fact, the tasks should be distributed in such a
manner to involve the specific competences available at the different locations and to allow a
rather independent working at the different locations (see also Outotec, Company "D").
The division of work requires less rigid standardization upfront in case virtual teams with
embedded expatriates are in place. The expatriates can directly intervene in the team and
interdependencies can be solved in face-to-face meetings.
Independent of the tasks and team structure, all virtual teams report a high importance of faceto-face meetings and frequent scheduled virtual meetings and teleconferences. A face-to-face
kick-off meeting is considered as particularly important to enable team members to get to know
each other and to assure a good start of the projects. All teams report frequent teleconferences
at least once a week. Often instant messaging is used to discuss and solve ad hoc problems
bilaterally.
To stress importance of the team and its task (win over higher organisational levels as sponsors),
management support was considered important (Idean, OCE).
Working Together in Global Virtual Teams – Culture and cultural differences
The cross-case analysis on CWE level provided a more detailed view how cultural differences
are experienced by team members and how they affect the work of virtual teams. Cultural
differences are manifested in different ways:
•

Differences in management approach – Many cultures in the host companies (for
example Asian and Arabic countries) involve stronger formalization and hierarchy versus
directness and less hierarchy in European countries. This might result in cumbersome
communication paths from the perspective of Europeans as always first the manager
from the remote site has to be contacted before the employees doing the work can be
accessed.

•

Differences in perception of each other's capabilities – There is a high distrust of
European employees in the competences and knowledge of employees from remote
regions. The way of thinking of Europeans is guided by the "not invented here" distrust.
This can result in refusal of the collaboration and high reluctance against globalisation
efforts of the European company. It also impedes the process of building a global
corporate culture and a global company in which each part has an equal importance.
Compared to that employees from developing regions trust the knowledge and
qualifications of Europeans much easier. There is a high respect for experts. This can
also have negative effects. For example at the company "XYZ" Dutch colleagues are not
considered as real colleagues on the same level, but rather as external guests, although
collaboration is happening for quite some time now (>5 years). Because they feel to be
considered as guests real problem solving is difficult. Indian people are not always willing
to discuss failure situations with an open mind to improve.

•

Differences on background of persons with the same qualification – for example matters
of prestige, which are very important in Arabic countries versus cost considerations and
sustainability, which are major goals of European engineers.

•

Different communication attitudes – For Europeans
from Asian countries is challenging. For example,
need to figure out if it really means “Okay” or if
employees furthermore do not feel comfortable to
criticism as something constructive.
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The cultural differences between the various partners involved in virtual teams, described above,
might possibly cause tensions. They might furthermore result in cumbersome and time
consuming communication and misunderstandings, which diminish the overall effectiveness of
global collaboration. Thus, the development of knowledge about cultural differences and their
impact on working together as well as developing the right procedures and strategies to cope
with them is a critical success factor for global virtual teams. In particular the individual capability
to display flexibility regarding cross-cultural affairs is perceived as one of the most crucial
qualification of employees involved in global virtual teams.
Working Together in Global Virtual Teams – Communication
Most virtual teams stress the importance of face-to-face meetings for building trust and team
feeling. Face-to-face communication remains furthermore important as a rich way to interact and
to bridge differences in education. Despite of the importance of face-to-face meetings most
teams typically meat in person in average once in a quarter. In the time between face-to-face
meetings team members use virtual communication tools. The most widely used communication
tool is e-mail. Many teams communicate furthermore over video- or teleconferences in average
once weekly. More urgent or ad-hoc matters are also handled over chat and instant messaging.
In this context online awareness tools have been considered as useful by team members.
Several of the case companies have introduced also push e-mail for global mobile employees.
Push e-mail is considered as very useful as it enables instant getting in touch and staying in
contact. However, it might have negative effect on work-life balance and well-being of
employees as it implies permanent availability.
Working Together in Global Virtual Teams – Team building
Team building refers to building the group identity, i.e. "the need to be present for each other"
and to regard a project as ours. Team building can prove to be difficult in multi-cultural
environments, for example if the one culture is less hierarchical and the other more hierarchical
(see for example Case "XYZ"). Face-to-face meetings are considered important for team
building as well as the possibility of employees to stay at remote location and get acquainted
with the different culture. Common events and experiences as well as history of working together
have a strong team building effect.
Working Together in Global Virtual Teams – Trust
The findings regarding team building are relevant for trust building as well. Trust is build up with
frequent contacts and common tasks. In addition, keeping schedules and providing results in the
required quality is a key to trust building. Logically, it seems that in the beginning of a
collaboration process there is less trust. It seems also that European companies have less trust
to colleagues from remote location than the other way around. Team members in developing
countries usually seem to trust the expertise of European companies, while this is not given in
the other direction. For example within DSM local management is introduced and valued, but no
real sharing of responsibilities takes place. Especially the higher in the organisation, the less
sharing. Employees of the host companies might furthermore develop strong refusal to working
with employees from other regions.
Leader and employee competences
All the cases reported similar requirements regarding competences of leaders and employees of
virtual teams. Very good qualifications and high level of expertise in the specific field of work are
together with the ability to listen carefully at client's demands and wishes major prerequisites for
successful leaders of global virtual teams. Further specific competences that have been
mentioned as necessary for leaders of virtual teams by the case participants are:
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•

International experiences are clearly an advantage.

•

Open attitude towards different cultures as well as knowledge and understanding about
cultures and communication patterns. Broad local knowledge about the involved remote
regions is of advantage as well. For project managers and leaders it is in particular
important to understand the impact of different cultural attitudes on leadership. For
example, for a project manager it is important to understand local hierarchical patterns
and how hierarchical levels are considered, or to understand what different
communication patterns mean. For example Chinese and Indian employees do not feel
comfortable to both provide feedback and see criticism as something constructive. They
need to be explicitly encouraged to provide feedback.

•

Good language skills not only during face-to-face meetings, but also to communicate in a
clear way over any virtual communication channel: for example mail, chat, video
conference, and others.

•

The project leader needs to be communicative and to have good communication skills
together with the ability for frequent communication. Closely related to this skill are also
good presentation skills.

•

Good organisational skills in combination with decisiveness and ability to distribute and
divide work in an efficient manner in a distributed virtual environment.

•

Good knowledge and command of various kinds of collaboration technology.

•

Analytical qualities and professional visibility in the team, at the higher organisational
level and in the remote locations.

•

Ability to handle conflicts also remotely in a virtual environment.

Several members of virtual teams at different companies mentioned that a team leader, who has
a very hierarchical leadership style would have difficulties in virtual environments and teams.
The work in virtual teams relies to a great extent on self-discipline of the involved employees, i.e.
team members.
Good skills with high level of expertise and the ability to listen carefully at client's demand and
wishes have been mentioned as basic competences for members of virtual teams as well.
Further, most important skills mentioned for a member of a virtual team are:
•

Good language skills, in particular good command of English (writing and speaking).

•

Open attitude to different cultures, sensitivity for organisational and cultural differences,
and emotional intelligence.

•

Communication skills and ability for clear communication over different communication
channels.

•

Adaptability and stress tolerance

•

Self-organisation and self-responsibility together with self-motivation and a pro-active
approach towards work.

While some of the mentioned skills are important also for normal team work (for example good
qualification and high level of expertise), several of the required characteristics of virtual team
leaders and virtual team members are specifically relevant for work in global virtual
environments: good language skills, knowledge and openness towards different cultures, good
communication skills in particular in speaking and writing over any virtual communication
channel, good command of collaboration technology and self-organisation and a proactiveapproach. Project leaders need a pro-active and democratic management style. As the number
of employees in global settings increases, specific education is necessary to develop the above
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mentioned skills at all educational levels. Current education systems in Europe do not consider
building up of specific skills for global work. Currently, learning of how to work most efficiently in
virtual teams is done on the job.
Well-Being
The work in virtual teams creates additional stress factors that have a negative influence on the
well-being of involved employees. The stress factors mentioned by the members of the virtual
team can be summarized as follows:
•

24 hours availability and reachability, in particular at management level (see for example
Idean, e-Accent, Deerns, Outotec).

•

As result of global collaboration working days effectively become longer. Due to time
differences, teleconferences have to take place either early in the morning or late in the
evening (see for example DSM, E-Accent).

•

Travelling is conceived as being part of the job.

•

Increased flexibility is required of employees (see for example OCE) regarding working
time and travelling as well as longer stays abroad.

•

Mediated versus face-to-face communication is difficult and sometimes frustrating, due to
lower richness of the virtual communication channel. For example often it is not clear if
the other person really understands what is being talked about (see for example Deerns).
As the team members cannot see each other on a regular basis, there is always a certain
insecurity: Will the other person deliver on time and good quality (see for example
Company "D")?

•

A specific stress factor is also the lack of daily or frequent face-to-face contact. This
might cause stress for both the team leader and the team members. As a project leader
you do not see if the remote part is working as agreed or if they invest sufficient
resources in the tasks. As a team member you cannot show your hard work, if for a
certain reason an agreed upon result could not be reached at the agreed point of time.
As the other part does not see you, it is difficult to proof how much work has been done.

Despite of the new stress factors, several companies reported that some employees consider
working in virtual teams and with different cultures a positive and interesting aspect of their work.
These are mainly employees that like to travel and also to work with remote partners.
Collaboration Technology Used
Overall there is broad variety of various collaboration tools used by the members of the global
virtual teams observed. All virtual teams considered have reported intensive usage of
communication and collaboration technology:
All virtual teams reported an intensive usage of e-mail. Thereby a distinctions seems to be made
when to use e-mail as a communication channel. E-mail is considered to be more suitable for
discussing technical issues that can be illustrated with attached drawings. Compared to that, the
communication channel of choice for non-technical issues seems to be the phone. E-mail has
furthermore been reported as not very suitable for longer-lasting discussions, as it is difficult to
track attachments, replies and different versions of contributions. In particular, teams that relay
only mainly on e-mail for communication and collaboration have reported a negative influence
on their efficiency. Several of the case companies have introduced push e-mail for global mobile
workers. This on the one hand has positive impact on their productivity as they can react and
communicate instantly, but can cause negative effects on work-life balance and employees' well
being.
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Further tools that are used for communication purposes are videoconferences. Thereby a
different approach can be observed at different companies: smaller companies are testing or
already using Skype. An interesting approach is the inclusion of the whole organisation into a
continuous Skype chat at Idean. Skype video conferences are furthermore used there in monthly
team meetings. Skype is available for free and does not require an extensive investment, but is
not safe and not always reliable. Idean for instance has reported that there are often break
downs. At other companies, Skype and other tools such as Microsoft Network (MSN) are not
allowed for safety reasons. Larger companies have invested instead in commercially available
infrastructures as WebEx and others. Accenture had also a very successful trial with Halo rooms.
The low access bandwidth and quality of services of infrastructure at developing countries
makes the usage of video conferencing difficult. Given this, and the difficulties related to usage
of video conferencing, the overall usage of this technology is still below expectations.
The question is how expensive communication technology can be made affordable for smaller
companies. One possible approach would be to provide possibility for joint investment and joint
exploitation of expensive infrastructure. For example, incubation centers for globalizing
European SMEs can be established in favoured remote regions where SMEs can have access
to technology in addition to access to networks and local knowledge.
The observed virtual teams reported, apart from broad use of communication technology, a
broad use of specific coordination and collaboration technology. The minimum necessary
infrastructure for globally mobile employees is a web portal that enables access to documents
and team information with a VPN-connection. Online awareness and instant messaging was
also considered as helpful. Most of the teams used Outlook or other similar tools for sharing
calendars and for coordination of meetings. More integrated tools like Lotus Notes, Project
Coordinator as well as document management tools as Webdocs (Outotec) and Sharepoint are
used for creating a common knowledge and document base as well as for coordinating activities.
Besides these generic tools, also tools for specific collaboration activities are in use. These are
CAD/CAM solutions used for collaborative engineering and specific tools for support of
collaborative software development.
Several teams have reported to have experimented with blogs and wikis (see for example Idean
or Company "D"). However, up till now, the usage of the new Web 2.0 collaboration tools seems
to be below expectations. It seems that time is necessary for the new tools to be broadly
accepted. Other social software applications as social tagging and similar seem to currently not
be in use.
Smaller companies again have a trend to open source and software available for free (see for
example E-Accent and Idean). This development puts smaller companies at a higher risk
regarding security and reliability of collaboration technology. Common investments in
infrastructure might be helpful also here to spread and intensify usage of collaboration
technology in SMEs. Another useful approach might also be to foster through supporting
research and the development of collaboration technology that is offered based on the Software
as a Service (SaaS) paradigm. An interesting example of extensive use of collaboration software
offered on the SaaS paradigm is E-Accent. In order to enable collaboration of software
developer teams located in The Netherlands and China a combination of the online project
management tool Basecamp with the online group chat and real time file and code-sharing tool
Campfire is applied. This approach has several advantages for global teams of SMEs: SMEs do
not have to invest and maintain expensive communication and collaboration infrastructure and
can pay flexibly on a pay-per-use basis.
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Interesting are several company specific solutions that are in use by the virtual teams
participating in the case studies:
•

The Open House collaboration technology at Vaisala (based on MS SharePoint) - a
portal and forum where questions can be posted. Detailed information about each posted
question is available: who posted it and when. The answers are placed in a visible
manner together with the name of the person, who provided it. The special emphasize on
persons answering questions should provide an incentive for employees to participate. In
addition, each team can create a team section with meeting agendas and discussion
boards.

•

Another impressive example is the Virtual Mill at Pöyry, which is used for internal
coordination and coordination with customers (Figure 22:). The Virtual Mill has evolved
during the past few decades from document storage to 3D modelling devices of a paper
mill. It can be used for collaborative modelling on 3D models of factories. A full 3D model
of factory under construction can be viewed and also modified by persons working in the
respective team. The Virtual Mill contains in addition documentation, access to
maintenance knowledge, technical information and online information to operations &
maintenance. All projects from rebuilds to greenfield projects are carried out with the aid
of 3D modelling. This has resulted in substantial benefits in quality, reduced engineering
time and improved cost-effectiveness.

Figure 22: The virtual mill of Pöyry

Source: (Stanoevska-Slabeva, 2008)

Problems and obstacles with collaboration technology
The following problems and obstacles with reference to information technology were reported by
the members of the analyzed global virtual teams:
•

Difficulty to coordinate dates and meetings due to time differences – available calendar
applications do not understand time differences and cannot automatically cope with them.

•

Companies using Skype report that it is not reliable all the time and breaks down during
the connection.
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•

Virtual teams working on design and engineering tasks experience a lack of technology
support for synchronous creative and design oriented collaborative processes.
Technology does not support virtual design or engineering workshops that have
brainstorming character. For example, drawings on a whiteboard in one office cannot be
easily transferred directly and in real time to participants of the workshop in remote
offices. (Idean, Company "XYZ"). At the same time the low connection speed to some
developing regions does not allow for communication of data-intensive material. In
general, creative brainstorming activities that are connected with drawings are not
supported with available collaboration technology in a sufficient manner.

•

Low bandwidth when connecting to developing countries. Connections are not reliable
and it is cumbersome to send bigger files. For example, low connection speed with South
Africa can require longer than one night to download a file.

•

Even though e-mail is widely used by all case companies, it was reported that it is not a
suitable tool for discussion. The conversation becomes complex and results in overload
and results in a range of problems as regarding version management of documents,
difficulty of trailing conversation over groups of people and tasks handovers. It also
introduces problems in following structured processes as for example a quality
assurance process (DSM).

•

Lack of standardization and interoperability of collaboration tools is also an impediment
to smooth establishment of global collaboration. In many cases the team has to first
standardize the collaboration infrastructure before starting to collaborate.

•

The differences in security standards at collaborating companies can also impede
smooth establishment of collaboration. For example company firewalls at partner
companies can limit the information that can be exchanged.

•

Sometimes high noise can arise in offices where one or more persons are involved in
virtual collaboration and phone or video conferences.

•

The collaboration tools still do not allow for an easy switch of individual working mode
into collaboration working mode. For example, in order to organize file sharing in parallel
with a teleconference still some set-up effort is necessary. The same holds for other
collaboration tools.

•

Lack of knowledge how to effectively use and structure work supported by collaboration
technology – for example, it is important in international projects and conferences to
follow a particular and structured mode of behaviour – consisting of clear introduction,
structure and careful recording of minutes. This is often lacking and results in confusing
sessions (see for example Deerns and Company "D").

Collaboration technology – security and privacy aspects
The members of the analysed global virtual teams have not perceived security as an issue. The
respondents did not generally face or recognize any major risks on IT security. Companies that
are service providers (see for example Company "C", Deerns, etc.) have to flexibly adopt the
CWEs that are required by the clients. Thus the VM and IT is not a static and normative solution
but it is implemented and used in different projects rather flexibly.
Collaboration technology – requirements concerning an ideal IT support
Major necessary improvements of available collaboration technology that have been mentioned
by employees involved in global collaboration can be summarized as follows:
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•

Video conferencing with high quality - existing video conferencing technology is still not
up to expectations. Cheap or open source technology as Skype is not reliable and secure
enough. High quality and innovative technology as Halo rooms is too expensive.

•

Sophisticated support for file sharing and editing at the same time not only for text files
but also for brainstorming and creative design activities.

•

Version management in an integrated manner over different types of files and
communication and collaboration channels.

•

Presence information with rich information about the status and reach ability of the
employees.

•

New kind of social networking tool that contains culture information, hierarchical
information, and information about the feelings and well-being of the other person.

•

Tools are needed to share designs during brainstorming and through normal connection.
Currently transfer of design documents is cumbersome.

Overall, there are no collaboration technologies available yet, that provide integrated support for
all different kinds of communication and collaboration needs in a smooth way. Virtual teams still
have to integrate together many different tools in order to build up their collaboration
infrastructure. The missing interoperability results in additional efforts when combining or
changing from one tool to the other.
Summary of findings from the cross-case analysis of virtual teams
Global virtual teams play a significant role in globalisation processes of European companies.
They are established in globally active companies by involving employees from several locations
that work together on a concrete well defined task. Global virtual teams are project oriented,
have defined budgets and goals they have to meet as well as a strict organisational structure.
Virtual teams enable in a global companies synergetic use of experts and employees with
different, complementary competences that are located in different regions without necessity to
place them at the same location. They are an organisational structure that creates binding
structures among employees within dispersed locations on project level.
Depending on the specific task virtual teams can have different organisational structures, for
example truly virtual teams, teams involving embedded expats at remote locations, or global
coordinating teams. Global virtual teams can furthermore involve only employees from one
company or employees from customers' and partner companies.
Work in global virtual teams requires specific organisation of work, consideration of cultural
differences, specific team and trust building measures as well as intensive communication in
virtual environments and use of collaboration technology. Given that communication is mainly
mediated and virtual, tasks should be divided among team members in a way that they fit on the
one hand the specific competences available at each location and on the other hand provide
room for independent work of each employee without necessity for frequent and intensive
communication.
Cultural differences are manifested in different ways: as different attitudes towards management
and different management approaches, as different perception and valuing of each other's
competences, as differences in the background and attitudes of persons with the same
qualification, different communication attitudes and similar. Cultural differences between the
various partners involved in virtual teams might result in tensions among team members. They
might furthermore result in cumbersome and time consuming communication and
misunderstandings, which diminish the overall effectiveness of global collaboration. Thus, the
development of knowledge about cultural differences and their impact on working together as
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well as developing the right procedures and strategies to cope with them is a critical success
factor for global virtual teams. In particular the individual capability to display flexibility regarding
cross-cultural affairs is perceived as one of the most crucial qualification of employees involved
in global virtual teams.
Given that collaboration of virtual teams takes place in a virtual environment and manner, the
provision of team and trust building measures as well as face-to-face meetings and events are
critical success factors for efficient work. Most case companies have reported a face-to-face
kick-off meeting to be a good starting point to get to know each other and to build a good starting
base for the collaborative work. Furthermore, additional face-to-face meetings at least once in a
quarter are also necessary to strengthen the team feeling and also to consolidate project work.
Face-to-face contacts are also important for building up trust.
To cope with the specific characteristics of work in virtual and multi-cultural teams, employees
need specific competences: international experience is of advantage, an open attitude towards
different cultures as well as knowledge about other cultures, good language skills not only in
face-to face communication, but also for communication in virtual channels, adaptability and
stress tolerance as well as self-organisation and self-responsibility together with self motivation
and pro-active approach towards work. Team leaders need in addition to these capabilities
furthermore good organisation skills in combination with the ability to distribute and divide as well
as control work in an efficient manner in a distributed virtual environment. This includes also the
ability to handled conflicts also remotely in virtual environments. Team leaders who have a very
hierarchical leadership style would have difficulties in virtual environments and teams. The work
in virtual teams relies to a great extent on self-discipline of the involved employees, i.e. team
members.
Virtual teams are enabled and require intensive use of communication and collaboration
technology. The most widely used communication tool is e-mail. However, e-mail has proven to
not be very suitable for long lasting discussions as it does not support common storage of
documents and version management. Further communication tools in use are different kind of
video conferencing, instant messaging and file-sharing tools as Skype, WebEx and others. In
order to support global collaboration furthermore besides communication tools further tools that
support common document management as well as coordination of tasks are required. The
observed virtual teams typically use collaboration tools as Lotus Notes, Microsoft tools and
similar.
Overall, all case companies used a broad range of different collaboration tools. However,
collaboration technology still has several drawbacks: there is no integrated support for specific
communication and collaboration needs of specific global virtual teams. There are also no
overall consistent and comprehensive strategies of companies assuring a standardized
approach towards support for global teams. Such a standardized approach should also include a
global security strategy. Often the teams have to first assemble and unify their collaboration
infrastructure when the team starts to work together. Furthermore, in particular creative tasks as
collaborative brainstorming or design are not supported in sufficient manner yet. Usage of
sophisticated collaboration technology is often impeded by low quality of service of available
connections to developing regions.
Work in global virtual teams results in specific additional stress factors that influence the well
being of involved employees. Such stress factors are: 24-hours availability and reach ability,
longer working days due to time differences among involved regions, increased need to travel
and stay abroad, stress as part of virtual communication due to lower reaches of the virtual
communication channels and the lack of frequent face-to-face contacts. Despite of the new
stress factors resulting from global work, none of the case companies have established
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strategies and procedures to cope with them. Employees as mostly left alone to handle the
problem.
To conclude: global virtual teams, as a specific type of global CWEs, play an important role in
the process of globalisation and evolution of European companies towards global companies.
However, the case companies observed have no systematic approach and guidelines how to
efficiently establish them. In many cases there is availability of different tools for collaboration
and communication that support part of the global work, but no integrated support. For some
type of activities there is still no sophisticated support yet. Furthermore, there are no systematic
approaches yet how to handle many of the problems arising from global virtual work.

4.2.2

Global Communities of Practice

The increasing dispersion of companies’ activities on a global scale influences the ways in
which organisations create and share knowledge within their own structures and between
organisations. In fact, globalisation makes knowledge production and sharing more difficult, and
sometimes even seriously hinders the knowledge management process. In response, many
organisations and inter-organisational alliances now seek to develop a wide variety of informal
channels and networks next to their more formal structures in order to cope with these
challenges, and to enable collaboration and knowledge sharing between people across
traditional geographical and cultural boundaries. Knowledge sharing networks in such new
geographically and culturally dispersed and global work environments are called Communities
of Practice (CoPs) (Andriessen, 2006).
In general, in a commercial environment communities of practice have different features and
goals when compared to virtual teams. While virtual teams are oriented towards achieving a
clearly defined goal and task within a given budget in terms of time and money, the main goal of
communities of practice is the creation and exchange of knowledge as well as learning among
employees that have common interest areas related to products and processes of the company.
Characterisation of the analyzed communities of practice
Two cases of communities of practice were involved in the case study: The Extruder Reliability
Community (ERC) at LyondellBasell and the Company "F"'s Legal Europe community of practice.
Table 5 contains a short description of the two analysed communities of practice.
Table 5: Short descriptions of analysed communities of practice
Company

Description

LyondellBasell
Extruder Reality
Community

Currently LyondellBasell has over 40 Community of Practice (COPs) active on a
variety of knowledge-intense processes and products. One of those COPs is the
Extruder Reliability Community (ERC). The extruder plays an important role in the
fabrication process of polypropylene. The community has about 240 members.
Mainly extrusion workers (technical specialists, engineers, project managers) or
operators in 44 locations in 20 countries. The community is (like all other) moderated
by an ERC expert. The language used is corporate standard: English.

Company "F"

Company A Legal Europe consists of more than 250 lawyers and intellectual property
right professionals worldwide dispersed across 3 regions (Europe, the Americas and
a region that consists of Asia, the Middle East and the rest of the world). Within the
region Europe, over 65 lawyers are active in 6 clusters that each represent a specific
geographical part: a.) the Benelux for Belgium, the Netherlands and Luxemburg, b.)
DACH for Germany, Austria and Switzerland, c.) Nordic consisting of the
Scandinavian countries, d.) France and Spain, e.) the UK and Ireland, and f.) CEE
consisting of countries in Central and Eastern Europe.
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Source: The authors

Table 6 summarizes the most important characteristics of the two observed communities of
practice.
Table 6: Overview of characteristics of the analysed communities of practice
Members

Organisations
involved

Locations

Cultures
involved

Languages
used

LyondellBasell
Extruder Reality
Community

240

1

44

>20

English

Company "F"

65

1

6 clusters

2

English
Source: The authors

Organisational structures of the communities of practice
The CoP at LyondellBasell has a simple structure consisting of a moderator and participants
from different regions. The moderator is appointed by the global Knowledge Exchange Team of
the company. The moderator archives discussion threats, provides answers, hints and feedback.
Typically this costs him one day a week in case of escalation (urgent problems that are posted).
In case of urgency the normal functionality is supported by teleconferences. In principle there
are no face-to-face meetings.
The Legal Europe community of practice has a more complex structure and consists of six
clusters representing a specific geographical part of Europe. Each cluster is headed by a cluster
leader.
Working Together in Communities of Practice
Working together is similar in both observed communities:
At the Extruder Reality Community typically 40-50 messages are posted each day. The
moderator achieves discussion threads, provides answers, hints and feedback. Urgent matters
are discussed over teleconferences. In general there are no face-to-face meetings. The
Knowledge Xchange team organizes a moderator conference yearly in order to facilitate
exchange of knowledge and good practice amongst moderators.
The exchange of information is strongly process-driven, but also process centred. That means
that a lot of slang and detailed knowledge of the extrusion process is needed to make interaction
effective. There is a need to:
•

Promoting improvements in communications e.g. less use of abbreviations and acronyms,
clear titles, introductions and indications of site relevance, designation of urgency and
whether “for information only”. The system is cluttered with misspellings, acronyms,
unfinished discussion threats etc.

•

Improving member profiles: “who is who” and “who knows what”.

People do not always feel responsible to answer questions: “People come with problems and
then it becomes quiet.”
The core of the legal community of practice at Company "F" is the Legal Portal. Legal activities
of many European countries increasingly become dependent, and so do parameters for legal
cases. Lawyers across Europe thus continuously need to share knowledge on “lessons learned”.
The Legal portal was established to offer showcases, multi-language contracts and standard
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documents including notes to lawyers so as to enable them to directly apply exemplar cases to
their own situation / location. The legal portal serves as a platform that supports the global
community of expert lawyers within the firm. The heads of each cluster and their assistants meet
up once a month via a telephone conference, and three times face-to-face per annum. Further
meetings at Legal depend on specialization and interest: those from Legal marketing, for
instance, gather annually at a law conference organized by Company A. Lawyers at other
communities within Legal typically meet up 1 or 2 times a year in small groups of 10 to 15 people
and additionally interact via telecom and video conferencing facilities. The conference calls in
CoP have been improved: a chairman is appointed, and codes of conduct for participants are
distributed and shared. Participants are involved 5 - 10% of their time.
Trust
At LyondellBasell trust on each other's competences and experiences matters in ERC. There
is some cultural difference between western and far-eastern ERC members. Western members
are more active in the forum and less susceptible to criticism or remarks in conversations. Far
east members are more hierarchically oriented. The moderator is in this respect not someone
who is argued against. Asian members have also more difficulties to provide feedback and
discuss matters in an open way. They have to be explicitly encouraged to do that. There exists
some big brother effect as managers are able to view statistics on the Sitescape activity.
Leader and participant competences
The role of the moderator in the COP is considered essential for its success at LyondellBasell.
As an expert in the field, he keeps discussion on topics going on, archives resolved issues and
stimulates people to be active on the forum. The expert needs cultural sensitivity as the forum
covers contributions from operators and experts all over the world. Moreover the operator must
be able to gently, but firmly ‘push‘ and manage discussions towards directions that create value
for the organisation.
At Company "F" people are selected for participation in a CoP depending on their particular
skills in law. In addition, cross-cultural awareness and flexibility is demanded. One way to
generate this is via exchange programs within Legal – to work in another country for a while.
In general, to participate in a global community of practice no specific additional skills are
needed. However, the participants have to have a relation to the topic that is at the core of the
specific community of practice. Leaders of global communities of practice need to have an
understanding of cultural differences and good communication skills in addition to good skills
and qualification in the topic considered in the community of practice.
Collaboration technology used
At LyondellBasell the community portals are based on Sitescape with internal specific add-ons
that were added to improve effectiveness. The main functionalities offered by Sitescape are: to
hold multithreads discussions and chats (including immediate message delivery); to organize
collaborative work with documents; to plan meetings by means of electronic organizers; to
maintain employees’ and partners’ web-pages; to look through and filter information from web
news resources. LyondellBasell's application consists furthermore (among others) of an e-mail
based discussion forum. Typically 40-50 messages are posted per each day. The community
uses also WebEx for communication and file sharing beyond Sitescape, Sitescape includes also
blogs and wikis, but uptake within Lyondell Basell has been slow up till now.
The core technological support for the Legal community of practice at Company "F" is the Legal
Portal. The Legal Portal has been established as a device to keep every lawyer within each
community up-to-date in their field of expertise, to share state-of-the-art knowledge and to offer
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practical guidelines. The Legal Portal is modelled after Company A’s organisational structure,
and contains labels for each region, each category and sub-category and an overview of all
CoPs at Company "F" Legal. It includes a people finder for Europe and an individual country
(with basic facts), a news portal for all lawyers, and a knowledge area. This knowledge domain
is the heart of the Legal Portal, and consists of exemplar cases per region, guidelines and
“lessons learned”, documents on standard procedures, and legal contracts. These documents all
are accessible for people at Company "F" Legal Europe, but they are also accessible to those at
Legal Americas and Asia. Positive features of this portal are that people not only can have
access to relevant knowledge per topic, but also per region, per category or per CoP. An
additional advantage of this setup is that it also offers an easy overview of the productivity of
each CoP relative to one another. With CoPs becoming more important, the coordination and
maintenance of the knowledge stored in the CoP-portals within Legal are crucial. For example in
the Legal portal it is vital that legal rules and regulations are connected to correct guidelines for
behaviour and to correct exemplar cases. Also, principles in the domain of jurisdiction should be
carefully coordinated per issue. Thus, the most crucial parameters per issue need international
standardization and constant updates. Interestingly, the content development and maintenance
of the Legal Portal still takes much time investment and physical travelling to align local cases
and minor deviations from the standard profiles to each other. Although the members of the
Legal community have access to more advanced tools, such as chat, audio- and
videoconferencing and the sophisticated groupware tool within the portal, most members claim
that face-to-face meetings are vital for a number of aspects of their work. As one of the
respondents remarked: (…) "Especially for the start-up phase of projects face-to-face
encounters are important facilitators for the continuity of the on-line work". Further technologies
in use are tools for video conferencing and telephone conferencing and VPN for working from
home. In progress is the Contract Management Tool Database
A common feature of the technology used at both communities of practice is that it offers broad
support for community specific collaboration needs: storage and management of profiles of
participants, storage, management and sharing of common community documents and
contributions and various communication tools that enable to easily get in touch.
Problems and obstacles with collaboration technology
The two analysed communities of practice showed somewhat different problems compared to
the virtual teams. Given that collection, classification and management of common community
knowledge is an essential task of communities of practice, one specific problem mentioned is
that due to unsatisfactorily search and find capabilities the problem of information overload
arises. Further problems also result from inadequate use of collaboration technology. For
example at LyondellBasell it is used in practice as a common database by the community even
though the tool is basically designed as a communication system. However, this example of
attempting to use it also as a database illustrates again the use for more integrated tools that are
able to cover various communication and collaboration requirements in an integrated way.
Another community specific criticism on available tools is the possibility for managers to see and
analyse the usage statistics of the community tool.
Summary of Findings from the Cross-case Analysis of Global Communities of Practice
In global companies knowledge is created at all locations. At the same time experts of a certain
area might be scattered at different locations. Given this, global communities of practice are
collaborative working environments that provide a meeting space for spatially scattered experts
and enable consolidation and sharing of knowledge related to a certain product, process or
procedure across all location of the company.
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Global communities of practice are created around specific knowledge topics that are of
relevance for the company. The goal of CoP is to improve the problem solving capabilities of a
company through global exchange and leveraging of knowledge. They are usually initiated by
chief knowledge officers or other knowledge management functions of companies. As there is
clear responsibility for identification and initiation of communities of practice, their initiation
seems to follow established guidelines in companies and is pursued in a more systematic way
compared to virtual teams.
The organisational structure of communities of practice is typically simple and involves basically
moderators and participants. Some CoP might involve also a country structure as is for example
the case of the Legal Europe CoP of company "F". The participation in CoP is to a certain extent
voluntarily and requires efforts that are in addition to the regular tasks of the participants.
Moderators play a more active role by initiating discussions, managing the knowledge and
involving participants. Thus, the ability of moderators to communicate in a virtual and multicultural setting, to motivate participants and to initiate discussion is crucial for the success of the
CoP.
Main activities of CoP are: storage, classification and management of common knowledge
identified by the participants, collaborative creation of knowledge as well as discussion of open
questions related to a certain knowledge topic. Another important goal and activity of CoP is
mutual help and sharing of knowledge among participants. Typically this is reflected in the
possibility to ask questions into the community or to certain experts participating in the
community.
CoP are supported by special collaboration tools and portals that offer different communication
tools for bilateral or group as well as synchronous and asynchronous communication (i.e. mail,
instant messaging, video conferencing, bulletin boards, discussion forums, etc). They
furthermore provide support for storage, management and sharing of knowledge available in
different forms (reports, technical drawings, questions and answers). An important function of
CoP portals is the ability to search for available knowledge. Compared to prevailing information
technology for virtual teams, CoP portals usually provide an integrated communication,
knowledge management and sharing as well as collaboration support.
Overall, CoP play an important role related to consolidation of knowledge in global companies.
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5 Towards Policy and Regulation
Based on the findings from the cross-case analysis (Stanoevska-Slabeva et al., 2008) and the
survey (Gareis & Vartiainen, 2008) the policies responding to challenges of global collaboration
are identified and clustered (for a detailed summary of findings related to policies see Annex 2).
Moreover, new initiatives and roles of the different policy actors at different levels are identified
as well.
Readers should note that we use the term “policy” here in the widest possible sense. This
means that our policy recommendations are not addressed exclusively at policy-makers in
governments and public administration, but also at other stakeholders who are involved in
shaping the regulatory environment in their respective roles as employers, business associations,
trade unions, NGOs, etc.

5.1

The Policy Spectrum

Because of globalisation’s prominent role among the general challenges facing national
economic and social policy in the present day it is clear that policy action will be needed in a
number of policy areas. Table 7 presents the policy areas and topics related to global working
using the categorization of major policy areas of the European Commission.
Table 7: Main policy areas and policy topics potentially related to global working
Policy area (DG)

Policy topics

Cross-cutting

•
•

Lisbon Agenda (growth and jobs)
EU Declaration on Globalisation

Enterprise and
industry

•
•
•

Support for globalisation of business, among which SMEs
Management capacity building, also for SMEs
Innovation policy development

Employment and
social affairs

•
•
•
•
•

Work conditions
Skills, competences and education
Work-life balance
Flexibility in work organisation
Modernising the European Social Model for an era of globalisation

Education and culture

•
•

Increasing worker engagement in lifelong learning
More provision of continuous training by employers, especially SMEs

Regional policy

•
•
•

Building strong local / regional clusters
Building regions of knowledge
Addressing regional disparities in the ability to exploit ICT

Information society
technologies

•
•
•

Innovation in collaboration technologies
Security enhancing technologies
Interoperability

Research

•
•
•

Enhancing spending on R&D by the private sector
Innovation in globalised contexts
Cooperation in research and innovation
Source: The authors
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For example, in the area of skills, competences and education (policy area employment and
social affairs), key challenges include more effective policies for tackling skill and competence
shortages and mismatches, better preparation of school and university students for a world of
work in which the ability for effective collaboration is a key requirement, and support of
geographical labour mobility. With regard to regional development and cohesion policy, there is a
clear demand for policies which effectively increase the absorptive capacity of regions and cities
in order to enable them to fully exploit knowledge which is being transmitted through interregional and cross-border collaboration (Karlsson, 2006, p. 29). What becomes clear is the size
of the challenge in relation to implementation of ICT-based, global forms of collaborative work.
Europe’s SMEs – which employ the large majority of the EU labour force – may need policy
support to improve their adaptability and innovativeness, for both of which extensive collaboration
with local as well as distant partner organisations is of prime importance.
On a different level than the above, a key challenge is posed by the fact that ICT-enabled global
collaboration, and the restructuring of business activities which go hand in hand with it, are in the
public debate mainly discussed as a threat to jobs in Europe. Much of the evidence which is
available suggests that this is not a fair representation of reality. What do policy-makers need to
do to better “spread the message” that globalisation, if properly managed, offers a wealth of
opportunities for economic and social progress. The New Global research has provided a first
example of the type of statistical evidence which could be used for supporting the case for
globalisation from the perspective of European companies, in particular SMEs. A more elaborate
discussion of globalisation and its opportunities for Europe would require a sound statistical
basis. This would need to be able to show how globalisation processes affect European
companies, what their strategies, goals and motivations are, what technologies and
organisational support they avail of, and which obstacles they experience. Thus, the existing set
of statistical instruments needs to be reassessed and adapted in order to better reflect the
globalisation issues discussed in this document.
Policies and new policy initiatives regarding global collaborative working must be addressed at
different granularities: EU, national, local / regional. At all levels, policy makers, social partners
and other relevant stakeholders need to understand the process of innovation which affects the
nature of work and the labour market in times of economic globalisation. The spread of global
collaborative work has serious implications for the question whether and how economic and
social goals can be attained. At all levels of policy-making stakeholders have to reappraise the
current regulatory and political environment and, if found inadequate, initiate new activities to
revise it.
This suggests the need for a cross-domain approach towards policy intervention, e.g. by
bringing together several policy priorities such as increasing awareness among policy makers
and social partners on EU level and within member states, building capacity for learning and
experimentation on national and regional scale and identifying fast-track strategies to foster
modernisation of work, in particular in the new member states.

5.2

Policy Recommendations and Suggestions

Taking the results of the research and the comments on existing regulation into consideration,
New Global arrives at a number of policy recommendations and suggestions that are
summarized in this section. The policy recommendations are thematically clustered. Concerning
the level for policy action, the tables in this section distinguish between the international,
European and national level, depending on which of these appear best placed for initiating
policy-making. Each thematic policy cluster is summarized in a separate subsection.
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Helping Companies Exploit the Potential of Global CWE and Collaborative
Globalisation

The New Global case studies and also the survey revealed that in the process of globalisation
European companies face various barriers related to existing policies and regulation. The policy
recommendations in this context are summarized in Table 8 below.
Table 8: Policy recommendation related to support for globalizing European companies

Support for European companies to exploit the potential of global CWE and
collaborative Collaboration
Policy and
regulation

Relevant
policy actors

Adjustment of
existing policies
for support of
company
internationalization

National
governments

Establishment of
specific
government
support for
European
companies in the
globalisation
process

National
governments

Suggested policy action
National export and internationalization policies should be
adopted to a wide range of globalisation goals and contexts
beyond export.
o Most policy initiatives focus on export-related activities, but
companies (also) need support how to dip into global
pools/networks of knowledge.
o Globalisation is often not an option but a necessity, i.e.
policy, i.e. policy initiatives need to support EU companies
in making the most of their global presence.
o Effective ICT support must be considered a key component
of any company ‘s globalisation strategy. SMEs may need
support to help them to use an increasing range of
advanced online tools effectively.
o EU employers should be stimulated to spend more effort
on providing organisational support to global collaboration.
This includes awareness-raising about the need for
investment in training needs arising from engagement in
global collaboration.
o In addition, many EU companies require support in how to
identify and successfully collaborate with research
organisations abroad.
The specific globalisation support should in particular focus on
the following:
• Meeting the demand for good practice for globalisation –
Most of the case study companies mentioned that such
good practice information is missing and that it is difficult
for them to acquire knowledge and to exchange
information on issues related to global collaboration.
• Special help and initiatives should be established that
provide platforms for information, knowledge and
experience exchange related to globalisation. Thereby a
classification regarding regions and topics should enable
easy and efficient access to information. A special focus
should be the topic how to establish trustful contacts and
networks in remote regions. Push information delivery on
changes in regulations and availability of new information
would also support efficient information delivery.
• Support with globalisation is relevant, in particular, for
SMEs. Associations of SMEs and/or industrial associations
might be good multipliers of knowledge in the home
countries.
• Such multipliers can be also very helpful in the remote
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Support for European companies to exploit the potential of global CWE and
collaborative Collaboration
Policy and
regulation

Relevant
policy actors

Suggested policy action
regions. For example remote globalisation incubators might
be established to support European companies in making
the first steps in a remote regions and establishing the
necessary local networks and trust.

Red tape and
bureaucratic
hurdles

European
Commission, DG
Enterprise, DG
Employment and
Social Affairs
National
governments

National
immigration
policies

European
Commission, DG
Enterprise, DG
Employment and
Social Affairs
National
governments

International trade
and customs
policies

DG Enterprise,
WTO,
National
governments
National
governments

National and
bilateral income
tax laws

Regulation of IPR

DG Enterprise
National
governments

Bureaucratic hurdles need to be tackled.
• There is no short-term panacea to such barriers – it will
require continuous lobbying to convince host countries of
the need to abolish bureaucratic hurdles and to improve
the business friendliness of their regulatory framework.
• The rapidly growing share of EU companies which
collaborate with Asia implies that improvements should be
sought, in particular, via partnerships with Asian countries.
Global mobility of employees is impeded by restricting national
immigration policies.
• In a joined dialogue with industry it should be assessed if
national immigration policies can be adjusted to enable
easier mobility of global employees of one company.
• A joined European policy might be initiated to enable easier
immigration and work of European expatriates in remote
regions.
• The EU could try to push for abolishment of immigration
and visa restrictions applied by the most important host
countries such as China, India and South-East Asia.
• In addition as part of international trade negotiations the EU
could negotiate with key host countries to abolish rules
which restrict the role of expatriates in management of
foreign-owned companies located on their territory.
• International trade policies need to be better harmonised.
• Up-to-date documentation, especially of any changes
introduced, needs to be provided in an easily accessible
format.
• National and bilateral income tax laws need to be
streamlined in order to enable easier mobility of
expatriates.
• In addition, bilateral regulation with countries in remote
regions that are favourable by European companies as a
globalisation target should be streamlined and adjusted.
• The findings regarding national and bilateral tax laws for
companies regarding income tax for individuals are also
valid for similar tax laws for companies.
• All European stakeholders should join together for a
concerted action to push for harmonisation of international
IPR legislation and its effective enforcement around the
world, in particular in countries which are important host
countries for globalisation related business activities of
European companies.
Source: The authors
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Adjusting existing policies and regulation to globalisation
European policies related to the internationalization of European companies typically focus on
export activities. The New Global study results confirm that global collaboration by European
companies is not confined to activities that are directly related to exports. By pursuing a
combined globalisation of products, processes, and units, companies are transforming from
national companies to global companies that have to manage global market appearance and
global operations in an efficient manner by leveraging synergies and complementary
advantages of the different regions. Thus, national policy initiatives should be adapted to a wide
range of globalisation goals and contexts and in particular to collaborative globalisation. Indeed,
it is arguably more important for European companies in the knowledge economy to dip into
international pools and networks of knowledge and innovation than to simply consider the “rest
of the world” as a pool of potential customers waiting to be served.
A particular globalisation policy focus is necessary for SMEs. A major way in which Member
States can foster ICT-related innovation among European businesses is through policy
initiatives for supporting SMEs. As a recent report from the OECD states when discussing SMEs,
“there is often an underlying assumption that exporting and internationalisation for all practical
purposes mean one and the same thing. In reality, the situation is far more complex and
exporting is only one type of international activity undertaken by the international SME” (OECD,
2008, p. 15). The authors of the report regret that due to lack of empirical data, globalisation
related activities which are not related to exports are underrepresented in the policy discussion,
as their analysis of OECD member state policies on public support provided to SMEs indeed
shows (OECD, 2008, pp. 35-41).
The New Global survey data confirms that global collaboration of SMEs is by no means confined
to activities which are directly related to exports. Within knowledge-intensive service and
manufacturing sectors, one quarter of globally active SMEs collaborate with research
organisations located outside of the EU. And about the same share (24%) is engaged in
collaboration with public sector organisations from non-EU countries. This implies that global
collaboration often concerns design and planning activities of high knowledge content.
It is also very important that policy-makers and the wider public understand that globalisation is
often not an option but a necessity. In many cases, large and small companies alike are asked
to follow suit by their clients, which themselves are multi-national enterprises and which want
subcontractors to be present in newly penetrated overseas markets. Public support schemes
need to adapt to this reality, for example by extending their focus from “enabling companies to
go global” to empowering them to make the most of their “forced” global presence. The latter
typically concerns the need of SMEs to escape dependence on a small number of dominant
clients and to participate in numerous global value chains (or value networks, see (Stabell &
Fjeldstad, 1998). There is evidence that SMEs face considerable barriers to reach this goal, as
large multi-national enterprises “leverage regional resources to advance their sustainable
competitive advantage” (Christopherson & Clark, 2007, p. 1223). From our case sample we find
that the ways how presence and relations are build in remote regions are manifold including
merger, acquisitions, joint ventures, partnerships, commissioned projects and contractual
collaboration depending on the region under consideration and the risk involved. Also here,
national policy initiatives for supporting companies should be better adapted to the wide range of
globalisation contexts and international ruling.
Lowering bureaucratic hurdles for globalizing European companies
There are many reports of European companies that, when attempting to cooperate with
overseas organisations for example in the context of outsourcing activities, were surprised by
the amount of red tape and bureaucratic hurdles in the host countries (EIM, 2005). The resulting
feeling of disappointment or shock can easily lead to retreat or downsizing of globalisation75
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related activities in particular in SMEs (OECD, 2008). Our data confirms that such problems
exist, as they are experienced “very often” or “often” by one in five SMEs in the sample. Also in
the majority of the cases we find similar results.
There is no short-term panacea to such barriers – it will require continuous lobbying to convince
host countries of the need to abolish bureaucratic hurdles and to improve the business
friendliness of their regulatory framework.
Unifying international trade, tax and IPR policy and regulation
Other policies that need to be part of international lobbying and negotiation are: international
trade and customs policies, National and bilateral income tax laws and regulation of IPR.
International trade policies need to be unified and European negotiators need to be aware of the
needs of globalizing European companies. In a similar way national and bilateral income and
company tax laws need to be streamlined in order to enable easier mobility of expatriates and
prevent losses for companies active in several countries and regions. This is in particular
important with respect to remote regions that are favourable for European companies. All
European stakeholders should furthermore join together for a concerted action to push for
harmonization of IPR legislation and its effective enforcement around the world, in particular in
countries for globalisation related business activities of European companies.
Providing easy access to globalisation goods practices and information:
European companies would benefit, however, from better access to information about
globalisation and collaboration conditions in non-EU countries. Special help and initiatives
should be established that provide platforms for information, knowledge and experience
exchange related to globalisation. Thereby a classification regarding regions and topics should
enable easy and efficient access to information. A special focus should be the topic how to
establish trustful contacts and networks in remote regions. Push information delivery on changes
in regulations and availability of new information would also support efficient information delivery.
Information provision needs to be in particular tailored to the limited learning capacity which is
typical for SMEs. Initiatives to raise awareness about globalisation’s potential benefits for SMEs
need to put emphasis not only on good practice cases and success stories, but also enable
learning from failures. Associations of SMEs and/or industrial associations might be good
multipliers of knowledge in the home countries. Such multipliers can be also very helpful in the
remote regions. For example remote globalisation incubators might be established to support
European companies in making the first steps in a remote regions and establishing the
necessary local networks and trust.
Socio-economic research in global collaboration:
Our survey also shows that as many as one out of three SMEs in knowledge-intensive sectors
are involved in collaboration that takes place within a globally distributed company – for example
cross-border collaboration between headquarters and subsidiaries, branches and units, or
between the latter. This brings up issues of control within multi-national enterprises, as
discussed by Yamin & Sinkovics (2007). More research is required to explore how closer
collaboration of this type, supported by ICT, impacts on the ability of European SMEs to increase
their productivity, for example through innovative activity (cf. Christopherson & Clark, 2007).
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Developing More Effective Online Collaboration Tools and Practices

The policy recommendations related to ICT infrastructure and collaboration technology are
summarized in Table 9 below:
Table 9: Policy recommendation related to ICT infrastructure and collaboration technology

Policy recommendation related to global ICT-infrastructure and collaboration
technology
Policy and
regulation

Relevant
policy actors

International
standards

DG Enterprise

Privacy,
security and
identity
management,
and trust

DG Enterprise,
DG INFSO &
Media, DG
Research

Research in
collaboration
technologies

DG INFSO &
Media, DG
Enterprise and
Industry, DG
Research

Effective use
of ICT by
European
companies

National
governments, DG
Enterprise and
Industry

Suggested policy action
• Activities regarding international standards should be enforced
and information on existing standards should be made more
visible and accessible for interested companies.
• Foster research into global collaborative working environments’
security, including security management for inter-organisational
communities. The emphasis should be on collaboration in global
value chains and also on informal value creation networks and
open innovation networks. The initiative could be related with
Future Internet research.
• Support research and deployment initiatives for improving online
collaboration tools’ ability to support trust-building and to better
emulate features of face-to-face interaction.
• Support research about the need for ICT developers to spend
more attention on addressing cultural barriers which follow from
the way current ICT applications are designed.
• Develop new programmes addressing smart Internet-based
workplaces. This should bring together competencies in
advanced Internet, wireless, business models, and smart
organisations. Perform a program of research and
experimentation, and dissemination and awareness.
• Support research in collaboration technology in particular
towards 3D enhancement of collaboration tools in the work
programs of FP7 of the European Commission. Research
regarding more efficient and authentic virtual collaboration tools
might be part of "Green IT" research initiatives and should pick
up reduction of travelling as one major research goal.
• Policy initiative for fostering effective take-up of CWE should be
integrated into overall strategies to boost innovation among
European companies.
• Initiatives should be designed to raise awareness and overcome
barriers to take-up.
Source: The authors

Our research suggests that successful global collaboration requires effective use of online
collaboration tools. The large majority of users of such ICT tools confirm that these are
improving the quality of collaboration rather than endangering team productivity and
effectiveness. This means that effective ICT support must be considered as a key ingredient of
any companies’ globalisation strategy. Raising awareness about ICT applications and providing
hands-on advice to companies has become more important because of the rapid development
and the increasing range of available online tools of potential use for global collaboration.
Especially, SMEs typically suffer from a lack of resources (mainly time, know-how and money) to
properly assess whether and how new technologies could improve their performance. More
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often than not, SMEs are urged by big companies with which they have business relationships to
adopt new technologies, rather than taking the decision independently (eBusinessWatch, 2007).
While responding to customers’ request can help them stay compatible and can increase
efficiency along entire value chains, it can entail risks for SMEs such as lock-in and overt
dependence on lead customers. Against this background, structures and initiatives for
technology transfer, targeted at SMEs with limited capacities to explore new ICTs, are of prime
importance. There seems to be a size-related divide with regard to the ability to benefit from ICT
tools. The likelihood of uptake increases with firm size. 32% of medium-sized companies (50 to
250 employees) in the sample make use of four or more online collaboration tools, as opposed
to 17% in the case of micro enterprises (5 to 9 employees). This confirms the need to provide
support, in particular, to small companies, for example by providing well-targeted information
about available ICT infrastructures, tools and services, and by offering training in using them.
One important policy aspect related to ICT infrastructures and collaboration technology is the
creation of incentives through policy for relevant market players to invest in ICT infrastructure in
remote countries. One possibility might be to include such incentives in existing development
help programs.
Another important necessary prerequisite for efficient global collaboration is interoperability
among systems and ICT technology and global standards. The issue of global standards has
been on the policy agenda of national and supra-national organisations for long time and many
standards are available already. Global industry associations that are main drivers for standard
development as well as organisations as OECD should play a major role to create awareness for
existing standards and to promote their adoption.
Closely related to the issue of global infrastructure, standards and collaboration is also the issue
of privacy, security and identity management. First of all awareness for security risks in global
environments should be created. Second, available guidelines developed by international
organisations as OECD should be made easy accessibly. Third, the development of
sophisticated and innovative security, privacy and identity management solution can be
intensified by initiating research on European and national level. Future research should in
particular consider collaboration in global CWEs, inter-organisational communities and global
value chains. It is in particular important to consider these requirements stemming from global
collaborative work regarding security, privacy and identity management in Future Internet
research.
Finally, the New Global research showed that the usefulness of ICT for collaboration is still
limited as more than one in four respondents found virtual collaboration not to help bridge
cultural differences; one fifth report that online collaboration does not enable negotiations
without meeting face-to-face; 15% experienced that these tools are not good for creating trust
within a team; and 15%, again, found that online interaction is not good for supporting the
generation of ideas. The case study research furthermore revealed that existing collaboration
technology is also not suitable for support of distributed creative processes. These findings
emphasise the need to:
•

develop and implement affordable, high quality telepresence and videoconferencing
systems;

•

develop collaboration tools that support distributed, collaborative creative processes;

•

develop collaboration technology suitable for collaboration across diverse cultural
settings, rather than being based on assumptions about social practices in North
American and European societies.

The development of innovative collaboration technology might be enforced by intensifying
research related to collaboration technology. One possibility is to develop new programmes
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addressing smart Internet-based workplaces. This should bring together competencies in
advanced Internet, wireless, business models, and smart organisations, or to perform a program
of research and experimentation, and dissemination and awareness. Another focus of future
research in collaboration technology could be to support research in collaboration technology in
particular towards 3D enhancement of collaboration tools in the work programs of FP7 of the
European Commission. Research regarding more efficient and authentic virtual collaboration
tools might be part of "Green IT" research initiatives and should pick up reduction of travelling as
one major research goal.

5.2.3

Making European Workers Benefit from Global CWE and Collaborative
Globalisation

The results from the New Global research provide evidence that working in global environments
poses specific requirements on European employees. Several policy-relevant issues have been
identified also in this context and are summarized in Table 10.
Table 10: Policy recommendation related to employees

Support for European Employees to benefit from global CWEs and collaborative
globalisation
Policy and
regulation

Relevant
policy actors

Work-life
balance

DG Employment
and Social
Affairs, DG
Enterprise, DG
INFSO & Media

Suggested policy action
•
•

•
•
•
Cross-cultural
collaboration
and joint
understanding

DG Information
Society &
Media, DG
Research

•
•
•

•
Collaboration
capabilities

National
governments

•
•

Lifelong

National

•

In policy and research activities related to collaborative
globalisation, more attention should be given to the “human
impact” of collaborative work in global settings.
Global collaborative work may need to be understood as
another aspect of work intensification, and as such should be
included in policy action to address possible negative impacts
on workers.
Develop initiative to explore different strategies of enhancing
work-life balance in global working contexts.
Raise awareness about the positive role of work-life balance for
business performance and attracting human talent.
Investigate the role of ICTs and organisational measures and
policies to enhance work-life balance.
All extensive users of online collaboration tools need to devote
special attention to the creation of trust & confidence in
collaboration.
Initiate a program in smart global organisations and
collaboration infrastructures capable to accommodate cultural
differences and different styles of collaboration and working.
Develop research initiatives in smart organisations’ business
models based on ICT-based networked forms of working and
collaboration, which are adaptable to multiple contexts, cultures
and roles.
Schemes for helping social partners learn from good practice
should be explored.
Develop joint initiatives to enhance global collaboration and
global working capabilities of businesses, including SMEs.
As regards SMEs such initiatives could address regional
clusters in specific sectors.
The case studies revealed that global collaborative work
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Support for European Employees to benefit from global CWEs and collaborative
globalisation
Policy and
regulation

Relevant
policy actors

learning and
companyprovided
training

governments,
DG Enterprise,
DG Employment
and Social
Affairs,

Suggested policy action

•

•

•

•
Netiquette

Human
resource
policies

Companies,
National
associations

•

Companies,
National
associations

•

•

•
•

requires specific qualifications and in particular language skills
and skills in using collaboration technology and virtual
communication.
Adequate policy initiative for assessing gaps in current supply,
as well as for filling gaps through effective training measures,
need to be developed in a joint effort of all main stakeholders at
national and EU level.
In addition, education regarding computer literacy should involve
in addition to usage of basic office tools also usage of basic
communication and collaboration tools. For example, good
practice of writing an e-mail, organizing of a teleconference,
chatting and similar is developed today on the job, but not in
schools.
Acquisition of skills for virtual and global collaboration should not
be limited to knowledge-workers who already working in global
settings, but also more generally to all employees in order to
increase overall levels of workability and employability.
Schemes for helping social partners learn from good practice
should be explored.
The current lack in company communication and collaboration
"Netiquette" should be addressed.
The case studies revealed that global and virtual work creates
additional stressors for employees involved, with impacts on
work-life balance. At present it seems to be a common approach
at companies to leave it to the employees to deal with these
stressors. A common "Netiquette" for communication and virtual
collaboration would be helpful to lower the negative effects of
the stressors.
A global human resource policy that defines a global corporate
approach towards human resources and at the same time
considers local regulation and policies of each region where the
company is involved.
Foster training, global working practices and leadership
competences within the company.
Schemes for helping companies learn from good practice should
be explored.
Source: The authors

Both the survey and case data suggest that employees involved in collaborative globalisation
indeed face risks to quality of work and to balance between work and private life. Working in
global teams can be associated with increasing stress and with the need to adapt ways of
working to the demands of collaboration. These findings indicate that more attention should be
paid to the “human impact” of collaborative work in global settings. First new research initiatives
might be appropriate to understand better the impact of global work and CWEs on European
employees. Second, initiatives can be developed that explore different strategies for enhancing
work-life balance in global working contexts. Strategies dealing with the question of work-life
balance need to b e explored on different level: on the national level through new working time
policies and on the company level through human resource and working time policies.
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European employees must furthermore be prepared – which may take the form of enabling them
to prepare themselves – for ways of working which require a larger degree of collaboration, work
in temporary teams, use of ICT-mediated communication rather than face-to-face interaction,
and self-responsibility. This on the one hand requires adjusted educational policies on national
level that consider required skills for global work as language and collaboration technology skills
on all educational levels. On the other hand, globalizing companies should provide appropriate
training for employees involved in global work. We found that only little more than one in three
companies (35%) provides employees involved in global collaboration with special training. 45%
report that such training does not at all or does hardly take place. It is evident that those
companies aiming at globalising their activities need to develop their “soft” competences that is
to increase contextual and cultural understanding and language skills of their employees. It
appears that there is limited awareness about the specific skill & training needs which arise from
engagement in global collaborative work. This is unfortunate.
Of course, only some of the New Global requirements are directly related to collaborative
globalisation, while most of them are related to more general shifts in employment patterns and
work organisation. We suggest that global collaborative work should be understood as another
aspect of work intensification (Boisard et al., 2002), an area which will require more policy
initiative in the future. Possible policy implications following from these general shifts are at the
centre of much heated debate across Europe; they will not be repeated here6.
Our findings also indicate that European companies need to develop appropriate human
resource policies and workplace strategies which take full account of the increasing
requirements of globalisation and distributed work.

5.3

Towards Better Indicators on Business Collaboration and CWE

A statistical framework for capturing global collaborative relationships and the use of ICTs within
this context does not yet exist. New Global has argued that policy-makers and other
stakeholders need better data on these phenomena in order to take well-informed decisions in a
wide range of policy areas. This includes the need for policy support being provided to European
SMEs, where the OECD notices that for “discussing the role of the ‘international SME’ within the
global economy it must be acknowledged that the empirical base for the analysis [...] is poor”
(OECD, 2008, p. 15).
As part of New Global, we have taken stock of existing indicators which would be able to shed
light on work globalisation, collaborative work, and CWE (reported on in an earlier Deliverable7).
We found that there are a number of gaps in indicator availability which should be closed within
the foreseeable future:
Ÿ

Ÿ

6

7

Inter-company collaboration: There is very little comparative data on the extent and types
of collaboration, apart from the data from the Community Innovation Survey (Eurostat, 2007)
which focuses on collaboration in the context of formal innovation activities. The
geographical spread of collaboration and the reasons for the emergence of geographical
patterns of collaboration require more attention.
From the viewpoint of policy directed at SME competitiveness, data are needed which would
allow to identify the preconditions for, and characteristics of, types of collaboration which

See, for example, recent editions of the European Commission’s annual analytical reports on “Employment in
Europe“
See New Global Deliverable D1.2 “Interim Report: Conceptual Framework incl. Review of State-of-the-Art
Research and Practice”.
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produce benefits to the companies in question as well as the European economy and labour
market at large. The key question whether, and under which conditions, global collaborative
activities are associated with stronger performance has still not been answered satisfactorily.
Collaboration between companies and public/civic sector institutions: The key role of
the state and the educational and civic sector in influencing collaborative activities of firms
has been confirmed by research (Cooke, 2002; MacKinnon et al., 2002). Data on the extent
to which SMEs collaborate with public and civic sector institutions have been collected rarely,
though, and only in the context of one-off studies. The need for stronger interaction between
firms and the education sector (e.g. universities) appears to be of particular importance, and
should be reflected in statistical indicators. In the context of the ongoing trend towards
globalisation of R&D (Hirshfeld & Schmid, 2005; OECD, 2007b), which – as the New Global
survey data show – also affects European SMEs, indicators on this phenomenon should also
capture cross-border collaboration.
Tools for collaboration: There are hardly any indicators available on the ICTs, which are
used to enable or support collaborative activities, apart from (proprietory) industry data which
are of limited use for statistical analysis. In recent years, the European Commission’s
eBusinessWatch (2007) has made some progress in covering the topic. Further progress in
this direction is necessary, for example by capturing experience with types of ICTs for
collaboration. The New Global survey data suggest that while online tools provide strong
support to collaborative globalisation, they have difficulty to support trust-building. SMEs, in
particular, require a high level of trust if they are to engage full-heartedly in global
collaboration (OECD, 2008).
Specific issues of collaboration at global level: Existing indicators in this area tend to
focus on export activities on the one hand, and on offshoring and other forms of job
relocation on the other hand. The latter have been discussed extensively in the public debate
in recent years with the result that globalisation is often perceived by the public as a threat
and as the cause for personal hardships (EOS Gallup, 2003). This is against evidence that
the EU has so far benefited more than its competitors from globalisation-related
developments, and is likely to continue doing so in the near future (Havic & McMorrow,
2006). It follows that more indicators should be provided on types of global collaboration
which are not based on service contracts, as it is the case in off-shoring activities.
Individual-level collaboration: Whereas arm’s-length interaction between companies tends
to be formalised and to follow established procedures, true collaboration in the sense of cowork towards common goals and continuous exchange of knowledge cannot be fully codified
and pre-structured. Arguably, such collaboration takes place between people more than it
takes place between organisations. This also means that indicators would need to consider
individual-level collaborative activities as well as organisation’s engagement in collaboration.
It is the individual who needs to obtain the skills and gather the experience necessary for
successful collaboration within global project teams. It is also at this level that the social
impacts make themselves felt, such as increases in work intensity but possibly also job
satisfaction, etc. For these reasons, existing indicators on working conditions and work
organisation should be complemented by measures on involvement in collaborative
teamwork, and its consequences.
Distributed innovation: The public debate about latest-generation “social software” or Web
2.0 applications suggests that innovative activity in companies increasingly takes place at
the level of the individual employee, who may be engaged in a number of communities of
practice and other types of social networks. Rather than just a short-lived phenomenon, the
hype around social software and Web 2.0 applications may indeed reflect a paradigmatic
change to the nature of innovation, which is becoming increasingly decentralised and based
on collaboration across traditional boundaries – of organisation, space, time, culture, etc.
(see Benkler, 2006; Tapscott & Williams, 2006). While it is too early to judge about such
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propositions, indicators on the use of social network and the “participative web” (OECD,
2007b) need to be implemented in the European Statistical System soon (see also OECD,
2008).
Skills and competences for global collaboration: Finally, demand and supply of those
skills and competences, which are unique to work in global collaborative settings, are illresearched. As the European Union has made tangible progress in recent years on agreeing
on a core set of core competencies, which all Europeans should be equipped with, the
specific competence requirements for international collaboration need to be taken into
account as well. The new European Adult Education Survey (Eurostat, 2005), the first wave
of which was implemented across the EU in 2005-2007, would be the best place to feature
variables on collaboration-related skills.

Severe lack of data on collaborative activities of companies means that there is still only limited
insight into the conditions which determine whether companies benefit or lose out from global
collaboration (Günther, 2004). Lack of indicators also means that policy action – for example
concerning trade policy, outsourcing, financial aid to SMEs – is at the risk of being blind to the
significance of collaborative globalisation as an engine for growth, innovation and sustained
competitiveness.
Europe needs a better statistical basis for decision-making on issues concerning collaborative
globalisation. New Global calls for collaboration between companies, including collaboration
across country borders, to be better captured within official statistics. There are a number of
ways to make progress towards this goal. The emphasis should be on finding ways through
which new phenomena (here: collaborative globalisation and CWE) can be integrated, in a costefficient and practical way, in existing data collection systems. This implies the need to look for
existing data collection instruments that are well placed to carry the suggested new or modified
variables.
There are three areas for concrete suggestions to be made, see below.

5.3.1

Improving Data Availability on Companies’ Engagement in (Global) Collaboration

The Community Innovation Survey (CIS) is the main vehicle in Europe for collecting country-bycountry data on innovation related issues at the level of the enterprise (cf. Arundel & Hollanders,
2006). It also includes collaboration with companies and with other types of organisations in so
far as these are taking place in the context of innovation activities. Effects and barriers to
innovative activity in general are covered as well.
We suggest that the module on innovation-related collaboration should be extended to include
questions on the effects of collaboration on innovative activity, and on barriers which hinder
attempts to exploit collaborative interaction for innovation purposes. These are issues of major
interest for policy making, and as such deserve better representation in statistics.
In addition, it should be explored whether to include questions on the use of ICTs within
innovation-related collaboration. Evidence from the New Global survey suggests that the use of
online collaboration tools is associated with innovative activity (product innovation), and also
with success in achieving direct cost savings and speed of development. For this reason it
appears possible that use of ICT may be an important explanatory factor within the CIS dataset
as well.
In the case that modifications to the CIS are not possible in the short or medium term, the
European Commission may want to use an issue of its Innobarometer (e.g. EOS Gallup, 2003)
to collect the data on a one-off basis.
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The use of ICTs for collaboration, beyond purposes related to innovation activities, could best be
covered within the Eurostat-coordinated surveys on ICT use, namely the Community Survey on
ICT Usage and E-Commerce in Enterprises.

5.3.2

Improving Data Availability on Workers’ Engagement in (Global) Collaboration

In order to improve data availability on collaboration-related issues affecting workers, we see a
case for developing the European Survey on Working Conditions (ESWC) into a fully-fledged
element of the European Statistical System. Comparable, timely data on working conditions and
CWE related issues must be a top priority in order to tailor the European Employment Strategy
to the individual situation in each Member State.
The survey is currently under the responsibility of the European Foundation for the Improvement
of Living and Working Conditions (EuroFound), and has been conducted every five years since
1990. While the quality of the conceptual underpinning and the data collection itself are very
high, the survey is not yet integrated in any way with the more established instruments of
Eurostat and the National Statistical Institutes (such as the Community Labour Force Survey and
the European Adult Education Survey). At the same time, the work on the ESWC is partly
duplicated at national level through similar surveys which are being carried out by many of
Europe’s National Statistical Institutes (NSIs).
We suggest to put the ESWC on a more formal footing by giving Eurostat and the NSIs overall
responsibility for survey execution, whereas conceptual preparation and coordination of the
survey analysis would remain with EuroFound. The medium-term goal would be the replacement
of the existing national surveys on work organisation by a joint Community Survey on Working
Conditions (following the example of similar frameworks such as the Community Surveys on ICT
Usage in households and enterprises). This would also provide the basis to conduct the survey
more frequently, such as once in every two or three years. The upgraded survey should then
fully cover issues related to collaboration through ICTs and traditional means.
It is important to note that the function of the Community Survey on Working Conditions would
be less to “rank” countries by their success in implementing “modern” forms of work organisation,
but rather to supply EU and national policy making with the required comparative data to gauge
the room for common policy making as well as to identify the necessity for policies which are
specifically tailored to the situation in a given country.

5.3.3

Improving Data Availability on Availability of Skills and Competences for (Global)
Collaboration

Europe lacks a data source for assessing the extent to which workers are equipped with the
necessary generic (as well as specialist) skills and competences for working in the knowledge
economy. There is plentiful of evidence which suggests that to be successful in working in an
CWE-based job – or, more generally, in what has been termed the pro-active workplace –
workers need to have advanced levels of communication, collaboration, team working and selfmanagement skills and cultural competences, as well as up-to-date digital literacy. Because of
the important role of the public sector – and EU funding – in providing further training and
education opportunities to EU citizens, a data source for comparable indicators on generic skills
and competences should be developed. It appears that the European Adult Education Survey
which has been launched in 2005 would provide a good vehicle for this purpose. It should be
ensured that the decisions about which variables to include in the second round of the survey
will include not only education policy circles, but also by experts engaged in fostering the
adoption and further diffusion of CWE in Europe.
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It has become clear from the preceding chapter that CWE, especially if stretching across the
globe, pose significant challenges, in particular, to SMEs. This may necessitate countries that
want to foster uptake of CWE to undertake concerted efforts to support SMEs in their struggle to
adapt to the changing business environment. Enabling and convincing more SMEs to take up
CWE, to get involved in global collaboration networks, and to make the most of it in terms of
innovation capacity, growth and employment should increasingly become subject of policy action.
The New Global survey focused exclusively on globally active SMEs in high-tech and mediumhigh-tech manufacturing sectors plus the knowledge-intensive business services sector. We
argue that policy action targeted especially at these sectors is justified, as SMEs in these sectors
could benefit most from collaborative globalisation, thereby contributing considerably to overall
competitiveness of the EU economy:
Policy initiatives seeking to encourage internationalization from the onset may, in
general, be more effective if they focused on SMEs that offer products that are tradable,
in particular innovative high-technology products. Given the relatively shorter life cycle of
high-technology based products, SMEs may be able to maximize their revenues by
delivering their products in multiple international markets. (Wright et al., 2007, p. 1024)
The claim that businesses in knowledge-intensive industries rely more heavily than others on
continuous innovation is reflected in the fact that among competition factors, product quality
and customer service are on average rated much more important by survey respondents than
the price of products.
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6 Towards Good Practice for Global Collaboration and Global CWEs
The case studies confirmed that global CWEs play a major role for achieving globalisation
strategies of European companies. They are the organisational structure which bind together
remote locations within global companies on operational level, i.e. on project and community
level; they also provide the link to customers and business partners. CWE are complex sociotechnical settings involving technology and human resources. The case studies and the results
from the cross-case analysis both show that the success of global CWEs depends on the way in
which companies set them up. The research also revealed that the success is heavily influenced
by the overall organisational approach of the company to globalisation and in how far global
processes as availability and management of a global ICT infrastructure, global human resource
management as well as a global corporate culture are established. The success and the way of
working within CWEs is also impacted by existing policy and regulation related to global work.
Figure 23 summarizes the different aspects that affect and need to be considered during the
design of global CWEs.
Figure 23: Influencing processes and design levels for global CWEs

Source: The authors

To successfully introduce CWEs in globalizing companies first of all means to consider in an
integrated manner all levels of design. The required conditions regarding global corporate
culture, organisational structure, global HRM and global ICT infrastructure are a necessary
prerequisite for the design of the specific components at CWE level. For example the more there
is an open global culture in a company, the easier it will be to achieve understanding among
cultures in different CWEs. Below the good practice identified via the cross-case analyses on the
company and CWE level are summarized.

6.1

Towards Good Practice in Establishing a Favourable Corporate
Environment for Global CWEs

Global CWEs are embedded in the overall company organisational and ICT structure and the
overall corporate culture and management policies. All this aspects influence the way of working
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and the success of the CWE but were considered with different level of detail in the case
studies. The global ICT infrastructure and HRM policy was considered in more detailed. The
importance of global corporate culture and a global organisational structure resulted from the
case studies. Thus, different levels of detail regarding good practice are available and described
in the subsequent subsections below.

6.1.1

Towards Good Practice in Global Corporate Culture

A common global corporate culture was identified as crucial in order to create common values at
all locations of a company and identification of employees from different regions with the
company. It is a necessary prerequisite in achieving a global one company in which all parts
have complementary value. At the same time it is a needed starting point for global CWEs. A
global corporate culture involves elements as common language throughout all regions (in most
of the cases English) as well as shared attitudes and values. By relying on the global neutral
corporate culture, members of global CWEs from different regions can start with shared values
and attitudes and overcome cultural differences easier.
In a global company the global corporate culture should also involve openness towards and
appreciation for different cultures. A major role in implementing a global corporate culture is
involvement of management.

6.1.2

Towards Good Practice In Establishing A Global Organisational Structure

Globalisation results in considerable organisational changes. Overall organisational changes
that are relevant for global CWEs are:
•

As far as possible standardized processes and procedures related to repetitive tasks.
The more processes and procedures are not defined the more time will be needed by
employees involved in CWEs to define even basic common procedures. Standardized
processes diminish furthermore the risk of establishing wrong processes.

•

Clear definition of the role and added value of each region and location to the overall
goals of the company. This assures that from the beginning relationships are clear and
members of CWE can concentrate on the common task they have.

•

Clear communication and definition of basic and generic organisational structures in
particular in CWEs. This could be for example the role of a team leader in case of virtual
teams or of the moderator in case of CoP.

•

Transparency in information exchange and provisioning of enough context of other
people (their situation, background, …) involved in the collaboration

6.1.3

Towards Good Practice in Establishing A Global ICT Infrastructure

Establishment of a global information and communication infrastructure (ICT) is a key
prerequisite for global operation and collaboration. A global overall ICT-infrastructure enables
seamless and efficient flow of information and knowledge as well as communication and process
synchronisation among remote parts of globalizing companies. Most relevant aspects of a global
ICT-infrastructure from the perspective of global collaboration are the following:
Establishment of an efficient communication and information sharing infrastructure
among all company parts independent of their physical location – In big companies this
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includes investments in connections among company parts. For smaller companies this means a
secure and as far as possible usage of public infrastructure. An important aspect is also a
standardized and secure access to company resources from any location. Standardization and
provision of workplace technology in a way that is suitable for global collaboration. This includes
in particular laptop with VPN connection to company resources together with a mobile phone for
communication as a minimum equipment for globally mobile employees. The availability of video
cameras as means for video conferences becomes increasingly of importance for both mobile
and stationary employees involved in global collaboration.
Provision of collaboration technology capable of supporting the specific needs of the
collaborating employees in a standardized way – To provide support for global collaboration
means to provide both communication and specific collaboration tools. A common
communication and collaboration infrastructure could be achieved faster and easier, if
communication and collaboration technology becomes part of standardized infrastructure. This
can best be illustrated based on e-mail. Usually companies apply standardized mail technology
throughout the whole company, which makes its application easy. In a similar way other
communication tools might be introduced, for example company-wide introduction of instant
messaging, file sharing and video conferencing tools as Skype. Helpful for CWEs is also the
availability of standardized collaboration tools in an integrated manner. Thereby, special needs
of specific teams as for example software development teams, should be considered as well.
An important decision in this context is also whether to invest in own collaboration infrastructure
or to buy it from the market. For smaller companies a good strategy might be to procure
collaboration functionality in a SaaS manner from the market. Special caution is necessary for
application of free communication and collaboration software (i.e. Skype).
Companies that have mobile global workers that often work at the premises of customers need
to be flexible enough to be able to use collaboration technology suggested by the customers.
A global security policy was considered an important aspect of global infrastructure in all case
companies. The global security and privacy policy of a company should clearly set the rules how
to behave in a secure way and to respect privacy regulation of the different countries involved in
collaboration. Security should be considered on technical and human level. On human level it is
in particular important to create awareness for security and privacy risks as well as for good
practice in secure behaviour.

6.1.4

Towards Good Practice in Global Organisational Structure, Global HRM and
Global Corporate Culture

Participation in global collaboration within CWEs poses administrative and well-being challenges
to employees that require a regulation within a global HRM policy. The main aspects that need
to be considered in a global HRM with relevance for global CWEs are summarized below:
•

Global operation requires a global workforce and recruitment – This means that a
globally active company needs to have a global recruitment strategy that considers local
characteristics. At the same time, permanent involvement of a company in remote
regions inevitably requires a global workforce. In many companies this results in a
mixture of employees from different countries at all locations.

•

Required skills and competences – To participate in global work efficiently requires
specific skills. Globally active companies that involve CWEs should consider the specific
skills in their recruitment strategy. At the same time existing employees should get the
opportunities for training in particular regarding cultural differences and also usage of
collaboration technology.
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•

Training and qualification – Concepts for specific training and qualification of employees
involved in global work should be part of a global HRM; policy. At the same time
possibilities for exchanging experiences related to global work might be part of training
as well.

•

Compensation and reward policies – Compensation should be streamlined globally but
designed in a way to take advantage by considering local attitudes and opportunities.

•

Changes in work arrangements – Changes in work arrangements or new work
arrangements related to global work should be streamlined and employees should be
informed.

•

Work-life balance and well-being of employees – A good practice would be to develop on
company level a communication etiquette regarding reach ability and availability of
employees. At least arrangements among employees on CWE level should be
acceptable on company level as well.

To summarize, a global human resource policy can promote a common culture of
professionalism and corporate wide ways of working, make administrative matters around global
work easier for employees and provide foundation for specific training and work arrangements.

6.2

Towards Good Practice in Set-up and Running of Global CWEs

As mentioned above global CWEs are complex socio-technical organisational structures. To set
up and run a CWE successful, it is necessary to provide the right communication and
collaboration technology and to involve the right employees. Thereby, the features of each type
of CWE and their requirements upon the two parts of their organisational structure differ among
each other. Below the extracted good practice regarding the set-up of global virtual teams and
global CoP are summarized.

6.2.1

Towards Good Practice in Setting up and Managing A Global Virtual Team

Global virtual teams consist of employees from one or several companies that are located at
different locations and work collaboratively in order to achieve a defined goal. Within global
organisations virtual teams are used in order to involve employees from different company parts
into one project. Virtual teams are bound to given budgets and time resources. Due to the
distance of their locations, the work in global teams is often almost by definition virtual, i.e.
mainly taking place by means of communication and collaboration technologies. In order to set
up a virtual team the two constituting elements of it need to be defined: firstly the organisational
structure, including the employees involved, and secondly a set of appropriate communication
and collaboration technologies as well as techniques.
Table 11 and Table 12 provide an overview of good practice aggregated from the cross-case
analysis of observed virtual teams related to application of communication and collaboration
technology and organisational aspects of global virtual teams.

89

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

Table 11: Summary of good practice related to set up of human and organisational aspects of
global virtual teams
Organisational
Aspect
Organisational
structure of the
team

Selection of the
right employees

Proposed good practice
The organisational structure of virtual teams should be chosen according to the
nature of the task, the previous experience of involved employees, and the
differences in qualifications and available knowledge about the remote market:
•

Virtual teams with no exchange of employees among involved locations suitable for teams, which members know each other well and have a clear
division of work as well as established well-going procedures.

•

Virtual teams with embedded expats at remote locations - suitable for tasks
that involve members from other companies at remote regions or where it is
necessary to build up relationships and local knowledge. This type of virtual
team is also appropriate where several companies are involved and the
result of the collaboration is a product or service for the remote market.

•

Virtual teams with a complex hierarchical structure involving several teams
and locations

One major criterion for selection of employees involved in virtual work is their
qualification. Employees are chosen for a project first of all according to their
qualifications. The application of virtual teams enables the companies to choose the
suitable employees with complementary competences from all regions without
having to consider their location. However, the work in a global, multi-cultural and
virtual environment requires specific additional capabilities of involved employees
beyond their professional qualification:
•

Previous international experience is of advantage

•

Good language skills in particular in English in writing and speaking

•

Open-mind towards cultural differences and understanding how cultural
differences affect working together as well as how to resolve the impact of
cultural differences

•

Good communication skills, not only in face-to-face meetings but also over
virtual channels

•

Good knowledge and command of various kinds of collaboration technology
as well as communication over various virtual channels (mail, instant
messaging, video conferences, etc.)

•

Ability to cope with the additional stress factors that virtual communication
and global, work imposes on employees.
In addition to the above mentioned capabilities, a project leader of a global virtual
team should have the following additional capabilities:
•

Good organisational skills and ability to divide and follow up work in a virtual
environment in an efficient manner

•

High communicative skills and ability to solve conflicts in a virtual and multicultural environment

• Democratic style of leadership
Thus, the second criterion with equal importance for choosing employees in global
virtual teams is their experiences and capabilities to work in virtual, multi-cultural
environments. If the professional qualifications are available, but no experience in
global virtual work, than it is necessary to provide training for work in global multicultural environments.
Training of
employees

Training for work in global and multi-cultural virtual teams should comprise cultural
training as well as training in usage of innovative communication and collaboration
90

Collaborative Work: Globalisation and
New Collaborative Working Environments
Organisational
Aspect

NEW GLOBAL

Proposed good practice
technology. The first should include possibilities to exchange experiences regarding
global work, to learn about different cultural attitudes and their impact. In case a
long term cooperation with a remote region is the goal, then positive effects are
achieved if employees can visit and stay at the remote region.

Division of work

The work among the members of the global virtual team should be divided in a way
that they suit their complementary competences and also allow to a great extent
independent working. Thereby, also complementarities among regions should be
taken into consideration. For example in a team including employees from Asia and
Europe, travelling from European employees to Asia might be decreased by
involving Asian employees when requests come in that are related to Asian regions.
The better team members know each other for a longer period of time and the more
they have a common history of mutual collaboration, the more it is possible to divide
the work in way that there are more interdependencies among tasks. In such a case
it is important to appoint a good project leader.

Consideration of
cultural
differences

Employees involved in global virtual teams should have access to knowledge and
good practice about cultural differences and their impact as well as how to handle
them. They should furthermore have also the opportunity to get to know and
understand the cultures involved in the team.
Of high importance to create an open-minded atmosphere in specific teams is also
the overall corporate culture in the company. The more the overall corporate culture
is considering only the local culture, it will be difficult in single teams to create a
global culture of tolerance and awareness. Thus, organisational measures related to
handling of cultural issues should be part or backed-up with measures related to the
overall global corporate culture in the company.

Communication

Given that virtual teams have tight schedules and budgets, it is necessary to
establish efficient communication processes. Due to the remote location of team
members, most of the communication has to be virtual. However, for the efficiency
of the team, for team and trust building purposes it is inevitable to introduce a costeffective and efficient mix between face-to-face and virtual communication. The
team, and in particular new teams need to have the possibility to organize a face-toface kick-off meeting and to meat personally at least once in a quarter.

Team and trust
building

Team and trust building measures are important and closely related to face-to-face
communication. In particular new teams need to pay at the beginning of the project
attention to team and trust building.

Well being and
work life balance

Virtual work results in additional stress-factors. To help employees to cope with the
stress factors an overall company communication Netiquette is necessary. In case
there is no overall company communication strategy, the team members can
develop a team strategy to cope with the challenges of virtual work. Mutual
agreements might involve how to communicate with each other, how to respect
each other’s private life, how to report about each other’s achievements and also
how to report problems and act upon them.
Source: The authors

Besides human aspects the set-up and management of global virtual teams requires the
establishment of a suitable communication and collaboration infrastructure. Thereby the specific
collaboration technologies used by global virtual teams are closely related to the overall ICT
strategy of a company. The overall ICT strategy determines the available tools that might be
used, the workplace policy and the security and privacy policy.
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From the perspective of global virtual teams the following good practice related to
communication and collaboration technology was observed at the case companies (see Table
12).
Table 12: Summary of good practice related to set up of human and organisational aspects of
global virtual teams
ICT Aspect

Proposed good practice

Support for
communication

Given that most of the communication is virtual, support for different
communication modes is necessary: asynchronous communication over e-mail,
synchronous and more instant communication over chats and instant messaging as
well as video conferencing. Communication is furthermore often related to
documents. Thus, file-sharing possibilities are of importance as well.
The different choices for communication should allow to choose the appropriate
tool for each communication situation. For example in communication with regions
with less developed infrastructure, tools that require less bandwidth might be used

Support for
collaboration

Support for collaboration should include: calendar sharing and meeting
coordination over different time zones, support for project management, support for
storing and management of common documents and knowledge in various forms
(i.e. links to external resources, links to internal relevant knowledge, etc.), support
for collaborative writing of documents including version management and support
for keeping track of contacts details and expertise of involved employees.
The available collaboration technology should furthermore support different kind of
collaboration modes: collaborative synchronous brainstorming, question and
answers with bulletin boards or forums, collaborative writing and others.
Special processes as global collaborative software development and global
collaborative engineering require besides the above mentioned general
collaboration support also specific functionalities. For example, in case of global
collaborative software development support for storing, management and sharing
of software components as well as common test environments and version
management is required.

Support for easy
and efficient
integration

At present there are no integrated tools that can cover the requirements of each
team. Given this it is good practice to provide in the company a broad portfolio of
potential collaboration tools that can be chosen by teams. However, this should be
accompanied with guidelines how to chose and how to integrate efficiently the
appropriate tools.

Security, privacy
and intellectual
property rights

Based on the overall global company security, privacy and intellectual property
rights strategies and policies, awareness should be created in global virtual teams
and guidelines should be provided.

Integration with
collaboration
tools from partner
companies

Global virtual teams that involve collaboration with customers and employees from
partner companies should be provided with guidelines how to integrate efficiently.
Companies where such collaboration happens often should be
Source: The authors

6.2.2

Towards Good Practice in Setting Up and Managing A Global Community of
Practice

Global CoP are organisational structures that enable collaborative creation, management and
sharing of knowledge among employees working on similar problems and having similar
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qualifications and have a more informal structure beyond typical hierarchical organisational
structures.
Table 13 and Table 14 provide an overview of good practice aggregated from the cross-case
analysis of observed virtual teams related to application of communication and collaboration
technology and organisational aspects of global virtual teams.
Table 13: Summary of good practice related to set up of human and organisational aspects of
global virtual teams
Organisational
Aspect

Proposed good practice

Organisational
structure of the
CoP

The organisational structure of global CoP is in most cases quite simple comprising
one or several moderators and members. In case the CoP has a large number of
members divisions according to region and/or topic might be introduced.
One important question related to CoP is the intensity of management involvement in
the daily routine of the CoP. Employees would rather see management to be
involved as external mentor of the CoP than to have access to the community
resources.

Selection of the
right employees

The participation in CoP is either by special invitation or by assignment in case the
employees work on problems considered in the CoP. Critical is the selection of the
moderators. Moderators should have a very good qualification in the area considered
by the community, good communication skills in particular over virtual
communication channels, awareness and understanding for cultural differences and
abilities to motivate members to initiate actions and to motivate members to
contribute.

Training of
employees

Access to knowledge about different cultures and use of collaboration technology
might be helpful to understand each other and to intensify participation in the work of
the community.

Division of work

Only the moderators have a more structured description of work regarding their
duties and tasks in the global CoP. For all other members participation is more
voluntarily. Special motivational systems might stimulate members of the CoP to
participate more actively.

Consideration of
cultural
differences

Access to knowledge about different cultures and the impact of different cultures on
communication and knowledge sharing should be provided, in order to enable
employees to understand each other better. More detailed cultural training is of
importance for moderators as they play a mediator role in the CoP.

Communication

Communication is very important in CoP. Thereby, CoP communicate mainly
virtually. Physical meetings are less required for the efficient functioning of the
community. However, a face-to-face meeting once in a year for smaller CoP might
enable members to better get to know each other and higher efficiency of the
community.

Team and trust
building

Trust building is very important and can be build up by creating positive experiences
with the community for involved employees. It is therefore important activities in the
CoP create added value for members.
Source: The authors

Besides human aspects the set-up and management of global CoP require the establishment of
a suitable communication and collaboration infrastructure. From the perspective of global CoP
the following good practice related to communication and collaboration technology were
observed at the case companies (see Table 14).
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Table 14: Summary of good practice related to set up of human and organisational aspects of
global CoP
ICT Aspect

Proposed good practice

Support for
communication

Given that most of the communication is virtual and less face-to-face meetings are
possible, support for different communication modes is essential: asynchronous
communication over e-mail and mailing lists, synchronous and more instant
communication over chats and instant messaging as well as video conferencing.
Communication is furthermore often related to documents. Thus, file-sharing
possibilities are of advantage as well.
The different choices for communication should allow to chose the appropriate tool
for each communication situation. For example in communication with regions with
less developed infrastructure, tools that require less bandwidth might be used.
The ability to easy find and access employees and experts that are members of the
CoP is of importance as well.

Support for
collaboration

Support for collaboration should include: support for storing and management of
common documents and knowledge in various forms (i.e. links to external resources,
links to internal relevant knowledge, documents, experience reports, summaries of
discussions, etc.), support for collaborative writing of documents including version
management and support for keeping track of contact details and expertise of
involved employees.
The available collaboration technology should furthermore support different kind of
collaboration modes: collaborative synchronous brainstorming, question and answers
with bulletin boards or forums, collaborative writing and others.

Support for easy
and efficient
integration

At present there are special integrated tools for the support of CoP. However often
additional functionalities have to be covered by external tools.

Security, privacy
and intellectual
property rights

Based on the overall global company security, privacy and intellectual property rights
strategies and policies, awareness should be created in global CoP and guidelines
should be provided.
Source: The authors
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7 Some Conclusions and Implications for Research
The severe economic crisis which started to be felt in Europe in late 2008 is likely to affect
considerably the capability and willingness of European companies to engage in globalisation
related activities. In fact, it appears that the more an economy, sector or company is integrated
in the global market economy, the harder it has been hit by the recession. The likely outcome
will be a backlash in the globalisation process, with companies shying away from engagement in
countries outside of Europe, in an attempt to control risk and to deal with market volatility.
There are many reasons to believe, however, that just as a renewed round of protectionism
would harm the long-term economic prospects of the world economy, so would a retreat of
European companies from global collaboration play havoc with their capability to maintain their
competitiveness and to regain sustainable levels of growth in the future. The production systems,
value networks and distribution channels of a large share of the EU market economy stretch
across the globe. It is far too late for European companies to return to a former state in which the
organisation of production and marketing was limited to the EU or even the national scale.
It follows that additional efforts will be needed to enable Europe’s companies to fully participate
in global business opportunities. Our research argues that, in order to do so, companies need to
make effective use of global collaborative working environments (CWE), supported by a wide
range of technologies and techniques for virtual collaboration. Examples for CWEs, widely used
for global collaboration, include work in virtual teams and Communities of Practice (CoP).
The fast progress in ICTs which can support “frictionless” communication and collaboration
across time and space can give the impression that virtual, global collaboration is now at
everybody’s fingertips. Our research shows, however, that effective implementation of CWEs
represents a considerable challenge. Global team work can quickly result in frustration if it is illprepared or insufficiently supported by organisational structures and processes. Common
challenges include the following:
•

Research on team work in general, and on computer-supported collaborative work
(CSCW) in particular, has established a number of conditions which need to be met if a
project team is to work according to expectations. While these apply to work in CWE as
well, the situation is made more difficult because of the distance between collaboration
partners. Distance here is not limited to physical remoteness alone, but also includes
cultural and organisational distance between collaboration partners. Cultural distance
refers to differences, for example, in the (individual and collective) mind-sets between
Europeans and Asians. It can also refer to organisational cultures, which can differ
enormously even within a country. All forms of distance add to the environmental
complexity with which the collaboration task has to deal.

•

In addition to environmental complexity, an other important factor determining the ease of
collaborative activities is task complexity, which also includes the interdependence
between individual workers’ tasks. In recent decades, global business interaction has
become increasingly complex, shifting from cooperation “at arm’s length” (as in traditional
trade relationships) towards joint working and intensive collaboration on complex tasks,
which requires that large amounts of codified as well as tacit knowledge can be
transmitted flexibly and in real time, according to the demands of the job. An example are
joint R&D activities which are spread across different locations all over the world, but
which need tight coordination and media-rich collaboration in order to be effective.

•

While face-to-face meetings can be used to deal with difficult communication tasks when
co-workers are located in relative proximity, global collaboration strongly depends on the
effectiveness of virtual communication. Our research shows that the higher task
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complexity and environmental complexity (e.g. caused by spanning of geographical and
cultural boundaries), the more important is the availability of rich, flexible and powerful
communication channels.
•

Diversity among participants of a virtual team, for example differences in cultural
background, can lead to coordination difficulties and to obstacles to effective
communication. It has been shown, however, that careful selection of collaborators as
well as learning processes can to some degree compensate for such differences.

•

The main issue endangering the success of global collaborative endeavours is lack of
trust. While developers of virtual collaboration ICTs have spent much effort on
embedding trust-building features in their systems, heavy users of virtual as opposed to
face-to-face collaboration still find it much harder to build and maintain sufficiently high
levels of trust between members of a global project team. Tools for virtual collaboration
have to become even better.

•

Still more important, companies need to implement organisational structures and
procedures which give effective support to virtual teams. In general, most effort needs to
be focused on enhancing intra-group processes like socialization, social communication,
shared understanding, building trust by creating a psychologically safe climate, and
fostering learning can reduce the negative impacts of task and environmental
complexities.

•

Related to the issue of trust, globalisation for a company always implies a loss of
control: The greater the distance (physically, culturally, organisationally) between the
home base of a country and its farthest collaboration partners, the more difficult it is to
exert control over the entire organisation. Since a company’s competitiveness is
determined to some extent by the degree of control it has over its core competitive
factors, loss of control always implies uncertainty and risk. For example, enterprises
are understandably averse to engaging in collaborative activities which they believe
would endanger their intellectual property.

•

The competences for collaboration in virtual, global teams tend to be in short supply,
mainly because most of the necessary skills need to be acquired “on the job”. Moreover,
there is little skill provision through company-provided training: Our empirical evidence
suggests that most companies which are engaged in global collaboration do not supply
dedicated training to members of staff who work in international projects. This needs to
change.

•

Participation in virtual collaboration can easily lead to problems regarding worker wellbeing. The strong need for flexibility, for example concerning working hours, the almost
total lack of face-to-face interaction and the high degree of self-responsibility, all of which
have been found to be typical for global, virtual collaboration, often result in stress,
which itself is associated with health risks in the medium to long term. Our observations
suggest that high levels of stress are often offset by the positive effects of high job
autonomy. Nevertheless, effort should be undertaken to help reduce global
collaboration’s potential for negative impacts on worker health.

•

More and more European multi-nationals seek to transform themselves into globally
integrated companies, thereby realising economies of scale and economies of scope
which will give them a competitive edge in the international marketplace. Whereas more
traditional forms of internationalisation tend to be based on cooperation “at arm’s length”,
globally integrated value networks bring with them the need for highly intense and
complex collaboration regardless of the constraints of time and space. This requires
making effective use of CWEs. In this sense, ICT-based CWEs act as enabler of new
forms of global corporate structures.
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•

While multinational enterprises make extensive use of CWEs and are currently engaged
in a process of trial-and-error to identify the best way to set up and manage global
collaboration activities, SMEs – which by their very nature tend to be more bound to their
immediate environment (region, country) – are lagging behind. While it is true that the
Internet and other ICTs have enabled an increasing number of start-ups to operate
globally from the very beginning – the so-called “born globals” – the majority of
European SMEs even in knowledge-intensive sectors will require support in order to
overcome existing barriers to globalisation.

•

There are many obstacles and barriers which affect such forms of globalisation, many of
which are related to national differences in the regulatory environment and to red tape.
More generally, global collaboration suffers from a lack of knowledge about conditions
for business in foreign countries. The ubiquitousness of information which the Internet
has given rise to changes little about the fact that SMEs, in particular, often lack even the
most basic knowledge about how to engage in collaboration outside of their home
country or the Single Market.

The available evidence about the current and likely future impacts of developments related to
cross-border virtual collaboration indicates the need for more research into how to gain the
benefits and avoid the drawbacks from globalised production systems and from ICT-tools for
virtual collaboration. The findings of research until now, including our own, let us assume that
only through improvements in the set-up and management of collaborative work processes will it
be possible to achieve self-sustaining increases in the competitiveness of the EU economy.
Unless EU companies establish practices for managing work processes and value chains across
the globe, the risk is that Europe’s competitiveness will suffer.
It is important to emphasise that, as opposed to the common perception that globalisation of
production is a logical result of the pursuit of easy profits by companies, the most successful
global companies are the ones that consider global production systems mainly as a means to
increase their ability to innovate and to respond to market changes. Global collaboration using
CWEs opens up totally new possibilities in this respect. What is more, this type of globalisation
may actually benefit source countries by creating new, high-quality employment rather than
destroying jobs. This will not happen, though, without policy-making taking an active role in
fostering innovation and in supporting Europeans to adapt to the changing global marketplace
while preserving the achievements of the European Social System
What has become clear is the size of the challenge in relation to implementation of ICT-based,
global forms of collaborative work. All key stakeholders need to join forces in order to explore
and discuss ways how Europe can make progress towards more wide-spread take-up of virtual
collaboration in general, and CWE in particular. In doing so the focus should be not on
globalisation as an end in itself, but on establishing global CWE practice which is sustainable in
all three meanings of the word – socially, economically and environmentally.
At the current moment, i.e. in view of the current economic crisis, policy-makers may also need
to explore ways in which effective support can be given to companies, large and small, that face
problems in realising their globalisation strategy. In addition, it will be necessary to extend
awareness about the longer-term benefits to be derived from engaging in global collaboration, in
order to avoid a backlash against all things which smell of global outreach.
Last but not least, there is a need for more research into how to gain the benefits (and avoid the
drawbacks) from globalised collaboration and from ICT-tools for virtual collaboration. Some
important gaps in knowledge are listed below:
•

Over the last 30 years or so, a body of research has been produced on the issue of ICTbased collaboration, originally using the term “computer supported collaborative work”
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(CSCW). While much of this research is highly relevant for the analysis of CWE,
insufficient attention has been paid to aspects which are specific for global
collaboration, such as the spanning of cultural, temporal and organisational boundaries
at a global scale. In addition to case study research, as carried out within New Global,
other research methods should be utilised, including experimental research with strong
user involvement such as in the so-called “Living Lab” approach.
•

Little is known about the extent to which there are national differences in the degree to
which EU Member States promote their companies’ global collaborative activity.
Anecdotal evidence would suggest that some countries are more advanced than others
in this respect (cf. Wooldridge, 2009). Can we identify good practice in policy action at
national or regional level which could be utilised by other Member States to improve their
SMEs capability to “go global”? What structures would be needed to transfer lessons
learned from good practice between Member States, and between the EU and the rest of
the world?

•

Global collaboration is bound to bring with it a large number of challenges to home
countries, which here means EU Member States. One such challenge is how to deal with
the shift of employment (more exactly: certain kinds of employment) from the old
industrialised countries to emerging economies. Research evidence is needed in order to
better understand the shape and scope of such impacts. What are the critical success
factors for achieving win-win situations, in which both home and host countries benefit
from global collaboration? It will be of special interest to explore differences between
Member States and what can be learned from these for improving policy formulation.

•

More research may be required for better understanding the technical, financial,
knowledge-related, cognitive and attitudinal factors which are responsible for the large
number of firms that do not intend to collaborate globally.

•

R&D in collaboration technologies needs to put more emphasis on effectively
supporting project teams which depend on (a) highly collaborative work and (b)
collaboration across cultural, geographical, organisational and temporal boundaries.

•

The skill needs which arise from the growing importance to global collaboration need to
be researched in-depth. Comparison with current levels of competences in the EU
workforce will allow policy-makers to take decisions about what needs to be done to
improve skills supply. Current evidence suggests that adaptation of curricula is a
prerequisite in this respect.

•

There is still a high degree of uncertainty and disagreement about the health effects of
work intensification – as it is typical for types of work organisation which make heavy use
of ICTs for increasing work productivity and collaborative activities. The concept of proactive work organisation (cf. Gareis, 2006b) goes some way towards addressing the
assumed contradictions in previous research findings. Findings until now are still
tentative and need to put on a stronger empirical basis, also allowing for cultural
differences between types of workers, sectors, countries, etc. More research is
necessary, as well, to identify the long-term consequences of pro-active work
organisation.

•

Whereas traditional models for internationalisation of firms assume a step-by-step
process, the Internet together with other ICTs have opened up totally new possibilities for
establishing a global enterprise from scratch. The number of such “born globals” has
been growing explosively in recent years in Europe, although from a very low level. To
what extent can the “born global” model be considered as a model for self-sustaining
entrepreneurial activity in the knowledge economy, and what do EU policy-makers need
to do to exploit this potential?
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•

The relative elusiveness of inter-organisational collaboration – in particular if these are of
a rather informal nature and not reflected in trade statistics or legal agreements – means
that it has tended to escape the interest of mainstream research, for example official
statistics. If such collaboration is of vital importance for the competitiveness of the EU
economy – and there is a wealth of insight which suggests just that – then representation
of collaborative activities within research and statistics needs to be improved
considerably (see chapter 5.3).

•

Finally, today’s severe economic downturn will almost certainly have a considerable
impact on the extent and shape of companies’ globalisation activities. On the one hand,
optimists believe that there will be positive effects, as entrepreneurs will find it easier to
enter markets and to find access to skilled workers in a recession (Wooldridge, 2009).
On the other hand, however, the large majority of European companies (especially
SMEs) are likely, in a period of mounting uncertainty, to “play it safe”. Such a reaction
would be problematic: the EU economy cannot afford to backtrack from global
collaboration in a time when global competition is bound to intensify – as it will be the
case when the global economy emerges from the slump. In order to design effective
counter measures, policy-makers need up-to-date information on the actual impact of
the recession on globalisation-related activities (both planned and executed) of
European companies. The European Commission should explore the option of setting up
an observatory on SME globalisation, which would provide quantitative as well as
qualitative data on the situation of European SMEs in sectors critical to the future
development of EU economic prospects.
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8 ANNEX I: Research Methodology
8.1

Research Methodology Cases

The concrete design of the New Global case study research followed the general stages of case
study research as proposed by Yin (1994) and Eisenhardt (1989) and involved the following
activities:
1. Definition: In a first step the overall research questions were operationalised and put in
the perspective of a state-of-the-art research as was earlier conducted (see New Global
deliverable D2.1). Based on that, a common research framework with definitions and
operationalisation of major terms and concepts was developed (Stanoevska-Slabeva et
al. , 2008).
2. Selection of cases: In a second step relevant cases have been selected based on a set
of indicators from the research framework.
3. Data collection: Based on the common research framework (Stanoevska-Slabeva et al.,
2008) questionnaires for semi-structured interviews were developed (Annex IV). The
questionnaires were used for collection of case data from company representatives.
4. Data analysis: For each selected case the interviews were transcribed, clustered and
combined with secondary information about the case company to a case description. The
available information was furthermore clustered along the research questions
5. Cross-case analysis: The cross-case analysis was performed along the research
questions. Once for all cases together from the strategic and company level point of view
and once per different type of collaborative working environment.
The following sections provide a more detailed description of the research activities under point
2 - 4.

8.1.1

Case Selection

The selection criteria for relevant cases have been defined in detail in the New Global Common
Research Framework (Stanoevska-Slabeva et al., 2007). The main focus of the study are
European companies that have experiences with "going global" in another regions than Europe.
Therefore, one major criterion was the experience of the company in globalisation.
Further criteria for case selection have been defined based on the research questions. One set
of selection criteria was defined for identifying suitable companies and one for identifying the
suitable global collaborative working environment as a part of them. The selection criteria for
suitable companies can be summarised as follows (see for more details also StanoevskaSlabeva et al., 2008):
•

Size of the company – the main focus of the case studies are medium-sized and large
companies.

•

Industry – The case companies should represent different industries. The common
research framework provides a list of industry sectors, which are considered most
relevant. Such industry sectors are high-tech manufacturing and knowledge-intensive
business services, professional business services, architectural and engineering
activities, advertising and similar.
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•

Business process subject to globalisation – The case companies should involve a variety
of processes considered for globalisation.

•

Geography – The case companies should have operations out of Europe.

•

Operation – Operation of the company should be spread over several locations.

The main criteria for selecting the suitable global collaborative working environment at the case
companies was the interaction intensity. The specific embedded CWEs in the company should
involve intensive virtual interaction among collaborating participants from different regions - with
other words they should involve one of the following four types of CWEs: global virtual team,
global community of practice, global supply chain and global open innovation. Of interest were
particularly global collaborative working environments that involved time and cultural differences
About 24 companies were selected according to the criteria above and invited to participate in
the study. Sixteen of them agreed to participate in the study. Two of them provided only the
strategic level of analysis and one was specifically selected to analyze future potential trends. A
detailed overview and classification of the involved companies is given in chapter 3 of this
document.

8.1.2

Data Collection

Data collection for the case studies included triangulation of secondarily and primary sources of
information. Major secondary sources were homepages of companies, reports and press articles
about the case companies and other available secondary information sources. The main primary
sources of information for each case were semi-structured in-depth interviews. Given the two
levels of analysis of the study three, different interview forms were developed (StanoevskaSlabeva et al., 2007): 1) one for a representative from management and human resource
management; 2) one for the leader of the specific CWE and 3) one for team members of the
CWE under consideration (see Annex IV for details). In addition to that a checklist was
developed out of the questions that were sent to the interview partners in advance for
preparations. In all, 59 persons were interviewed.
The first interview form addressed representatives from upper management of the company as
top managers, business developers, human resource managers and upper level information
technology managers. The questions of the first interview were related to the research questions
from the strategic perspective and included the following main themes:
•

How do companies perceive the impact of globalisation and what was or is their
motivation to go global?
o How is globalisation impacting the companies' industry in general?
o How is globalisation experienced by the companies?

•

Which strategies do company apply to act global?
o
o
o

When did globalisation start at the company?
Who initiated globalisation at the company?
What was globalized by the company?

o

What are preferred hosting countries for globalisation and according to which criteria
are they chosen?
Which organisational structures are applied in the hosting countries (joined venture,
direct investment, or others)?

o
o

What is the main goal of globalisation and how is goal achievement measured?
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What is the companies´ approach to establishing operations in remote regions?

•

Which organisational and human resource management changes resulted from
globalisation?

•

Which global collaboration approaches, i.e. CWEs are applied? How is global
collaboration considered at the company level?

•

Are there policy and regulation aspects that need to be considered?

The second set of interviews addressed participants in specific global collaborative working
environments of the case companies considered with the goal to provide a deeper view on
global collaborative practices. The second set of interviews was related basically to research
question 3 and 4 and included the following category of questions:
•

General questions regarding the CWE and team structure.

•

Questions related to the way of working and collaborating within the CWE.

•

Questions regarding required skills and competences.

•

Questions regarding usage and experiences with collaboration technology.

•

Questions regarding well-being.

•

Questions regarding regulation.

•

Questions related to an overall evaluation of the CWE from the participant perspective.

8.1.3

Data Analysis

Each case was analysed and documented first in-depth separately. For each case study the
data collected through interviews were first transcribed and then structured along the research
and interview questions. Then they were combined with findings from secondary data sources
and summarized into a case description for each case company. The individual case
descriptions can be found in the annex I of this document.
The structured data of each case company were the basis for the cross-case analysis. To
accommodate the two levels of analysis the cross-case analysis was performed from two
perspectives:
•

From strategic perspectives including all cases

•

From perspective of the specific CWEs

Thereby the analysis followed the structure already used for the description of the individual
cases. The findings of the cross-case analysis are provided in section 4.2 of this document.

8.1.4

Overview and Classification of Case Companies

The selection of relevant cases was based on the criteria defined in the New Global Common
Research Framework. As mentioned above 24 companies were approached and 15 agreed to
participate in the study. Two case studies thereof (Accenture and Company "B") provided mainly
the strategic view on globalisation. In order to assess future trends in global collaboration,
Second Life and companies pursuing collaboration over Second Life were chosen as the
sixteenth case.
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All cases were selected to identify unique patterns of collaboration in a globalized era. The
involved organisations were also chosen to represent a mixture of a variety of industries. The
companies as well as a short description of their profile are shown in Table 15.
Table 15: Short description of involved organisations

Company

Profile

Industry

Accenture

Accenture is a global management consulting, technology services
and outsourcing company.

Consulting

Company XYZ

Company XYZ is specialized in design and development of rotor
blades for wind turbines

Products &
Services

Company "B"

Company "B" is Germany's second-largest bank and one of the
leading banks in Europe.

Financial
Services

Deerns

Deerns operates worldwide, advising on installation technology,
and energy and building physics for a range of business sectors

Consulting

E-Accent

E-Accent is a software company developing web applications and
offering project management and training

Software &
Services

Idean

Idean is a user based production and design company

Consulting

Lyondell
Bassel

LyondellBasell is one of the world's
petrochemicals and fuels companies

OCE

OCE provides products and services in the printing industry

Products &
Services

Outotec

Outotec is a leading global provider of process solutions,
technologies and services for the mining and metallurgical
industries.

Consulting

Pöyry

Pöyry is a global consulting and engineering firm focusing on the
energy, forest industry and infrastructure & environment sectors

Consulting

Royal DSM N.V.

Royal DSM N.V. creates innovative products and services in Life
Sciences and Materials Sciences

Lifes Sciences,
Chemical
Industry

Company "D"

Company "D" is the world's largest business software company with more than 51,400 employees

Software

Second Life

Second Life is a virtual world started in 2003 by the San Francisco
based company Linden Lab

Services

Company "E"

Company "E" is an independent global solutions provider of
technical aircraft services

Software &
Services

Unilever

Unilever is a multinational in the fast moving consumer goods
industry with a brand portfolio of 400 brands spanning categories
of home & personal care and food products.

Products &
Services

Vaisala

Vaisala develops, manufactures and markets products and
services for environmental and industrial measurement.

Products &
Services

largest

polymers,

Chemical

Source: The authors

Due to various reasons, seven of the companies involved decided to present their case
descriptions in anonymous form. Two of the six companies, Company "C" and Company "E",
refused to publish the full case description and have been considered only in an anonymous
form in the cross-case analysis.
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As can be seen from Table 15, the investigated organisations are from different industry sectors.
Most organisations are in the consulting industry (4 companies) or in the products and services
sector (4 companies), followed by software or software related services (3 companies).
Additionally interviews in the chemical Industry (2 companies) and the financial sector (1
company) were made. The involved organisations differ from highly specialized SMEs with
individual products and services to large scale producer of consumer and industrial goods. The
following Table 16 gives an overview of involved companies sorted by industry sectors.
Table 16: Overview of involved cases by industry sectors
Industry Sector

Company

Chemical Industry

Royal DSM N.V., Lyondell Bassell

Consulting

Company "A", Deerns, Idean, Outotec, Company
"C"

Software and/or Software Services

Company "D", E-Accent, Second Life (LindenLab)

Financial Services

Company "B"

Products & Services

Company XYZ, OCE, Company "F", Vaisala

Services

Company "E"
Source: The authors

All companies involved in the cases, except Second Life, have their headquarters in Europe or
were at least founded in Europe. Among the analyzed cases most had their headquarters in the
Netherlands (7), followed by Finland (4) and Germany (2). Switzerland is represented with one
case. The United States based company Linden Lab (Second Life) is a part of the study to
provide a unique example about virtual worlds as a collaborative working environment. In Table
17 all companies with their home and host countries are listed.
Table 17: Host countries of involved cases
Company

Home Country

Host Countries

Accenture

Accenture was formed by a
number of firms being active
worldwide

Worldwide (49 countries)

Company XYZ

Netherlands

India

Company "B"

Germany

Worldwide, Case conducted with affiliation of the
bank in South Africa

Deerns

Netherlands

Europe, Middle East, Asia

E-Accent

Netherlands

China

Idean

Finland

Partners in European countries, United States, China

Lyondell
Bassel

Netherlands

Worldwide (19 countries)

OCE

Netherlands

Worldwide (30 countries), Products available in 80
countries

Outotec

Finland

Worldwide (21 countries)

Pöyry

Finland

Worldwide (45 countries)

Royal DSM
N.V.

Netherlands

Worldwide (49 countries)
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Company

Home Country

Host Countries

Company "D"

Germany

Worldwide (50 countries)

Second Life

USA

UK, China

Company "E"

Switzerland

Europe, Middle & Far East, North & South America

Unilever

Netherlands

Worldwide (over 100 countries)

Vaisala

Finland

Western Europe, Northern America, China, United
Arab Emirates Malaysia, Japan and Australia
Source: The authors

Among the involved cases some truly globally acting organisations could be identified. In total 8
companies were identified operating on all five continents of the world with offices and or
operations in up to 100 different countries. Within the study also patterns of collaboration only
with special regions were identified. Such cases involve relationships of European organisations
with China, United States or India for example. The study therefore represents truly global
players as well as players in regional niches. Within the study the authors tried to select cases
not only from well-known emerging markets in Asia like India or China but also from less
observed ones like Africa or South America.
Figure 24: Home and host countries of New Global case studies

Source: The authors

Figure 24: shows the involved cases with their European home countries and their worldwide
connections. Global acting companies are represented by just one logo per continent.
Involved cases were also chosen with regard to the applied types of collaborative working
environments. Among the involved cases most were using kinds of global virtual teams. In total
13 of the 16 analyzed cases used this form of (often project-based) collaboration. Communities
of practice as well as Global Supply Chains could be identified in 3 companies. Open Innovation
was not specifically considered in the case companies. However, secondary information sources
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reveal that several of the case companies have global open innovation in place. Within five
cases we could identify the use of more than one CWE. Figure 25: illustrates the companies and
the identified patterns of collaboration. However, it has to be noted that some cases only
represent special parts of an organisation (for example: legal department in the Company "F"
Case) and therefore cannot fully reflect all sorts of collaboration within such large organisations.
Figure 25: Overview of applied CWEs at case companies

Source: The authors

8.2

Research Methodology Survey

In order to identify gaps in the coverage of available frameworks for collection of statistical data,
the project looked at the well-established measures of the Information Society and Knowledge
Economy which have been defined in the context of the eEurope action plans, the i2010
strategic framework, and related work by the Voorburg Group, OECD, Eurostat, national
benchmarking efforts, and other sources (see xyz). Based on the result of this review, a decision
was taken to select indicators to be included in the pilot business survey that was to be carried
out.
As defined by the project, Collaborative Working Environments (CWE) are understood as a
combination of physical, IT-based and social or organisational infrastructures supporting people
in their individual and collaborative work.
CWE was operationalised for survey research as types of work organisation which rely on
collaboration in project teams that cross the boundaries of individual enterprises and/or locations.
For enabling such collaboration, ICTs are being used in order to give participating individuals
near-ubiquitous access to information resources and to allow them to communicate effectively in
spite of the (near-)absence of face-to-face interaction. Such ICTs can include e-mail, shared
workspace and document management, wiki, instant messaging, application sharing,
conferencing, and workflow management tools. Typically, CWE are being deployed for high106
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skilled, knowledge-intensive work in which a lot of the knowledge which is being transmitted is of
tacit (rather than codified) character.
Collaborative Globalisation is the use of CWE for collaboration in project teams which cross
national boundaries. A narrow definition of the term includes only those CWE in which
collaboration is with organisations from non-EU countries (in particular overseas countries).
In order to be able to provide robust insight with regard to the study’s main research questions,
data on a number of variables were sought, including the following:
•

Background information about type of globalisation activities/strategy;

•

The intensity with which companies engage in collaboration with external organisations in
general, and purpose of this collaboration;

•

Location of external collaboration partners, and the relative importance of cross-border
and global collaboration as opposed to collaboration with domestic partners;

•

The extent to which certain drivers (as discussed in the literature) are perceived as
having influenced the decision to collaborate globally and to use CWE (including
information about the contingencies which influence the success of cross-country virtual
collaboration);

•

Barriers to global collaboration, as perceived by companies;

•

Uptake and patterns of use of ICT-based collaboration tools, including latest-generation
“social software” applications such as Wikis and blogging;

•

Relative significance of such ICT-based collaboration tools in comparison to traditional
means of cooperation;

•

Outcomes including growth in turnover and employment, recent innovative activity, and
perceived ability to deal with an increase in global competition.

8.2.1

Sampling

The following eight countries were selected for conducting the New Global business survey in:
•

Denmark, Sweden and Finland, all of which are forerunners (not only in Europe but
internationally) in the uptake of ICT and implementation of eBusiness. These countries
also appear to have above-average rates of companies engaged in international
business relationships and networking.

•

Belgium and the Netherlands, which also have above-average rates of eBusiness uptake
among businesses. Integration in the global economy is strong. The Netherlands, in
particular, is also notable for its very high rates of take-up of innovative forms of work
organisation.

•

U.K. and Germany, which represent the bigger Member States that are more advanced
in business take-up of ICT and eBusiness. Germany’s economy (or more precisely its
manufacturing sector, in which SMEs play a core role) is strongly export-oriented and, as
such, dependent on developing closer collaboration with non-domestic organisations.
The U.K. economy has traditionally close ties to the USA and is also the Member State
which offshores most heavily to Asian countries (mainly India).

•

Portugal, which – in spite of below average rates of ICT uptake – scores comparatively
well in ICT use. It also traditionally has strong business links to non-EU offshore locations,
especially Brazil.
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Countries were selected according to the criterion that they contain a large share of companies
that have experiences with working in globalized contexts. No data are available which would
allow us to directly identify which these countries are. In their absence, a number of proxy
indicators were used to identify EU Member States which fit the description. These included
statistics on:
•

the extent to which a country’s firms engage in innovation-related collaboration with
organisations from another country / from outside of the EU (data available from the
Community Innovation Survey, see Eurostat, 2007);

•

the share of a country’s employment which is potentially affected by ICT-enabled
offshoring of services (data available for most OECD countries from van Welsum &
Vickery, 2005 and van Welsum & Reif, 2006). For our purpose, data which exclude
clerical occupations were used, since these are less likely to be involved in knowledgeintensive collaboration as defined above;

•

the adoption and use of ICTs by firms for eBusiness (data available from various sources,
including a compound indicator developed by the European Commission on the basis of
data from the Eurostat-coordinated ICT usage enterprise survey, see Eurostat, 2007).

With regard to the economic sectors covered, The survey was conducted in the sectors “hightech manufacturing” and “knowledge-intensive business services” (KIBS) (according to NACE
Rev. 1.1 nomenclature)”, as defined by Eurostat (cf. Brinkley & Lee, 2007):
•

High-tech manufacturing: Manufacturing of office machinery, computers, radio, television,
communication equipment, medical precision and optical instruments, watches and
clocks (NACE 24.4, 30, 32, 33, 35.3).

•

Medium-high tech manufacturing: Manufacture of chemicals, machinery and equipment
n.e.c., electrical machinery and apparatus n.e.c., transport equipment (NACE 24-24.4, 29,
31, 34, 35.2, 35.4, 35.5).

•

Knowledge-intensive business services (KIBS): Computer and related activities (NACE
72), Research and development (NACE 73), and:
o (a) Professional business services that consist of: legal, accounting, book-keeping
and auditing activities; tax consultancy; market research and public opinion polling;
business and management consultancy (NACE 74.1);
o (b) Architectural and engineering activities and related technical consultancy (NACE
74.2);
o (c) Technical testing and analysis (NACE 74.3);
o (d) Advertising (NACE 74.4).8

Indeed, it has been shown repeatedly that companies within high-tech industries are, because of
their strong reliance on R&D and latest generation technology (Eurostat, 2007), more dependent
on knowledge sharing than firms in other sectors.
KIBS are usually defined, for example in EuroFound (2007), as organisations that rely heavily on
professional knowledge to supply intermediate products and services that are knowledge based.
The relevance of knowledge-sharing and collaboration across organisational boundaries is one
of the core features of KIBS.

8

Note: The Eurostat definition of KIBS includes 74.81 (Photographic activities) and 74.83 (Secretarial and
translation activities) as well, but these should be excluded from the sample because of the high relative share of
clerical and low-skilled jobs in both sectors.
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A comparison of the sectors which are included in the Eurostat definition of “high-tech
manufacturing and knowledge-intensive business services” with the sectors with highest share
of employment “potentially affected by ICT-enabled offshoring of services”, as calculated by the
OECD (van Welsum & Vickery, 2005) shows a high degree of consistence, with the exception of
those sectors which can be expected to be dominated by clerical employment, such as
insurance, finance and real estate.
With regard to unit of observation, the survey was targeted at enterprises rather than
establishments. Only enterprises of a certain size were to be sampled, which here means firms
with at least five staff or more employees. Smaller and micro-enterprises were excluded since
any attempt to cover them would be likely to lead to distorted findings as a result from uneven
coverage of micro enterprises in list sources. According to previous experience, this problem
could seriously affect the validity of the data from most European countries.
In order to select only establishments which already have gained experience with collective
globalisation, a filter question was deployed after contact with the unit of response was
established. This means that only companies that have experiences with collaboration in crossborder projects were included in the survey.
With regard to unit of response, these were persons in enterprises who are key decisionmakers on issues related to “collaboration with companies or organisations outside of Europe”.
Respondents should be the heads of R&D or senior managers with R&D responsibility (in
manufacturing firms) and equivalent function holders in service firms.
Field Sampling was conducted as random sample of companies, stratified by sector and, where
possible, size (number of employees in the company), was selected per country for each of the
pre-defined quota cells (in total: three size groups X three sectors). Per country 150 interviews
(Finland n=100) were to be achieved.

8.2.2

Fieldwork

For survey execution, Computer Aided Telephone Interviewing (CATI) was chosen. Telephone
interviews offer the advantage of quick and reliable data collection from a central telephone unit.
CATI also offers best field control, automated sample administration, simultaneous data entry
and permits a complex branching of the interview flow depending on filter questions and thus
allows to apply questions tailored e.g. to the respondent firm’s equipment status etc.
Fieldwork coordination was subcontracted to a specialised survey organisation, the Ipsos GmbH,
Mölln. Fieldwork execution was conducted in cooperation with local partner institutes of Ipsos.
Field pre-tests were carried out to check the proper functioning of the interview procedure. They
were also used to identify any remaining problems and issues with the instrument and the
interview procedure – such as those resulting from inclusion of questions in multi-contractor
(omnibus) surveys. Field pre-testing made use of a number of techniques including interviewer
de-briefing, respondent de-briefing, behaviour coding, and analysis of response distributions.
In some of the countries it turned out to be impossible to realize the size quotas as targeted
and/or the planned number of total interviews (Belgium, Sweden and The Netherlands) due to
the limited universe and the fact that the list sources were exhausted; this results from the low
incidence rate of companies that are involved in collaboration with companies outside of the EU.
In total, 1015 interviews were conducted across all 8 countries covered by this project.
The resulting dataset consists of high-tech manufacturing companies (14%), medium high-tech
manufacturing companies (29%) and firms in the knowledge-intensive business services sector
(57%, see Table 18). The share of companies that actually qualified for the survey, i.e. that were
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involved in collaboration-type activities with organisations from outside of the EU, was
significant; in some countries almost one in two companies contacted confirmed that they were
‘globally active’. This confirmed our initial assumption that global collaboration is of strong
relevance for knowledge-intensive and high-tech manufacturing sectors.
Table 18: Sample distribution across size classes and sectors
Sector by size-class

Count

High-Tech Manufacturing - 5-9
High-Tech Manufacturing - 10-49
High-Tech Manufacturing - 50-250
Medium-high tech manufacturing - 5-9
Medium-high tech manufacturing - 10-49
Medium-high tech manufacturing - 50-250
KIBService companies - 5-9
KIBService companies - 10-49
KIBService companies - 50-250

32
64
47
63
120
113
140
258
178

3.2
6.3
4.6
6.2
11.8
11.1
13.8
25.4
17.5

1015

100.0

Total

in %

Data source: NewGlobal Business Survey, 2008. Base: Total sample (n=1015).

With regard to company size, 23% of respondents represent businesses with 5 to 9 employees,
43.5% business with 10 to 49 employees and the remaining 33% businesses with 50 to 250
employees. The sample, therefore, represents – predominantly small – SMEs in knowledgeintensive sectors and with experience in global collaboration.
Only a small share of the companies included in the sample are younger than 10 years. 21%
were founded after 1998, while 44% were founded between 1982 and 1997 and 34% were
already existing in 1981. Finland and Denmark are exceptional in that they have a significantly
larger share of young companies within the sample (27% and 31% younger than 10 years,
respectively). The sample, therefore, does not represent a predominantly young group of
globally minded SMEs, but rather is dominated by companies which are firmly established within
their national economy.
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9 Annex II: Summary of Regulatory Barriers and Fields for Policy
Action
The findings of the New Global research results show clearly that globalisation is a key to
sustainable growth and that European companies have to develop their collaboration practices,
including use of virtual collaboration, if they want to maintain their economic competitiveness,
and if current standards of wealth, social stability and equality in Europe are to be upheld. This
applies, in particular, to businesses in knowledge-intensive sectors of the economy, since these
can be considered of vital importance as catalysts of the more general shift towards the global
knowledge-based economy and society (Malecki & Moriset, 2008).
The findings of the New Global research show furthermore that there are considerable barriers
to globalisation of European companies that create a strong case for policy and regulation
intervention. The policy relevant issues resulting from the case studies and the survey were
summarized and clustered and provided as input to the policy stakeholder dialogue in Brussels
on the 15th of September 2008. Based on the discussion and input from the stakeholder dialogue,
finally the policy relevant issues were structured in three categories:
•
•
•

Issues related to existing national and international policies and regulation that have been
experienced by European companies to create barriers for efficient globalisation processes
Issues related to ICT infrastructure and collaboration technology and
Issues related to the ability of European workers to participate in global settings and to take
advantage of global working environments.

The identified issues clustered in the three thematic categories are provided in Table 19.
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Table 19: Statements of globally active EU companies about existing policies on EU and national level, and their impact on
collaborative globalisation

Issues related to existing national and international policies and regulations that pose barriers to globalisation
Issue Area
The importance
of going global
for European
companies

New Global Case Studies
•

In all industries represented by case
companies, competition, markets,
workforce and growth potential are
either global or becoming global on a
fast pace. As a result, all case
companies considered globalisation as
an obliged process and key
prerequisite for achieving sustainable
growth and to increase
competitiveness.

New Global Survey
•

•
•

•

Starting
activities in a
remote region
and fast
establishing of
networks

•

Several companies mentioned that
critical success factors for going global
is fast establishment of connections to
relevant and trustful partners in remote
regions.

•

•
•

•

New Global Stakeholder Dialogue

Access to markets still most often
reported, but access to knowledge &
expertise and increasing speed of
development have become equally
important.
SMEs are often driven into global
markets by clients, rather than wanting
to do so themselves.
In addition to export/import related
contacts, collaboration with research
organisations is surprisingly
widespread (quarter of all SMEs).
Much global collaboration of SMEs
takes place within multi-national
enterprises.

•

Trust and confidence-building,
especially across cultural and
language barriers, are major
challenges in global collaboration.
Problem is aggravated as face-to-face
meetings become more difficult.
Problems with creating trust
relationships more likely for young
SMEs, as well as for intensive users of
online collaboration tools (!).
Only 50% of the survey respondents
report to have "fully achieved" or
"largely achieved" the following goals
of globalisation: "Get access to new
technology", "Get access to highlyskilled labour & expertise", and about
45% have reported to have "fully

• Representative offices and consulates of
European countries in hosting regions
could provide more specific support for
finding partners, establishing
connections and even providing access
to ICT and collaboration infrastructure in
particular for SMEs
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•

There should be dedicated support for
supporting globalisation efforts of
European companies
Existing policy priorities, i.e. in
enhancing capacity building, building
clusters and regions of knowledge,
could be enriched by explicitly
addressing the capabilities of
companies to collaborate, work and do
business globally.
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Issues related to existing national and international policies and regulations that pose barriers to globalisation
Issue Area

International
mobility of
employees

New Global Case Studies

•

•

•

International
and bilateral tax
laws for
employees

•

Immigration regulation at many
European countries does not support
easy global exchange of employees, in
particular of non-Europeans into
Europe.
Red tape and bureaucratic hurdles,
such as complicated immigration and
visa regulations, make business
activities in some host countries very
difficult.
Some host countries impose specific
rules regarding management of
companies located on their territory.
This acts as a barrier to the
establishment of sister companies and
joint ventures, especially in Asia.

New Global Survey

•

•

achieved" or "largely achieved" the
goal to participate in or manage global
supply chain.
One out of three globally active SMEs
is involved in collaboration that takes
place within a globally distributed
company – for example cross-border
collaboration between headquarters
and subsidiaries/branches/ units, or
between the latter. This is one of the
findings pointing to the importance of
increasing employee mobility.
One third of SMEs in the sample
indicate that they have recently been
involved in restructuring involving
cross-border changes of ownership,
which suggests that the importance of
global collaboration taking place
internally in multi-national enterprises
is bound to increase further in the
future.

New Global Stakeholder Dialogue

•

•

•

•

The variety and complexity of tax
regulations concerning cross-country
labour mobility can make it very difficult
for organisations to exchange
expatriates. As ultimately, employees
themselves are responsible for
adherence to tax legislation, this can
also lead to resistance from staff to be
sent abroad.
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EU companies with global activities are
keen on a liberalisation of immigration
policies, as this would give more
freedom in locating employees
according to project or teamwork
requirements.
The EU could try to push for
abolishment of immigration and visa
restrictions applied by the most
important host countries such as China,
India and South-East Asia.
In addition as part of international trade
negotiations the EU could key host
countries to abolish rules which restrict
the role of expatriates in management
of foreign-owned companies located on
their territory.
Supranational policy bodies such as
the OECD and the EU should strive to
simplify labour taxation of employees
who move across countries as part of
involvement in collaborative projects.
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Issues related to existing national and international policies and regulations that pose barriers to globalisation
Issue Area
International
trade policies

New Global Case Studies
•

•

•

•

International tax
laws for
companies

•

International trade policies have a
strong impact on the ability of
companies to successfully engage in
globalisation strategies.
In some cases, protective policies do
directly hamper globally active
companies by increasing the amount of
red tape businesses have to deal with,
and by increasing prices of inputs
(including human capital).
International trade policies also have a
tendency to change often and
unpredictably, which makes planning
more difficult the more trade areas a
company is operating in.
Most critical for global companies, it
seems, is the fact that trade and
competition policies as well as other
related regulation are not well aligned
across the world. In other words, not
the existence of regulations as such is
seen as a problem, but the fact that
they differ so much between countries
and trade areas, and in time.
Because taxation varies significantly
across countries, the financial
performance of companies operating in
different countries can depend strongly
on differentials in tax regimes.

New Global Survey
•

New Global Stakeholder Dialogue

There are many reports of European
SMEs that, when attempting to
cooperate with overseas organisations
for example in the context of
outsourcing activities, were surprised
by the amount of red tape and
bureaucratic hurdles in the host
countries. Our data confirm that such
problems exist, even if they are only
experienced “very often” or “rather
often” by one in five SMEs in the
sample.

•
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While large TNCs can benefit from
differences in tax levels between
countries they operate in (“transfer
pricing”), smaller globally active
companies would benefit from stronger
harmonisation of taxation across
countries as this would diminish
distortion of incentives for locating in
particular regions.
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Issues related to existing national and international policies and regulations that pose barriers to globalisation
Issue Area
Regulation
regarding
international
property rights
(IPR)

New Global Case Studies
•

Many companies stated that they are
reluctant to globalize R&D because of
lack or insufficient regulation regarding
IPR in remote regions

New Global Survey
•

•

Lack of good
practice and
knowledge
exchange
regarding
globalisation
experiences

• Several companies mentioned poor
access to good practice information
regarding globalisation as well as easy
access to knowledge about regulation
and policies in different countries.

•

•
•

Access to knowledge & expertise and
increasing speed of development have
become an equally important
globalisation goal as access to global
markets.
A share of 28% of the survey
respondents explicitly stated to have
been affected by difficulties in
protecting intellectual property.
While geographical proximity is still of
prime importance for explaining
patterns of collaborative activities even
outside of the EU, collaboration with
organisations in Asia has become the
norm.
Specific organisational support for
global collaboration is provided by only
about half of the SMEs in the sample.
SMEs in knowledge-intensive service
sectors are more likely to use
collaboration tools than high-tech
manufacturing SMEs, which indicates
that the latter need more support.
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•

An attempt should be made to enforce
IPR policies at potential regions.

• National and EU authorities could
provide easy and structured access to
globalisation knowledge and to
examples of good practice.
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Table 20: Policy issues related to ICT infrastructure and collaboration technologies

Policy issues related to ICT infrastructure and collaboration technology
Issue Area
Global
infrastructures
and connectivity

New Global Case Studies
•

•
•

Low bandwidth and quality of service
access to developing countries (for
example South Africa, Asia and others)
are impeding virtual collaboration.
Global mobile communication is
impeded by high global roaming tariffs
Lack of cultural understanding and
language fluency has a negative impact
on effectiveness and efficiency of the
collaboration.

New Global Survey
•

•

•

Security/privacy/
trust

•

•

•

The level of security within a
collaborative network is as high as the
network’s weakest link. In many cases,
mistakes and misunderstandings of
people, combined with insufficient
enforcement of security policies across
the entire stretch of a global company’s
network, are creating security risks such
as information leakages.
Open innovation and collaboration in
joint ventures produce risks as they
imply that company boundaries become
more permeable. There is little
established practice in how to best deal
with these risks.
The increasing amount of spam makes
global communication using e-mail more
difficult.

Online collaboration tools are found to
be good in coordination of tasks within a
team (73% agreement), supporting
learning and knowledge-sharing (69%),
and supporting exchange of opinions
and joint decision-making (62%).
Compared to earlier generations of
applications for computer-supported
collaborative work, it appears that the
online tools currently in use have
become better in supporting the more
demanding aspects of communication
and coordination in geographically
spread teams of collaborators.
Lack of bandwidth, however, diminishes
the positive effect.

• Problems concerning data privacy and
data security are among the problems
least often mentioned by globally active
SMEs. 21% and 23%, respectively,
report that they have encountered – at
least “sometimes” – problems having to
do with data privacy and data security.
This findings should however not make
us underestimate the impact which
security and privacy related problems
might have in individual cases.
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•
•

•

•

•

The Commission’s activities for lowering
international mobile phone and roaming
tariffs are already in place.
Beyond Europe, lower international and
in particular inter-continental roaming
prices would enable and foster a costeffective mobile global communication
also outside of the EU.
Providing sophisticated ICTinfrastructure in developing regions
might rather be a question that can be
solved by the market than by regulation.
However, authorities in European
companies might be able to initiate such
developments by considering it as part
of development help and by other similar
means.
International public sector bodies such
as the EC and the OECD should play a
strong role in fighting risks to ICT
security, such as spam, viruses,
malware etc. In particular available
guidelines should be made visible and
known.
Companies are eager for harmonisation
of data privacy legislation and practice
between Europe and the rest of the
world. However, harmonization is
difficult to achieve.
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Policy issues related to ICT infrastructure and collaboration technology
Issue Area

New Global Case Studies
•

•

New Global Survey

New Global Stakeholder Dialogue

Differences in privacy policies between
countries, for example with regard to
handling of employee and customer
data, result in high complexity. As a
result, introduction of a common
technology within a global networked
organisation is made more difficult.
Even where companies have a lot of
experience with work in collaborative
teams, the creation and sustaining of
trust between and within organisations,
especially when different types of
collaboration partners are involved, is
still found to be a sizeable challenge in
practice

ICT
standardization

•

Lack of standardization is still a very
widespread challenge, creating
problems in information exchange and
interoperability.

•

About 35% of the survey respondents
have reported to have experienced the
problem of "lack of interoperability of
processes & ICT systems" "very often",
"often", or "sometimes".

•

Adoption of
collaboration
technology

•

The New Global case companies have
adopted a broad spectrum of
collaboration technology. However,
adoption sometimes seems to not follow
a systematic policy.

•

While e-mail is most widely used ICT for
enabling collaboration, more advanced
online tools have reached wide
diffusion: 83% use them.
They are also considered by users as of
high or even vital importance for global
collaboration.
Groupware and other more established
ICTs are much more widely used than
Web2.0 applications.
There is a statistically significant
association between innovative activity
and use of online collaboration tools.

•

Experience with online collaboration
tools is generally positive. But

•

•
•
•

Features of
existing

•

Available collaboration technology has
several drawbacks: insufficient support

•
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Many global and industry specific
standards are already available. Industry
associations and international
organisations as OECD should foster
their adoption in practice
Given the importance of collaboration
technology for successful globalisation,
measures could be introduced that help
and foster the adoption of collaboration
technology in particular by SMEs.

Research in collaboration technology
should be increased in particular
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Policy issues related to ICT infrastructure and collaboration technology
Issue Area

New Global Case Studies

collaboration
technology

New Global Survey

New Global Stakeholder Dialogue

shortcomings are regarding: bridging
cultural differences; enabling
negotiations without meeting face-toface; supporting the generation of ideas;
and creating trust within a team.

for global creative processes, ….

research in order to develop
collaborative technology that can
accommodate cultural differences and
increase richness of collaboration with
3D environments

Table 21: Policy issues related to employees

Enabling European Workers to Benefit from Global CWEs
Issue Area
Education and
developing skills
necessary for
global work

New Global Case Studies
•

•

•

•

Effective global collaboration requires
skills in cross-cultural understanding.
For this, training and additional
qualification measures are needed,
which are not always easy to organise
given the episodic and flexible nature of
much collaboration in project teams.
Leadership skills for global collaboration
are still scarce. Companies need to
invest in training and qualification to
nurture leadership skills, and to identify
talent within and outside their own
borders.
Proper information management for
collaborative projects requires upfront
investments (in time and effort), but can
significantly reduce the information load
as perceived by knowledge workers.
Lack of cultural understanding and
language fluency has a negative impact
on effectiveness and efficiency of the
collaboration.

New Global Survey
•
•

The level of organisational support
given specifically to global collaboration
is limited.
45% of the SMEs in the sample report
they do not provide special training for
staff members engaged in global
collaboration.
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• There is a need to adjust education on all
levels to accommodate qualifications for
working in global environments: language
kills and skill in working in virtual
environments
• Companies that are globalizing or acting
globally need to provide suitable training
to their employees.

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

Enabling European Workers to Benefit from Global CWEs
Issue Area
Employees'
well-being and
work-life
balance

New Global Case Studies
•

•

•

Foreign
regulation
regarding
employee rights

In situations of intense global
collaboration, working times are often
shifted or expanded, which can
considerably impact on well-being and
work-life balance of employees.
Local regulation regarding employee
rights vary considerably and are subject
to change, especially in countries where
worker rights are still in a process of
being established. It is difficult for
companies, in particular SMEs, to keep
track and be informed about applicable
legislation.
In some regions and countries, for
example in China, regulations regarding
working time vary across regions, and
are subject to sudden changes.

New Global Survey
•

Reports about stress among employees
caused by global collaboration are not
uncommon. 13% of the SMEs in the
sample reported that they have been
faced with increasing stress among
employees “very often” or “often”, plus
23% who have experienced it
“sometimes”.

•

Local regulation regarding employee
rights vary considerably, and are subject
to sudden changes in many parts of the
world. It is difficult for companies, in
particular SMEs to keep track and be
informed about them.
• In some regions and countries as for
example in China, regulations regarding
working time are different in different
regions, and they also tend to change
frequently.
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• Recent years have seen a lot of
discussion around flexible working and
work organisation issues, which has been
reflected in suggestions for new
European regulation. Improving work-life
balance is one of the Commission’s top
priorities, and is also high on the policy
agenda of many member states.
Flexicurity policy initiatives address
globalisation of the work environment as
they seek to provide better conditions for
maintaining social security while allowing
for a high degree of labour flexibility.
However, these initiatives have so far
done little to increase the capacity of
globally collaborating individuals and
businesses to analyse, safeguard and/or
enhance work-life balance in practice. We
conclude that there is limited attention at
EU policy level for the issue of developing
strategies and capabilities for enhancing
work-life balance in a global business
context.
• Providing of easy access to up to date
structured information.
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Enabling European Workers to Benefit from Global CWEs
Issue Area
Organisational
culture

New Global Case Studies
•
•

New Global Survey

Even
high-performing
knowledge
workers often show a lack of worldwide
focus.
Cross-boundary collaborative teams
tend to suffer from a lack of a supportive
culture for collaboration and knowledge
sharing.
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10 Annex III: Policy Stakeholder Debate
The process of identification and shaping of the policy recommendations included the following
activities:
•
•
•
•

First, policy relevant issues from the New Global case studies and survey were extracted
and summarized.
The identified issues were than input to the New Global stakeholder policy dialogue that was
organized in Brussels on the 16th of September 2008.
During the stakeholder dialogue initial suggestions for policy action were concretized and
prioritized.
Finally, the results of the two previous activities were summarized and thematically clustered
in policy recommendation.

Table 22: List of contributotors and participants at the workshop
Surname

First name

Organisation

Ameel
Ayerst
Babiak
Blijsma
Boch
Boyajieva
Costa
Costantino

Dirk
John
Bogdan
Marcel
Wolfgang
Tania
Luis
Giulia

Cruz

Joana

Culpin
Curley
du Toit
El Heneidi
Faughy
Fleck

Ian
Martin
Daan
Tarek
Andrew
Matthes

Gareis

Karsten

Haine
Hausen
Herrmann

Peter
HansLudwig
Oliver

Eurocadres, Executive Officer Belgium
New-I, Bulgaria
Trident Software Group
Telematica Instituut
European Commission, Head of Unit INFSO/FET
Deloitte Bulgaria
IEFP
IHF-Institute fe Haute Formation aux Politiques
Communautaires
Political Economy Programme, The European Policy
Centre
Martech International SA
Intel IT Innovation
South African Mission to the EU
Cisco WebEx
VEN Operations Ltd.
Institut for Media and Communication Management,
University of St. Gallen
empirica Gesellschaft für Kommunikations- und
Technologieforschung mbH
eWork Advantage Ltd.
Fraunhofer, German National Research Center

Howell
Ibido
Kierulf

Stella
Monica
Kirsti

European Commission, Directorate General Enterprise
and Industry
Euro Environmental Containers
TXT e solutions Spa
Accenture, Director Nordic Innovation Lab
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Surname

First name

Organisation

Laires
Li
Lorca Gomez
McEwan

Maria
Lynn
Julio
Anne Marie

Nielsen

Oluf

Österlind
Plaka
Renson
Riz
Roberti
Salmelin
Salvetti
Schade
Schaubacher
Selhofer
Sieberath
Stanoevska

Björn
Despoina
Daniel C.
Orsolya
Paolo
Bror
Fernando
Sven
Daniel
Hannes
Roald
Katarina

Storrie

Donald

Ubieta
Ulbrich
van den Ende
van Droogenbroeck
van Hoolandt
van Welsum
Vartiainen

Fernando
Martin
Jan
Paul
Joel
Desiree
Matti

Verburg
Vicentelo
Vickerey
Weinberger

Robert
Avelino
Graham
Christian

Zwegers

Arian

EHTO-European Health Telematics Observatory
Euro China Business Consulting
Instituto de Innovación para el Bienestar Ciudadano
Centre for Informatics Research, Napier University
Edinburg
European Commission/DG Information and Media
Society
Vinnova
Ministry of Employment and Social Protection
FBC future-based consultancy & solutions
Ministry of Social Affairs and Labour, Greece
ISTAT, Italy
European Commission, Advisor to the Director
LOGOS Knowledge Network
European Commission, DG Enterprise
European Baha'I Business Forum
empirica GmbH
Socialligence
Institut for Media and Communication Management,
University of St. Gallen
European Foundation for the Improvement of Living and
Working Conditions
Innopole
European Commission, DG Employment
Rotterdam School of Management
IBM Belgium and Luxembourg
KPMG
OECD
Department of Industrial Engineering and Management,
Technical University of Helsinki
Delft University of Technology
Politecnico di Milano
OECD
European Commission, Advisor Enterpreneurship and
SME Policy
European Commission, Project Officer
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11 Annex IV: Data Collection Instruments
11.1

Interview Forms for the New Global Case Studies

Checklist for New Global / Global Collaboration Case Studies
Type of task:
1a.

What is the name of your team? (if you are a leader of multiple teams, please specify which
team you have in mind when filling in this checklist)
………………………………………………......
…………………………………………………………………………………………………..

1b.

What are the goals and tasks of your team (please describe)?
………………………………………………………………………………………………........
…………………………………………………………………………………………………...

1c.

How many face-to-face meetings does your team organize?
…………………………………….

1d.

How many virtual meetings and encounters does your team organize?
…………………………..

2.

Is your team’s goal categorized as very important by the surrounding yes
organization(s)?

3.

How urgent is the task? (1 is not at all urgent/ 5 is extremely
urgent)

(1)

(2)

(3)

no

(4)

(5)

Team composition:
4a.

How many members are part of your team? …………………………………………members

4b.

With how many team members do you have contact? ……………………………… members

5.

Are you the formal leader of this team?

yes

no

6.

Were you involved in the selection of your team members?

yes

no

7.

How many different organizations are involved in your
team?…………………........organizations

8.

Are external linkages (suppliers or customers) a part of your team?

yes

no

9.

How many and which different disciplines do members bring to this team?
…………………………………………………………………………………………………
…………………………………………………………………………………………………

10.

How many different locations are involved in work in your team?…………………….locations
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Are any other formal team leaders from different locations, apart from you,
leading (parts of) this team?

yes

no

11b. Can you please explain how many other leaders are present?
…………………………………...
………………………………………………………………………………………………….
12.

How many and which different national cultures are integrated in the team? (please
describe)…………….……………………………………………………………………………
…………………………………………………………………………………………………...

13.

How many men and women are present in your team?
……..women

……….men

14a. Are multiple languages used in this team?
no

Yes

14b. How many of the team’s members are native speakers in these languages?
…………..members
Time and member roles:
15.

How much of their time can team members typically invest in activities within the team?
……%

16.

Are members also working in other (virtual) teams during work in this team?

17.

What is the (expected) lifecycle of your team?

18.

Do team members regularly flow in and out of this team?

19.

How long have members been working on your team so far? …... ……………………months

20.

In which phase of its life would you categorize this team? (1 is at
the absolute beginning/ 5 is very near to the completion of its
(1)
task.

21.

yes

no

…………………………months
yes no

(2)

(3)

Are most team members experienced in working in virtual teams?

(4)

(5)

yes no

22a. What is the typical mode of interaction between members in your team?
○ Synchronous

○ Asynchronous

○ Both

22b. How would you describe the typical interaction between members in your team?
○ Formal
23.

○ Informal

○ Both

Do members of your team have a shared history or work experience?

Technology:
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What kinds of communication and collaboration technologies does your team have at its
disposal?………………………………………………………………………………………...
………………………………………………………………………………………………….

25.

Which technologies are used for which purposes? ……………………………………………...
………………………………………………………………………………………………….
………………………………………………………………………………………………….

26.

Was a special communication/collaboration tool developed or purchased to fit the
specific needs of your team?

yes no

General Information:
27.

How many years of experience do you have as a leader/supervisor of virtual
teams? .………….years

28.

What would be the best description of your role in your team?
○ You are leader of your team
○ You are leader of your team and you fulfill a specialist role within your team
○ You are supervisor of your team, but do not lead your team in day to day activities
○ You are supervisor of multiple teams, which you do not lead in day to day activities
○ Other ………………………………………………………………………………………...
…………………………………………………………………………………………………..
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10.2 Interview Strategic Level

New Global
Interview form for Global Collaboration
Case Studies
Strategic Level
Representative of Management or Business Developer responsible for
globalisation

General information about the interview
Interviewer
Date

General information about the interviewee
Name of the person interviewed
Education, academic degrees
Current Position
Experiences in the company
Experiences in global teams or management/strategic aspects of globalisation

COMMENT for INTERVIEWER:
Motivation
1. Send project flyer and interview questions beforehand to interviewee!
2. Before the interview starts, first a short explanation is given about the project and its goals.
3. Emphasize confidentiality
4. Ask the interviewee if we can record the interview
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Questions
1. General Questions
Globalisation in general is a process of growing integration of economies and societies around
the world, leading to increasing connectivity, integration and interdependence in the economic,
social, technological, cultural and political spheres. It is characterized by the increased mobility
of goods, services, technology, capital and – to a lesser extent – labor around the world.
1.1.
1.2.

How is globalization experienced in your company?
How does globalization impact your industry? How do your competitors and
customers cope with globalization? Are there any good practices or patterns in the
industry yet?

2. The Company's Globalisation Approach
2.1.
2.2.
2.3.

How does your company consider globalization on strategic level? Are there
any positive aspects that made you decide to take advantage of globalization?
What are the main drivers or obstacles considered?
What is the main goal or driver of globalisation in your company?
Possible answers might be:

2.4.

•

Increasing competition in existing markets

•

Newly emerging markets in not yet covered geographical areas

•

Access to scarce and increasingly valuable resources (knowledge and human)
in the new geographical areas (“war for talent”)

•

Pressure by own customers that have already globalised

•

Availability of new technologies e.g. collaboration tools or CWEs, and new ways
of organizing and collaborating on a distance

•

Government policies related to competition and market liberalization

•

Access to new product testing areas (e.g. a lot of new smart phones or
consumer goods are tested in the Japanese market).

•

……

Which globalisation approach did you chose?
a. Which product?
b. Which process?
c. Which host countries or regions did you chose and why?
d. According to which criteria did you make the decision?
e. When did globalisation start?
f. Who initiated globalisation?
g. Which role does collaboration play in your globalisation approach? Which type of
collaboration did you chose and why?
Comment: Possible answers could be: direct investment, joint venture,
alliances, cooperation agreement (on the strategic level)
h. What kinds of relationships have been established in the host country?
i. How did you implement collaboration?

3. Collaborative Working Environments
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Which role do collaborative working environments play in the globalization
strategy (explain what is CWE: supporting physical, IT-based and social or
organisational infrastructure)?
Comments: Are there any global virtual teams, global communities of practice,
supply chains, open innovations?
What are your experiences with the specific collaboration environment in
general? Do you have any suggestions for improvement?

3.1. Physical Aspects
3.1.1. How have your workplace resources policies (e.g. facility and premises
management) changed because of multiple sites and locations in use?
3.1.2. How does globalisation influence your working time and travel policies?
3.1.3. What is successful workplace policy in the global context?

3.2. Organisational Aspects
3.2.1. Which organisational changes were necessary for enabling
globalisation?
3.2.2. How did globalisation impact work arrangements, organisational
structures in your company? What is the role of project and teamwork?
3.2.3. Have you defined your human resources policies for distributed and
mobile workforce (e.g. profiling workforce, telework or flexible work
policy/contract, compensation, health care)?
3.2.4. Did the way of working change due to globalisation?
3.2.5. Did processes change and how?
3.2.6. Did the culture in the company change?
3.2.7. What are the major trust issues at human and technological level? How
do you build trust for global collaboration?
3.2.8. How does working in multiple locations and in mobile manner influence
human resources policy?
3.2.9. How did globalisation influence human resource management at the
company, with respect to:
a. Recruiting practices
b. Required skills and competences
c. Culture and cultural diversity (both organisational culture and country
d. cultures)
e. Required training and qualification
f. Compensation and reward policies and practices
g. Well-being of employees
h. Work-life balance
i. Working culture and working styles
j. Team building among your employees and partners from other regions?
3.2.10. How did you implement the change?
3.2.11. What are the main factors influencing on the successful organising and
human resources policy?

3.3. Collaboration Technology Aspects
3.3.1. What is the company’s ICT policy for globalised working?
3.3.2. What kind of collaboration technology do you use?
Comment: mention please all tools in detail
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Possible classification:
• Communication tools (phone, video conference, Skype, etc.)
• Coordination tools (group calendar, project management tools, etc.)
• Collaboration tools (i.e. Notes, BSCW, etc.)
• Task-specific collaboration tools (i.e. collaborative engineering tools,
collaborative software development tools, etc.)
Did you have to standardise or change available technology?
Did any other changes have to happen in order to adjust available
infrastructure for a global environment?
Did you experience security problems? Please explain in detail
a. From your collaboration partners?
b. From external parties?
c. Others?
What is an ideal combination of ICT tools for global collaboration?

3.4. Approaches towards Collaboration and Collaborative Working Environments
3.4.1. What role does information and communication technology play in
organising global workforce?
3.4.2. What are the main challenges/obstacles in using collaboration technologies?
3.4.3. Do you have specific guidelines for using different communication and
collaboration tools in place?
3.4.4. What is considered to be good practice regarding collaborative working
environments?

4. Success Measures for Globalisation
4.1.
4.2.
4.3.
4.4.
4.5.

4.6.

4.7.

How do you measure the success of the globalisation strategy of your
company?
What would you consider as main success factors for successful
globalisation?
Do you consider your globalisation approach to be successful?
Was there a transition period, before you received positive results? If yes,
which ones?
What have been main problems experienced? What have been the
counter-measures?
a. At company level
b. At team level
c. At technology and infrastructure level
d. Regarding trust
e. Regarding security
f. Regarding cross-cultural cooperation
What are the major positive experiences at:
a. At company level
b. At team level
c. At technology and infrastructure level
d. Regarding trust
e. Regarding security
f. Regarding cross-cultural cooperation
What would you change in the approach?
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5. Regulation Aspects
5.1.

How did existing regulation impact your company and globalisation approach (either
positive or negative)?
a. In your home country
b. In Europe
c. In the host country
How does standardisation of processes and IT-technology influence your globalisation
processes? Is standardisation needed?
What has been the role of employer and employee unions in defining human resources
policies?
In your opinion, what regulatory or policy measures are necessary?
Did the overall attitude towards globalisation in your country have an impact on your
globalisation approach?

5.2.
5.3.
5.4.
5.5.

•

After the interview:
Do you have anything to ask or add? (Give him/her our cards and encourage him/her to contact if
anything comes up.)
• Can we contact you/interview you again?
Thank you for your time!

130

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

10.3 Interview Team Leader Level

New Global
Questionnaire for Global Collaboration Case Studies
CWE Level
Team Leader
General information about the interview
Interviewer
Date

General information about the interviewee
Name of the person interviewed
Education, academic degrees
Current Position
Experiences in the company
Experiences in global teams or management/strategic aspects of globalisation

COMMENT for INTERVIEWER:
The goal of this interview is to find out how CWEs are organised, what are main drivers and
barriers and how they impact work practices. In addition, of relevance are the questions (a) how
is technology used, and (b) what are the major success factors?
Motivation
1. Send project flyer and interview questions beforehand to interviewee!
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2. Before the interview starts, first a short explanation is given about the project and its goals.
3. Emphasize confidentiality
4. Ask the interviewee if we can record the interview

1. General questions:
1.1.

1.2.

You are the leader of a:
a. Global virtual team
b. Global Community of Practice
c. Global Supply Chain
d. Global Open Innovation
How does your work and team as well as the organisational setting relate to the overall
globalisation strategy of your company?

2. CWEs (team structure)
2.1.
2.2.
2.3.

How is the division of work among the sites organised – tasks, roles, and competences
(specialisation)?
What formal management systems between different sites are implemented: interaction
(e.g. meetings) leadership practices and control?
How do the above-described features influence global working?

3. How do you work together?
3.1.
3.2.
3.3.
3.4.
3.5.

What unifying processes are in place to streamline dispersed activities of the team? That
is, what are the processes of the team’s unifying sites?
What kind of cooperation and collaboration is required? How interdependent are the task
of the different team members?
What are specific team-building measures?
What are trust-enforcing activities? Did you experience trust problems?
Can you give examples of effective or efficient collaboration practices?

4. Required Skills and Competences
4.1.
4.2.
4.3.

Which special competences and characteristics of you and your team
members are required to work in a global setting?
Which leadership competencies and characteristics does a leader need in a global
setting?
How would you improve leadership in the global CWE?
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5. Usage of ICT
5.1.
5.2.

How was the collaboration technology chosen?
Did you have to adjust and synchronise (i.e. standardise collaboration
technology) technology available at the different sites?
Does your workplace support effective collaboration?
Are there differences in available technology at the different sites?
What are the main positive aspects experienced regarding technology usage? Does
collaboration technology support achieving the goals?
What are the main obstacles experienced regarding technology usage?
How is security considered? Have there been any security problems?

5.3.
5.4.
5.5.
5.6.
5.7.

6. Well-being
6.1.
6.2.

How does the global and virtual setting affect the well-being of your team?
Do you have the feeling that the successes of your global/virtual team are your
successes?
When someone praises (criticizes) your global/virtual team, does it feel like a personal
compliment? And if there is criticism, does it feel more like an insult?
When you talk about your global/virtual work, do you usually say “we” rather than “they”
(or do you feel more detached)?
What are the stressors of your work? How do you cope with them?
What are challenges of work-life balance?
How to enhance well-being in global team work?

6.3.
6.4.
6.5.
6.6.
6.7.

7. Regulation
7.1.
7.2.

Are you aware of regulation and policies impacting global work?
Did regulation at your home (or any of the involved countries) have any
positive or negative impact on your work?
What kind of policies and guidelines does your company provide?
What needs to be regulated in the future?

7.3.
7.4.

8. Final evaluation
8.1.
8.2.
8.3.
8.4.
8.5.
8.6.

How is the success of your team measured?
How do you perceive the effectiveness of your team collaboration?
Which have been the three most important lessons learned?
Can you compare the work in the global CWE with work at a co-located one?
What do you consider as critical success factors?
How would you develop the specific CWE for teams and projects in the future?
•

After the interview:
Do you have anything to ask or add? (Give him/her our cards and encourage him/her to contact if
anything comes up.)
• Can we contact you/interview you again?
Thank you for your time!
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10.4 Interview Team Member Level

New Global
Questionnaire for Global Collaboration
Case Studies
CWE Level
Team Member (If possible team members from the different organisations
and sites involved should be questioned)
General information about the interview
Interviewer
Date

General information about the interviewee
Name of the person interviewed
Education, academic degrees
Current Position
Experiences in the company
Experiences in global teams or management/strategic aspects of globalisation

COMMENT for INTERVIEWER:
The goal of this interview is to find out how CWEs are organised, what are main drivers and
barriers and how they impact work practices. In addition, of relevance are the questions (a) how
is technology used, and (b) what are the major success factors?
Motivation
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Send project flyer and interview questions beforehand to interviewee!
Before the interview starts, first a short explanation is given about the project and its goals.
Emphasize confidentiality
Ask the interviewee if we can record the interview

1. General questions
1.1.

1.2.

You are member of a:
a. Global virtual team
b. Global Community of Practice
c. Global Supply Chain
d. Global Open Innovation
How does your work and team as well as the organisational setting relate to the overall
globalisation strategy of your company?

2. CWEs (team structure)
2.1.

2.2.
2.3.

Please describe how you are integrated in the team?
a. Are you travelling because of your teamwork? Where do you go and how often?
b. How do the workplaces in different locations that you visit support your working
(e.g. visitors’ point)?
What formal management systems between different sites are in place:
interaction (e.g. meetings), leadership practices and control?
How do the above-described features influence global working?

3. How do you work together?
3.1.
3.2.
3.3.
3.4.
3.5.
3.6.
3.7.

How interdependent are the tasks of the different team members?
What unifying processes are in place to streamline the dispersed activities of the team?
What are specific team-building measures?
Is there enough room for your personal working style?
What are trust-enforcing activities? Did you experience trust problems?
What kind of cooperation and collaboration is required in successful global team
working?
Can you give examples of effective or efficient collaboration practices?

4. Required Skills and Competences
4.1.
4.2.
4.3.

Which special competences and characteristics of you and your team
members are required to work in a global setting?
Which leadership competencies and characteristics does the team leader need in a
global setting?
How would you improve leadership in the global CWE?

5. Usage of ICT
5.1.
5.2.
5.3.
5.4.
5.5.

How was the collaboration technology chosen?
Did you have to adjust and synchronise (i.e. standardise collaboration
technology) technology available at the different sites?
Does your workplace support effective collaboration?
Are there differences in available technology at the different sites?
What are the main positive aspects experienced regarding technology usage? Does
collaboration technology support achieving the goals?
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What are the main obstacles experienced regarding technology usage?
How is security considered? Have there been any security problems?

6. Well-being
6.1.
6.2.

How does the global and virtual setting affect your well-being?
Do you have the feeling that the successes of your global/virtual team are your
successes?
When someone praises (criticizes) your global/virtual team, does it feel like a personal
compliment? And if there is criticism, does it feel more like an insult?
When you talk about your global/virtual work, do you usually say “we” rather than “they”
(or do you feel more detached)?
What are the stressors of your work? How do you cope with them?
What are challenges of work-life balance?
How to enhance well-being in global team work?

6.3.
6.4.
6.5.
6.6.
6.7.

7. Regulation
7.1.
7.2.

Are you aware of regulation and policies impacting global work?
Did regulation at your home (or any of the involved countries) have any positive or
negative impact on your work?
What kind of policies and guidelines does your company provide (e.g. telework, flexible
work, etc)? Are you satisfied with them?
What needs to be regulated in the future?

7.3.
7.4.

8. Final evaluation
8.1.
8.2.
8.3.
8.4.
8.5.
8.6.
8.7.

How is the success of your team measured?
How do you know that you succeed in your team?
How do you perceive collaborating on a global level?
Which have been the three most important lessons learned?
Can you compare the work in the global CWE with work at a co-located one?
What do you consider as critical success factors?
How would you develop the specific CWE for teams and projects in the future?
•

11.2

After the interview:
Do you have anything to ask or add? (Give him/her our cards and encourage him/her to contact if
anything comes up.)
• Can we contact you/interview you again?
Thank you for your time!

Survey Questionnaire

Pre-survey information from database
No.

Base

Question

Answer options

136

Collaborative Work: Globalisation and
New Collaborative Working Environments
No.
Z1
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ALL
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Question
a)

Sector:
Programmer: Copy from database

I__I__I__I__I

b)

Check QUOTA!!

Answer options
Exact NACE code (4-digit level!)

Survey sector number / name
Manufacturing activities
1 High-Tech Manufacturing
(NACE-Rev. 1.1 Codes: 24.4, 30, 32, 33, 35.3)
2 Medium-high tech manufacturing
(NACE- Rev. 1.1 Code: 24.1, 24.2, 24.3, 29,
31, 34, 35.2, 35.4, 35.5)
3 Service companies
Computer and related activities
(NACE- Rev. 1.1 Code 72)
Research and development
(NACE- Rev. 1.1 Code 73)
Other knowledge-intensive business services
(NACE- Rev. 1.1 Codes 74.1, 74.2, 74.3, 74.4)

Z2

ALL

Company Size (number of employees) (if According to database
available):
a) OPEN (if available)
Programmer:
Copy from database
I__I__I__I__I__I__I

6-digit numerical

[9] [not available from database (address)]
(NOTE: Quotas on Company Size to be
monitored/ fulfilled according to answer and
in Question X1 (X1a), not according to
b) in Size Classes:
database information!!
(1) 1 – 4 (BLANK)
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(2)

5-9

(3)

10 - 49

(4)

50 – 250

(5)

251+ (BLANK)

(6)

not available from database (address)

Collaborative Work: Globalisation and
New Collaborative Working Environments

NEW GLOBAL

Introduction
No.
S1

Base
ALL

Question

Answer options

At reception/switchboard:
Good morning/good afternoon. My name is ... and I am calling
from... [name of institute].
We are currently conducting a survey in several countries of the
European Union. The survey is about collaboration with
companies or organisations outside of Europe.
Please may I talk to somebody who is responsible for decisions in
this area in your company, for instance the head of research and
innovation, a manager in charge of product or service
development, a marketing or sales manager, or a manager in
charge of your company’s foreign activities.

(1)
(2)

(3)
(4)

put through to target person
⇒ CONTINUE
target person currently
unavailable ⇒ MAKE
APPOINTMENT FOR
CALLBACK
no such person ⇒
TERMINATE
refusal to participate
⇒ TERMINATE

INT.: NOTE:
THIS PERSON SHOULD BE HEAD OF (OR A SENIOR
PERSON IN) ONE OF THESE DEPARTMENTS. IN SMALLER
COMPANIES IT CAN ALSO BE THE MANAGING DIRECTOR,
THE GENERAL MANAGER OR THE OWNER.
INT.: ADD, IF NECESSARY:
Your participation is very important to us, because your company
has been selected through a statistical procedure that will result
in a representative selection of companies in [COUNTRY]
INT.: ADD, IF NECESSARY:
The interview will last approx. 10-15 minutes
INT.: ADD, IF EXPLICITLY ASKED FOR:
The survey is carried out on behalf of the European Commission.
S2

ALL

At target person:
Good morning/good afternoon. My name is ... and I am calling
from... [name of institute].
We are currently conducting a survey in several countries of the
European Union. The survey is about collaboration with
companies or organisations outside of Europe, for example in
connection with product/service development, with research and
innovation activities, or with marketing & distribution.
We are talking to people who are responsible for or take part in
decisions in these areas, for example as head of research and
innovation, manager in charge of product or service development,
marketing or sales manager, or as manager in charge of your
company’s foreign activities.
Can I just check: Would you be the right person to talk to in your
company? May I ask you a few questions now?
INT.: ADD, IF NECESSARY:
Your participation is very important to us, because your company
has been selected through a statistical procedure that will result
in a representative selection of companies in [COUNTRY]
INT.: ADD, IF NECESSARY:
The interview will last up to approximately 10-15 minutes
INT.: ADD, IF EXPLICITLY ASKED FOR:
The survey is carried out on behalf of the European Commission.
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(1)
(2)

(3)

(4)

(5)

yes, interview now ⇒
CONTINUE
yes, but no time at the moment
⇒ MAKE APPOINTMENT
FOR CALLBACK
no, other person responsible at
this location ⇒ ASK TO BE
PUT THROUGH TO THAT
PERSON, RESPECTIVELY
ASK FOR CONTACT
DETAILS. AT NEW TARGET
PERSON START AGAIN
WITH QUESTION S2.
no, other person responsible at
another location ⇒ ASK FOR
CONTACT DETAILS. AT NEW
TARGET PERSON START
AGAIN WITH QUESTION S2.
refusal to participate
⇒ TERMINATE
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Question

Answer options

S3

ALL

Function of target person:
What is your position in your company? Which of the following is
the most appropriate?
INT.: READ OUT. SINGLE ANSWER.

S4

ALL

Has your company activities, e.g. a branch, subsidiary, sister or
parent company, or any sort of business cooperation in countries
outside of the EU?
INT: ADD, IF REQUIRED: “business cooperation” means
collaboration between independent companies which is explicitly
agreed upon and intended for the medium or long term

(1)
(2)

Owner / Proprietor
Managing Director / Board
Member
(3) Head of research and
innovation
(4) Head of product and service
development
(5) Head of marketing & sales
(6) Head of global operations
(7) Other senior member of
department in charge of
research, innovation or
marketing & sales
(8) other
-------------------------------------------(9) DK/ no answer ⇒
TERMINATE
(1) yes
(2) no
(3) DK/ no answer

INT.: IF IN DOUBT, CHECK current EU Member States with
the respondent, [take list/handout].
PROG: Show interviewer list of current EU Member States (if
necessary and possible, otherwise provide separate
“handout”)
S5a

IF
S4=2 OR 3

In the last 24 months, has your company had business
relationships with companies or organisations located outside of
the EU?

S5b

IF S5a=1

In the course of these business relationships, has any of your
staff collaborated closely with a company or organisation located
outside of the EU, for example, in a project team or in another
form which required a high degree of coordination and
information exchange?

S6

IF
S5a=2 OR
3

In the last 24 months, has any of your staff – as part of their job –
participated in project teams which also included staff from
companies or organisations outside of the EU? For example, by
this we mean cooperation in a project team or in another form
which required a high degree of coordination and information
exchange.

(1)
(2)
(3)
(1)
(2)
(3)

yes
no
DK/ no answer
yes
no ⇒ TERMINATE
DK/ no answer ⇒
TERMINATE

(1)
(2)
(3)

yes
no ⇒ TERMINATE
DK/ no answer ⇒
TERMINATE

PROG:
Note: Quota failures/shortfalls
(S5b/S6 Pos. 2 or 3) of all
contacts need to be
recorded, i.e. terminates,
quota failures and
abandoned, in order to
evaluate the incidence.
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Module X: Background information and globalisation strategy
No.
X1

Base
ALL

Question

Answer options

How many employees does your company have in total in
[country], including yourself?
INT.: IF "DK" SAY: If you don't know it exactly, can you give me
an estimate?

Number of employees given:
(enter number)
I__I__I__I__I__I__I
6-digit numerical
[DK / no answer]
PRG: IF <5 OR > 250 employees
⇒ TERMINATE

X1a

IF
X1=DK/na

Would you be able to tell me to which of the following size groups
your company belongs?
INT.: READ OUT. SINGLE ANSWER

(1)
(2)
(3)
(4)
(5)
(6)

1 - 4 employees ⇒
TERMINATE
5 - 9 employees
10 - 49 employees
50 - 250 employees
251+ employees ⇒
TERMINATE
DK / no answer

PROGR.: CHECK QUOTA!! (Answer in X1 or X1a):

(1)

1 –4

⇒

TERMINATE

(2)

5–9

⇒

QUOTA

(3)

10 - 49

⇒

QUOTA

(4)

50 - 250

⇒

QUOTA

(5)

251+

⇒

TERMINATE

IF "DON´T KNOW/ NO ANSWER" TO QUESTION X1 AND TO
QUESTION X1a ⇒
TERMINATE
IF LESS THAN 5 OR MORE THAN 250 EMPLOYEES ⇒
TERMINATE
X6

ALL

In the last five years, has your company engaged in any of the
following activities involving organisations abroad – from inside or
outside of the EU?
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) Set-up of a unit or subsidiary abroad
(b) Take-over of a foreign company
(c) Being taken over by a foreign company
(d) Merger with a foreign company
(e) Joint venture, alliance or any other type of formal
cooperation
(f) Cooperation with foreign companies which are member of
the same supply chain
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Module B: Collaboration practice
No.

Base

Question

Answer options

BIntro

ALL

The following questions are about cooperation with companies
and organisations located outside of the EU.

B1

ALL

What type of organisations located outside of the EU have you
collaborated with? In the last 24 months, have you participated in
any collaboration with...[item]?
INT.: READ OUT ANSWER CATEGORIES. MULTIPLE
ANSWERS POSSIBLE.

B2

ALL

Were any of these from …[item]?
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) Africa
(b) Asia
(c) Middle East
(d) North-America
(e) Latin America
(f) Australia, New Zealand or other Oceania
(g) a country formerly belonging to the Soviet Union
(h) Switzerland, Norway or another European country not in
the EU.
INT.: IF NECESSARY: Switzerland, Norway, Iceland,
former Yugoslavia excluding Slovenia, Turkey.

MULTIPLE ANSWERS POSSIBLE
BETWEEN (1) TO (10).
(1) A branch, subsidiary or sister
unit of your company
(2) Your company’s headquarters
(3) Clients or customers
(4) Production facilities
(5) Suppliers of goods
(6) Logistics or distribution partners
(7) Other service provider
(8) Commercial research
organisations or consultancies
(9) Universities or other higher
education institutes
(10) Other public sector organisations
(11) DK
FOR EACH:
(1) yes
(2) no
(3) DK

Module C: Collaboration Tools
No.
C1_1

Base
ALL

Question / Information
I am going to read you a list of communication channels. For
each, please tell me whether it is used in your company for
collaborating with foreign companies and organisations?
Does your company use...[item]?
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) Scheduled face-to-face meetings
(b) Informal face-to-face conversations
(c) Telephone calls
(d) Telephone conferences

C1_2

FOR
EACH
C1_1 (a-d)
=1

And how important are these communication channels for
collaborating with foreign companies and organisations?
Please answer on a scale from 1 to 5, whereas 1 means “very
important” and 5 means “not important at all”. With the values in
between you can graduate your answer.
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FOR EACH:
(1) yes
(2) no
(3) (INT: If spontaneously said)
do not know what this is
(4) DK

FOR EACH:
(1) very important
(2) ..
(3) ..
(4) ..
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Question / Information
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
How important are ... [item]?
(a) Scheduled face-to-face meetings
(b) Informal face-to-face conversations
(c) Telephone calls
(d) Telephone conferences

C2_1

ALL

For each of the following online tools, please tell me whether
your company uses them for collaboration with foreign
companies and organisations?
Does your company use...[item]?
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) e-mail
(b) Lotus Notes, Microsoft Exchange, BSCW or other
groupware systems
(c) Special websites for collaboration in a team or project
(d) Video conferencing
(e) Skype or other voice over IP applications
(f)
Net-Meeting, Groupboard or other Whiteboard applications
(g) Wikis or knowledge blogs
(h) LinkedIn, Xing or other Web-based platforms for the
management of business contacts
(i)
Industry-specific online collaboration tools

C2_2

FOR
EACH
C2_1 (a-i)
=1

And how important are these online tools for collaboration with
foreign companies and organisations?
Please answer on a scale from 1 to 5, whereas 1 means “very
important” and 5 means “not important at all”.
How important are... [item]?
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) e-mail
(b) Lotus Notes, Microsoft Exchange, BSCW or other
groupware systems
(c) Special websites for collaboration in a team or project
(d) Video conferencing
(e) Skype or other voice over IP applications
(f)
Net-Meeting, Groupboard or other Whiteboard applications
(g) Wikis or knowledge blogs
(h) LinkedIn, Xing or other Web-based platforms for the
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Answers
(5)
(6)

not important at all
DK

FOR EACH:
(1) yes
(2) no
(3) (INT: If spontaneously said)
do not know what this is
(4) DK

FOR EACH:
(1) very important
(2) ..
(3) ..
(4) ..
(5) not important at all
(6) DK
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No.

Base
(i)
IFC2_1
(any) = 1

C5

NEW GLOBAL

Question / Information
management of business contacts
Industry-specific online collaboration tools

Thinking of the online collaboration tools that are being used in
your company for international collaboration, how much do you
agree to the following statements.
Please answer on a scale from 1 to 5, whereas 1 means “fully
agree” and 5 means “do not agree at all”.
Online tools... ...[item]?
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) create trust within the team
(b) bridge cultural differences
(c) enable negotiations without meeting face-to-face
(d) support learning and knowledge sharing
(e) support coordination of tasks within the team
(f)
support the exchange of opinions and joint decision making
(g) support generation of ideas

Answers

FOR EACH:
(1) fully agree
(2) ..
(3) ..
(4) ..
(5) do not agree at all
(6) DK

Module D: Global collaboration drivers and experiences
No.
D1

Base
ALL

Question

Answer options

What were your main reasons for collaborating with companies
and organisations located outside of the EU?
Please answer on a scale from 1 to 5, whereas 1 means “very
important” and 5 means “not important at all”.
How important was it to... [item]?
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a)
get access to a foreign market
(b)
increase the speed of development
(c)
realise direct cost savings
(d)
get access to new technology
(e)
get access to low wage labour
(f)
get access to highly-skilled labour and expertise
(g)
be able to observe international developments in your
industry
(h)
avoid regulatory barriers in [PROGR.: own country]
(i)
participate in or manage a global supply chain
(j)
follow important customers or clients into a foreign market
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FOR EACH:
(1) very important
(2) ..
(3) ..
(4) ..
(5) not important at all
(6) DK
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D2
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Base

Question

Answer options

FOR EACH
D1(a-j) = 13

And to what extent have you already achieved these goals in the
last 24 months?
Please answer on a scale from 1 to 5, whereas 1 means “fully
achieved” and 5 means “not achieved at all”.
To what extent have you achieved the following goal: ...[item]?
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a)
got access to a foreign market
(b)
increased the speed of development
(c)
realised direct cost savings
(d)
got access to new technology
(e)
got access to low wage labour
(f)
got access to highly-skilled labour and expertise
(g)
were able to observe international developments in your
industry
(h)
avoided regulatory barriers in [PROGR.: own country]
(i)
participated in or managed a global supply chain
(j)
followed important customers or clients into a foreign
market

D3

ALL

In the last 24 months, have you experienced any of the following
problems when you collaborated with companies and
organisations located outside of the EU?
Please answer on a scale from 1 to 5, whereas 1 means “very
often” and 5 means “never”.
How often have there been ...[item]?
PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a)
problems regarding data privacy
(b)
problems regarding data security
(c)
problems regarding protection of intellectual property
(d)
lack of interoperability of processes and ICT systems
(e)
difficulty of building trust between collaboration partners
(f)
difficulty of meeting face-to-face when necessary
(g)
problems caused by language or other cultural barriers
(h)
problems in organising work across time zones
(i)
difficulty of making employees adapt their working times to
the demands of global collaboration
(j)
increasing stress among employees
(k)
problems due to regulatory barriers in cooperation partners’
countries
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FOR EACH:
(1) fully achieved
(2) ..
(3) ..
(4) ..
(5) not achieved at all
(6) DK

FOR EACH:
(1) very often
(2) ..
(3) ..
(4) ..
(5) never
(6) DK
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Module E: Preparation for global collaboration
No.
E1

Base

Question

Answer options

Can you please indicate for each of the following statements to
what extent they apply to your company.
Please answer on a scale from 1 to 5, whereas 1 means “fully
applies” and 5 means “does not apply at all”.

ALL

PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a)
We employ tried-and-tested procedures for identifying
suitable partners for global collaboration.
(b)
We offer special training to employees who are involved in
international collaboration.
(c)
Our ICT infrastructure was specifically adapted to support
efficient global collaboration.
(d)
Our ICT infrastructure was specifically adapted to ensure
that global collaboration does not pose a risk to security.

FOR EACH:
(1) fully applies
(2) ..
(3)
(4) ..
(5) does not apply at all
(6) DK

Module G: Context variables and outcomes
No.

Base

Question

Answer options
(1)
(2)
(3)
(4)
(5)
(1)
(2)
(3)
(4)
(1)
(2)
(3)
(4)
(1)
(2)
(3)

before 1982
between 1982 and 1997
between 1998 and 2003
between 2004 and 2008
DK / no answer
increased
decreased
stayed roughly the same
DK/ no answer
increased
decreased
stayed roughly the same
DK
yes
no
DK

G4

ALL

When was your company founded? Was it …?
INT.: SINGLE ANSWER.

G7

ALL

Has the turnover of your company increased, decreased or
stayed roughly the same when comparing the last financial year
with the year before?
INT.: SINGLE ANSWER

G8

ALL

Has the number of employees increased, decreased or stayed
roughly the same during the past 12 months?
INT.: SINGLE ANSWER

G9a_
1

ALL

During the past 12 months, has your company launched new
PRODUCTS or SERVICES?
INT.: IF UNCLEAR, READ:
We are interested in products new to your company – even if
already on the market – as well as those that are new to your
market.
INT.: SINGLE ANSWER.

G9a_
2

IF
G9a_1 = 1

And, roughly how many?
(new products or services)
INT: If in doubt, ask for an estimate.

I__I__I__I__I 4-digit numerical
[DK/NA]
(range 1-9999)

G9b_
1

ALL

During the past 12 months, has your company launched
significantly improved PRODUCTS or SERVICES?
INT.: SINGLE ANSWER.

G9b_
2

IF
G9b_1 = 1

And, roughly how many?
(improved products or services)
INT: If in doubt, ask for an estimate.

(1) yes
(2) no
(3) DK
I__I__I__I__I 4-digit numerical
[DK/NA]
(range 1-9999)
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Question

Answer options

G10_
1

ALL

During the past 12 months, has your company introduced new
or significantly improved internal PROCESSES?
INT.: IF UNCLEAR, READ:
We are interested in processes new to your company – even if
already on the market – as well as those that are new to your
market.
INT.: IF UNCLEAR, READ:
What we mean are processes in areas such as production,
logistics, sales and marketing or storage.
INT.: SINGLE ANSWER.

(1)
(2)
(3)

G10_
2

IF
G10_1 = 1

And, roughly how many?
(new or significantly improved processes)
INT: If in doubt, ask for an estimate.

I__I__I__I__I 4-digit numerical
[DK/NA]
(range 1-9999)

G12

ALL

During the past 12 months, has your company requested or
been granted new patents?

G14

ALL

How important are the following factors for competition in your
main markets?
Please answer on a scale from 1 to 5, whereas 1 means “very
important” and 5 means “not important at all”.
How important as a competition factor is ... [item]?

(1) yes
(2) no
(3) DK/ refused / not applicable
FOR EACH:
(1) very important
(2) ..
(3) ..
(4) ..
(5) not important at all
(6) DK

PRG.: RANDOMIZE ITEMS.
INT.: READ OUT. ONE ANSWER PER ITEM.
(a) the price of products
(b) product quality
(c) product variety
(d) image and design of the products or company
(e) customer service
(f) technological lead
(g) the size of a company

End text

ALL

yes
no
DK

Those were all of our questions. I would like to thank you very much for participating in the interview.
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