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Overview

Agenda

1. Leading Across Distance:       
Common Challenges

2. Best Practices:
• Team Foundations
• Cultural Competence
• Mutual Learning

3 Why is this so Difficult?                   
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Global, Virtual Teams:
Dispersed, Networked, and Diverse

Dispersed membership
• Not physically present together, cross-border
• Dependent on technology to communicate

Networked
• Departments, functions, organizational units

(alliances, partnerships, suppliers)

Diverse membership representing 
different…

• Nationalities, languages, cultural & ethnic backgrounds
• Generations, genders, learning styles, etc.
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Matrix Structures: Competing Priorities

Competing priorities impact team effectiveness

Geography Function

Business Unit Product Group

Individual 
Needs
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Trust Issues:
Possible Structural Causes

Trust Issues 
& Conflict 

Among Team 
Members

Separate 
Reporting 

Relationships

Conflicting 
Metrics

Organizational 
Structure & 

Strategy

Different 
Customer 
Demands
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Diversity & Team Performance
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 Assumed Similarity:  We assume that others are more similar to us 
than they actually are

 Trust for In-Group Members vs. People from other Cultures

 Stereotypes  Overestimation or Underestimation

 Communication: Intended vs. Perceived Message

 Divergence vs. Convergence 
− Creativity & Innovation vs. Routine Tasks
− Challenges with Decision-Making and Implementation
− Avoidance of GroupThink

Research on Global Teams (Adler et al)
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 Virtual team meeting

 Westerners do most of the talking

 Team members from Singapore are quiet

 Participants judge each other negatively

Imagine a Meeting



Best Practices
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Global Team Assessment 
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1. Team Foundations

2. Cultural Competence

3. Mutual Learning

Leading Across Distance



1. Team Foundations
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 More than 1,500 teams

 One of the largest available sources of data 
anywhere regarding performance challenges 
encountered by global teams (2006-2018)

 The 42-item survey used to collect this data has 
shown strong psychometric results

Global Teaming Assessment Data
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Top 5 Priority Items for Action/Improvement

Survey Question Element

1. The team receives the resources and cooperation it 
needs from other parts of the company. Team Foundations

2. All members of the team are clear on their roles and 
responsibilities. Team Foundations

3. There is a high level of trust among team members. Team Foundations

4. The team's reward system encourages cooperation and 
shared effort among team members. Team Process

5. All members of the team support and understand the 
team goals. Team Foundations
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“Psychological Safety” to Promote Inclusion

 Helped launch Project Aristotle at 
Google, to identify what differentiates high 
performing teams from those that struggle.

 Analyzed 180 teams of tech and sales 
employees (over 200 interviews).

 Identified the key features of successful 
teams, including psychological safety.

 "Psychological safety allows teams to harness 
the power of diversity. That's because 
employees who have different points of view 
feel safe bringing their ideas  to the table.“

 Equal Air Time, Risk-Taking

R
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M
, January 16, 2017.

Abeer Dubey
Director, People Analytics, 
Google
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“Psychological safety is a shared belief 
held by members of a team that the 
team is safe for interpersonal risk 
taking.” This includes ‘‘a sense of 
confidence that the team will not 

embarrass, reject or punish someone 
for speaking up.’’*

1. Psychological Safety: A Definition



2. Cultural Competence
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2. Cultural Competence
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Comparative Matrix: Trust

Independent • Tell me what you think.
• I’d like for you to meet as a small 
group and then share your 
thoughts.

Interdependent

Egalitarianism
• Don’t worry about who else is in 
the room. The managers are just 
here to observe.

• The boss has asked us all to 
come up with the best possible 
solution together by next Monday.

Status

Risk
• Jump in any time with your 
questions and comments. We’re 
just brainstorming.

• I am sending you the agenda in 
advance so that you have time to 
prepare.

Certainty

Direct • I disagree with your last comment. • Please tell me more about your 
last comment. Indirect

Task
• We have a full day of work ahead 
of us. Those who have the energy 
can go out to dinner together.

• We’ll have dinner together the 
evening before our meeting so 
that those who haven’t met can 
get to know each other.

Relationship

Expectations and Behaviors for Building Trust
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Learning from Differences

Know yourself

Know others

Know how to bridge 
differences and 

build on similarities



3. Mutual Learning
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Mutual Learning
In-Person Meeting: Preface the team’s work by meeting face-to-face to pay special attention to 

team foundations (trust; stakeholder analysis; shared goals; roles and responsibilities) while 
building relationships in person.

First-Hand Observation: At least the team leader and ideally all team members should visit 
each other’s work sites to increase shared understanding through joint meetings and 
conversations with local stakeholders and customers.

Window Persons: Exchange individual team members on a long-term or short-term basis so 
that there is a person in each key location who knows the people and the issues faced at other 
sites.

Tag Teams: Establish “tag teams,” or pairs of individuals based in different locations (e.g., 
headquarters and subsidiary) who work well together and can integrate contrasting perspectives.

Check-ins: Plan for one-on-one check-ins with key team counterparts before and after meetings 
to ensure that agendas include key issues and vital information is exchanged.
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Meeting Process: Set up a regular meeting process with clear expectations for when and 
how team members will be expected to contribute; provide opportunities to prepare in 
advance.

Show & Tell: Dedicate a portion of the team’s meeting time to have a team member 
describe unique aspects of their market that the rest of the team might not know about.

Virtual Communication: Use video cameras and combine voice communication with instant 
message exchanges to increase opportunities for team members to send and receive ideas; 
add texting and chat functions outside of meetings to supplement email with other channels.

Information Sources: Incorporate additional types of information into the team’s review 
process that reflect unfamiliar market realities, sources of competition, or emerging 
opportunities.

Catalyst Role: The team leader or meeting facilitator takes the role of “catalyst,” seeking to 
identify and integrate good ideas

Mutual Learning



Why is this So 
Difficult?
Bias & the Crucible
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Employee Voices: Empathy & Inclusion

“There is nobody at 
higher levels in this 
organization who 

looks like me.”

“My team leader asked 
me to present to the 
executive team this 

time, and coached me 
on how to do it.”
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Cultivating Empathy: Employee Comments
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Unconscious Bias: Key Types (CIAO Model)

Ciao can mean either “Hello” or “Good-bye”

        

“We see the 
world 

as we are.”

“Beware of 
strangers!”

“Sorry I’m late.  
The traffic was 

terrible!”

“All the children 
are above 
average.”
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Unconscious Bias: The CIAO Model

Confirmation Bias
Both men and women tend to 

evaluate women candidates for 
technical roles more critically.

Insider Bias
Managers tend to favor employees 
from the same university, region, or 

ethnic group as themselves.

Attribution Bias

We explain the mistakes of insiders 
based on circumstances, but those of 

outsiders based on character.

Overconfidence Bias 

The confidence of managers in their 
judgments of  others regularly 

exceeds their level of accuracy.

Bias should not be seen just through an individual lens. It is 
most powerful when groups of people interact
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Example of  a Confirmation Bias 

Height Bias
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Bias and the Downward Spiral
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▪ Confirmation Bias: I know that my colleagues from that 
office are less experienced. They usually have little to 
contribute to meetings. I was not surprised when they 
didn’t say anything in our lively team discussion. 

▪ Insider Bias: I was impressed by the meeting 
contributions of my team member Alex, whom I’ve known 
for many years – we used to work in the same product 
group together when I was in EMEA. 

▪ Attribution Bias: Alex spoke for a long time during the 
virtual meeting because he is an expert. The other while 
participants were too passive. 

▪ Overconfidence Bias: I felt that we had a great         
meeting, and identified solutions that would be          
effective throughout Asia-Pacific. 

CIAO: Perspective #1
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▪ Confirmation Bias: I knew that the team leader 
wasn’t really interested in our opinions… He never 
gave us time to speak.

▪ Insider Bias: Colleagues in the HQ in country X 
rarely understand our local clients and market needs.

▪ Attribution Bias: We could contribute if they studied  
the data we sent in advance and then run meetings in 
a way that we can contribute; Alex seems to like to 
hear his own opinion. He feels that he is the only 
expert.

▪ Overconfidence Bias: It is unlikely that the same 
solutions from other regions will work in Asia-Pacific. 

CIAO: Perspective #2
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Learning & Social Media: Snack-Size, Curated
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Knowledge Acquisition vs. Experience

You just don’t get it!



© Aperian Global 34

No mythical hero slays a tame, carefully curated dragon.

Crucible Experiences:
Where Inclusion & Expatriation Meet
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 Experience: “Unusual and unexpected 
events that… violate normality, break 
cognitive schemas, and promote a thinking 
style characterized by cognitive flexibility.” 

Diversifying Experiences: The Missing Link

 Impact: “the ability to break old 
cognitive patterns, overcome 
functional fixedness, and thus, make 
novel (creative) associations between 
concepts.”
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 Virtual reality game 

 Conversation with an immigrant 
work colleague 

 Attending an employee 
resource group meeting 

 Stretch goals 

 Demanding boss 

 Action learning project 

 Design thinking project 

 Disruptive technology development 

 Leading a global team 

 Assignment to a new function 

 Expatriate assignment 

 Encountering prejudice

 Crisis management 

 Personal loss 

Crucible Experiences: Warm to Hot
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What is Your Crucible?

Question for Aspiring Leaders

 Disruptive technology 
development 

 Leading a global team 
 Assignment to a new 

function 
 Expatriate assignment 
 Encountering prejudice
 Crisis management 
 Personal loss 
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The Upward Spiral: Bias Unraveled
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Past: “History is literally present in all that we do.”

Future: “The future is already here —
it’s just not very evenly distributed.”

Present: Self / Other / Bridge-Building

Past, Future, and Present

“Perhaps it might be said rightly that there are three times: a 
time present of things past; a time present of things present; 
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Questions?



Thank You
For more information, contact:
Ernest Gundling
Managing Partner
egundling@aperianglobal.com
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