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ABSTRACT 
 

Background: The COVID-19 pandemic crisis has caused unprecedented challenges and 

profound implications on both individuals and organisations which had to adapt to the enforced 

regulations. Social distancing and lockdowns measures have obliged organisations to reduce 

workers’ exposure in the workplace and re-organise work remotely to ensure business 

continuity. For that purpose, the role of ICTs has been crucial in facilitating telework from 

home. The context of the pandemic crisis provides the opportunity to examine the recreation 

of integrative conditions of coordination, by individuals and groups within organisations, to 

bring collective and interdependent work together.   

Research Problem: Despite providing the adequate conditions to further study concepts on 

coordination, the sanitary crisis has forced employees to adapt to the new normal of social 

distancing by using digital technologies to share and communicate information. Such rapid 

organisational transformation has imposed virtual collaborations in which multiple parties are 

geographically dispersed and work towards the same objective. Little research has focused on 

digitally mediated coordination especially among hybrid teleworkers. Because distance 

influences the amount of interaction and communication between members, this thesis 

investigates the disruption of proximity in supporting coordination. 

Research Purpose: The study aims to reconcile the existing research on coordination and 

investigate how the theory applies in a digital environment. Hence, by focusing on hybrid 

teleworkers working together in teams, the authors examine the application of the theory 

combining both virtual and face-to-face interactions. The focus is primarily given to the 

proximity between individuals to organise work with the use of ICTs. 

Research Method: The methods used in this qualitative and inductive research paper consist 

of conducting an exploratory study using a multiple case-study of six teams in three different 

organisations. Semi-structured interviews were conducted to gain knowledge on the 

participants’ perspectives and experience on the topic of interest. Lastly, a cross-case analysis 

was used by looking for cross-case patterns between the teams to finally build a theory.  

Conclusion: For efficient coordination to occur in hybrid telework, a number of conditions 

must be met. The methods employed to coordinate work become increasingly virtualized and 

structured in time and space. The visibility and familiarity between team members are 

influenced by the use of ICT tools embedding coordination. Both facets are highly interrelated 

and different connected mechanisms permit the establishment of coordination.  
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1 

INTRODUCTION 

 

This chapter lays the theoretical foundation of this study by first providing an overview on the 

context in which telework has exponentially developed in the last years. It also aims to decipher 

the gap in the existing literature in regard to digitally coordinated members. Finally, the last 

section specifies the purpose of this thesis by problematizing in the form of a research question 

the matter of research. 

 

1.1 Background 

The COVID-19 pandemic crisis has caused unprecedented challenges and profound 

implications on both individuals and organisations which had to adapt to the enforced 

regulations implemented by governments to limit the spread of the virus. Social distancing and 

lockdowns measures have obliged organisations to reduce workers’ exposure in the workplace 

and re-organise work remotely to ensure business continuity (Carillo, Cachat-Rosset, Marsan, 

Saba, & Klarsfeld, 2021; OECD, 2021). Organisations and employees were not equally 

prepared for such rapid transition, dealing with new challenges including duty arrangement, 

communications, home space negotiations, and wellbeing (Waizenegger, McKenna, Cai, & 

Bendz, 2020; Carillo et al., 2021). According to the Organization for Economic Co-operation 

and Development (2021) and the European Commission (2020), many EU countries 

experienced increased rates of teleworking during COVID-19 where more than half of the 

workers had no experience in working from home in the past. Moreover, the preparedness in 

adopting Information and Communication Technologies (ICTs) is unevenly distributed across 

sectors and workers, where highly digitalized industries and workers with a higher level of 

qualifications achieve the highest rates in adopting telework. 

Even though there is no consensus on the definition of telework, the latter englobes two 

dimensions: the geographical dispersion of employees from their workplace, and the use of 

ICTs enabling communication between workers to ensure business continuity (OECD, 2021; 

Carillo et al., 2021; Raišienė, Rapuano, Varkuleviciute, & Stachová, 2020). Hence, the role of 

ICTs has been crucial in facilitating telework from home (OECD, 2021). ICTs incorporate 

“digital technologies designed to collect, organise, store, process and communicate information 
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within and external to an organisation” (Ritchie & Brindley, 2005, p. 206). Such tools include 

among many others: e-mail, instant messengers, groupware, videoconferencing, telephone, 

voicemail, document repositories, and more (Mitchell, 2021; Montoya, Massey, Caisy Hung, 

& Brad Crisp, 2009). The shift from face-to-face to remote work induce a significant change 

for organisations because employees have to learn how to collaborate and connect through the 

use of technology (Mitchell, 2021). It is also important to notice that the pandemic crisis has 

complicated this transition in which individuals not only deal with work changes but also 

personal challenges that concern well-being, family matters, and the threat of potential job loss 

(Mitchell, 2021; Carillo et al., 2021). 

Existing research in the domain of virtual collaboration in organising work has provided a wide 

range of different theoretical concepts and labels to express the use of ICTs allowing 

individuals sharing identical business goals the completion of tasks. However, they share three 

common elements including distributed members, the use of ICTs for communication, and a 

shared objective (O’Leary, Gleasure, O’ Reilly, & Feller, 2020). This paper goes back to the 

essence of concepts such as virtual teamwork, collaboration, communication, or cooperation, 

to study coordination. Okhuysen & Bechky (2009) use the definition of coordination 

expressing a “temporally unfolding and contextualised process of input regulation and 

interaction articulation to realise a collective performance” (Faraj & Xiao, 2006, p. 1157). 

Claggett & Karahanna (2018) emphasise the change in the way people engage in coordination 

in a digital context in which coordination is becoming digitally mediated reducing the need for 

face-to-face interactions. The context of the pandemic crisis provides the opportunity to 

examine the recreation of integrative conditions of coordination, by individuals and groups 

within organisations, to bring collective and interdependent work together (Okhuysen & 

Bechky, 2009).  

 

1.2 Research Problem 

As previously introduced, many organisations have been forced to adapt to telework by 

implementing and using ICTs to assure business continuity. Generally, organisational 

development and digital transformation are essential business processes firms need to 

undertake in order to reinvent themselves, evolve their business model, and stay competitive 

(Priyono, Moin, & Oktaviani Putri, 2020). COVID-19 has however accelerated the pace of 
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these transformations, forcing employees to adapt to the new normal of social distancing by 

using digital technologies to share and communicate information, both internally and externally 

(Amankwah-Amoah, Khan, Wood, & Knight, 2021; De’, Pandey, & Pal, 2020; Nagel, 2020; 

Soto-Acosta, 2020; Subramaniam, Singh, Padmanabhan, Gulyás, Palakkeel, & Sreedharan, 

2021). This results in firms obliged to embrace new digital technologies (Gavrila & de Lucas 

Ancillo, 2021) and a change in the role of these latter from being supportive tools and services, 

into essential instruments part of the business plan necessary for organisations to survive in a 

disruptive environment (Priyono et al., 2020; Yang, Kim, & Hong, 2021). ICTs have thus 

proven to be crucial to help organisations with virtual collaboration in which multiple parties 

are geographically dispersed and work towards the same objective (Holtgrewe, 2014; Hossain 

& Wigand, 2017; Ritchie & Brindley, 2005; Kelan, 2008; Lee & Sawyer, 2010). 

 

Despite the implications of COVID-19 on businesses, the pandemic has also provided unique 

conditions for investigation. Bouty, Godé, Drucker-Godard, Lièvre, Nizet, & Pichault (2012) 

define extreme situations as “management situations that are at the same time (1) evolving, (2) 

uncertain, and (3) highly risky.” (Bouty et al., 2012, p. 476). Wegmann & Schärrer (2020) 

rather address organisational crises when referring to COVID-19, and identify four 

characteristics of these latter from the existing literature: “(1) crises create uncertainty, 

disruption and change; (2) crises are harmful or threatening; (3) crises are behavioural 

phenomena, meaning that the involved actors socially construct them and (4) crises are not 

discrete events but parts of larger processes” (Bundy,  Pfarrer, Short, & Coombs, 2017, p. 

1663). Because uncertainty, as well as task interdependence, represent essential conditions for 

the integration of organisational work (Faraj & Xiao, 2006), it is indisputable that the sanitary 

crisis has provided an opportunity to extend the existing literature on coordination. 

 

The shift to telework during COVID-19 has led to several organisational challenges since most 

firms have not been prepared for the rapid business transformations (Kutnjak, 2021). Therefore, 

the current situation has led numerous practical questions to be raised for research. Several 

studies have investigated the organisational implications of virtual setups on communication 

and collaboration (Waizenegger et al., 2020; Breu & Hemingway, 2004; Mitchell, 2021; 

Schulze & Krumm 2017; Donnelly & Johns, 2021; O'Leary et al., 2020), the impacts of 

telework on employees’ well-being (Amankwah-Amoah et al., 2021; Hafermalz & Reimer, 

2021; De’ et al., 2020; Richter, 2020; Faraj, Renno, & Bhardwaj, 2021), or the implications of 

ICTs on distributed work (Montoya et al., 2009; Holtgrewe, 2014; Hossain & Wigand, 2017; 
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Ritchie & Brindley, 2005; Kelan, 2008; Lee & Sawyer, 2010). However, little research has 

focused on digitally mediated coordination especially among hybrid teleworkers. Hybrid 

teleworkers can be conceptualised as workers interacting together both face-to-face and 

through the access and use of ICTs remotely (Lee & Sawyer, 2010; Mitchell, 2021). What is 

more, the existing literature on coordination has failed to explore how the current situation of 

the pandemic has disrupted the proximity between workers. Hence, this study intends to 

contribute with new insights, information, and knowledge on how hybrid teleworking teams 

coordinate their members’ work tasks, activities, and communication with the help of ICTs. 

 

1.3 Purpose 

The purpose of the study aims to reconcile the existing research on coordination to provide a 

theoretical approach examining how the latter materialises among individuals operating both 

remotely with the use of ICTs and physically attending to their workplace. In fact, the paper 

will contribute to furnish information on interactions mixing both virtual and face-to-face 

interactions, an area of investigation that has not yet been explored. Moreover, the study intends 

to provide further knowledge on coordination occurring in the uncertain context of the 

pandemic. This unique context permits us to scrutinise the coordination of members in a 

dynamic environment that has forced organisations to elaborate novel forms of organising. In 

fact, because distance influences the amount of interaction and communication between 

members (Okhuysen & Bechky, 2009), this thesis investigates the disruption of proximity in 

supporting coordination. Accordingly, the research paper will contribute in providing 

additional knowledge in the construct of collective performances in virtual setups and thus 

responds to the call for future research in the existing literature (Bouty & Drucker-Godard, 

2019; Rico, Sanchez-Manzanares, Gil, & Gibson, 2008; Banks, Pollack, & Seers, 2016; 

Wolbers, Boersma, & Groenewegen, 2018). Finally, because ICTs are essential tools used for 

establishing coordination in the given context, their role and functions in this process also 

represent an essential aspect of this study. Hence, this research intends to explore the following 

Research Question (RQ): 

How do teams create proximity among hybrid teleworkers to develop coordination?  

This research has important implications for managers and practitioners by theorising on the 

mechanisms permitting the coordination among teleworkers. It also has implications for 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/5102432
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/24328139
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/3583084
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/14466292
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/748742
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/954667
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/1639354
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/35246386
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/2468471
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organisations willing to organise work by adopting hybrid configurations in the near future. 

Indeed, this study could reveal new ways of working both during and after the pandemic by 

leveraging the advantages and barriers on coordinating telework, but also when considering 

hybrid setups to reach business goals. 
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LITERATURE REVIEW 

 

This chapter permits us to build the theoretical foundation of this thesis based on existing 

knowledge. It is designed to summarise the literature and showcase the theoretical background 

on coordination, then transitioning toward telework and virtual teamwork. Lastly, further 

insights and existing concepts on ICTs are presented. The purpose is to provide the state of 

knowledge on telework that can be related with coordination.  

 

2.1 Existing theories on coordination  

2.1.1 Coordination mechanisms 

Coordination mechanisms are organisational arrangements (e.g., tools, technologies, or 

interactions) that bring interdependent elements together and allow individuals to realise a 

collective performance (Okhuysen & Bechky, 2009). Okhuysen & Bechky (2009) list five 

different types of mechanisms capturing how emergent practices assist in coordination: plans 

and rules, objects and representations, roles, routines, and proximity. According to the 

scholars, plans and rules permit to delineate the responsibilities of different parties for the 

completion of tasks, they are useful to allocate resources through scheduling, and are important 

to create interactions and develop agreements among parties. In the existing literature on 

coordination, team meetings form part of this mechanism to interactively coordinate tasks 

among participants (Dahlander & O’Mahony, 2011; Gittell, 2002a; Bouty & Drucker-Godard, 

2018; Gittell, Seidner, & Wimbush, 2010; Bolton, Logan, & Gittell, 2021). Objects and 

representations serve the purpose of providing information and offer a common referent 

around which parties interact, align their work, and create shared meaning (Okhuysen & 

Bechky, 2009). Roles represent the relationship between individuals, or the expectations 

associated with members’ social position. Roles permit to structure individuals’ interactions 

and create a shared understanding of the responsibilities of tasks (Okhuysen & Bechky, 2009). 

From a group perspective, boundary spanners are often introduced in the literature (Clagget & 

Karahanna, 2018; Kellogg, Orlikowski, & Yates, 2006; Dahlander & O’Mahony, 2011; Bolton 

et al., 2021) associated to this mechanism and referring to individuals whose primary tasks 

consist of integrating the work of other members (Gittell, 2002a; Gittell et al., 2010). Next, 

Okhuysen & Bechky (2009) define routines as “repeated patterns of behaviour that are bound 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/5997572
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/8627768
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/699888
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/4078670
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by rules and customs” (Feldman, 2000, p. 611). They help to coordinate by bringing people 

together, creating a common perspective across groups, and provide a template for task 

completion (Okhuysen & Bechky, 2009). Finally, the last mechanism supporting coordination 

according to Okhuysen & Bechky (2009) is proximity, which refers to the physical proximity 

to one another. Because distance influences the amount of interaction and communication 

between members of an organisation, this mechanism will be given further attention later in 

this study. Globally, the scholars depict visibility, or the immediate evidence given by co-

presence of visualising other members’ work, and familiarity, referring to the understanding 

that individuals have of others, as important notions of proximity. 

A variety of coordination mechanisms can be identified and applied (Faraj & Xiao, 2006). 

Generally, the literature acknowledges that formal plans, rules, protocols, standards and roles 

deal with coordination by providing structures to impose things on workers (Bouty & Drucker-

Godard, 2018). In addition, managerial supervision, direct communication, mutual adjustment, 

meetings, and shared representations permit coordination through emergent interactions among 

members (Bouty & Drucker-Godard, 2018). Furthermore, coordination mechanisms are 

substitutable and/or cumulative meaning that people in organisations can use several 

combinations or switch from one mechanism to another (Bouty & Drucker-Godard, 2018). 

Hence, coordination mechanisms are not a single way to organise but rather have a dynamic 

nature to adapt to the interdependent working of actors (Jarzabowski, Le, & Feldman, 2012). 

Indeed, coordinating mechanisms fluctuate to adapt to conditions of uncertainty, novelty, or 

change of tasks or environment when they must be accomplished in novel ways (Wolbers et 

al., 2012; Jarzabowski et al., 2012). 

 

2.1.1.1 Conditions for coordination 

Coordinating mechanisms are hence not fixed entities (Jarzabkowski et al., 2012). Okhuysen 

and Bechky (2009) suggest three integrating conditions for coordination that can be 

accomplished through a variety of mechanisms: Accountability, predictability, and common 

understanding. The first condition addresses the responsibility of members for their own 

contribution in elements of the task, delineating where the responsibilities of interdependent 

parties in an organisation lie (Okhuysen & Bechky, 2009; Baralou & Dionysiou, 2021). 

Accountability can be achieved from formal means (e.g., hierarchical authority) and informal 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/2866065
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/1302453
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
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action (e.g., meetings), and contributes to facilitate the alignment of individual actions among 

interdependent parties (Okhuysen & Bechky, 2009; Baralou & Dionysiou, 2021). 

Predictability refers to the anticipation of subsequent tasks enabling parties to know what 

elements of the task are and when they are likely to happen (Okhuysen and Bechky, 2009; 

Jarzabkowski et al., 2012). It provides a sense of what and when subtasks are performed within 

a pattern or sequence of tasks. The last condition, common understanding, helps parties to 

understand their role and their assigned tasks (Chang et al., 2017) by providing a shared 

perspective (Okhuysen & Bechky, 2009). It is an important integrating condition as “it enables 

participants to apply their effort towards a jointly held conception of the work or of the process 

to complete the work.” (Okhuysen & Bechky, 2009, p. 489). 

Coordination is enabled when the coordinating mechanisms permit the integration of at least 

one of these conditions (Okhuysen & Bechky, 2009). Table-1 illustrates the relationship of the 

integrating conditions with their coordination mechanisms. Depending on the work context in 

which coordination is necessary, these three conditions can be present simultaneously and 

interact. For instance, accountability generally supports predictability, and predictability as 

well as common understanding sometimes substitute one another (Okhuysen & Bechky, 2009). 

Finally, the scholars emphasise that organisational dynamics can disturb coordination which is 

hence an ongoing accomplishment where individuals and groups must recreate the integrating 

conditions to execute their work.   

 

Table-1: Integrating conditions for Coordination and their Relationship to Coordination 

Mechanisms (Okhuysen and Bechky, 2009, p. 484) 

 

2.1.2 Relational coordination 

Multiple approaches on coordination exist. Organisation design theorists assumed that 

organisational arrangements could be designed for optimum performance. Recent approaches 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
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are less concerned with the optimization of structures for a given environment, and rather focus 

on how the work of these arrangements are executed (Okhuysen & Bechky, 2009). The reliance 

on mechanisms to describe coordination comes with several limitations. Gittell (2002a) depicts 

a more spontaneous form of coordination referring to the interactions among participants rather 

than the mechanisms replacing or supporting those interactions. Hence, relational coordination 

is defined as “a mutually reinforcing process of interaction between communication and 

relationships carried out for the purpose of task integration” (Gittell, 2002b, p. 301). It is thus 

composed of three relationship dimensions – shared goals, shared knowledge, and mutual 

respect – that reinforce and are reinforced by four communication dimensions – frequent, 

timely, accurate, and problem solving (Claggett & Karahanna, 2018; Bolton et al., 2021; Gittell 

et al., 2010). Shared goals motivate employees to act with greater regard for the whole by 

moving beyond subgoal optimization (Bolton et al., 2021). Shared knowledge permits thinking 

systems informing how employees’ tasks and the tasks of others contribute for the whole 

(Bolton et al., 2021). Then, mutual respect encourages employees to value the contribution of 

others but also to consider their efforts, reinforcing their implication with regard for the whole 

(Bolton et al., 2021; Banks et al., 2016). Hence, this web of relationships decreases the 

obstacles to coordination which enable employees to effectively coordinate the work process 

in which they are part of (Gittell, 2002a).  

Nevertheless, coordinating mechanisms and relational coordination are not two separated 

approaches. Scholars have studied the micro processes involved in the shift from coordinating 

mechanisms to coordinating as a dynamic social practice (Jarzabkowski et al., 2012; Bolton et 

al., 2021). From a broad perspective, the theory suggests that the strength of relational 

coordination depends on the design of organisational structures, meaning that it becomes more 

reliable when built upon structures such as human resource practices and coordinating 

mechanisms (Bolton et al., 2021). Human practices such as selection, training, accountability, 

and rewards can be designed to encourage the development of these social networks (Bolton et 

al., 2021; Gittell et al., 2010). In her findings, Gittell (2002a) provides evidence that routines, 

boundary spanners, and team meetings improve performance outcome by elevating the level 

of relational coordination among participants. Moreover, Bolton et al. (2021) emphasise that 

programmed (e.g., shared information systems and shared protocols) as well as 

nonprogrammed (e.g., boundary spanner roles and shared interdisciplinary meetings) 

mechanisms strengthen relational coordination “to the extent that they are designed to connect 

across all roles whose work is in need of coordination, helping stakeholders within and across 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
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organisations to more easily see the whole and thus better manage their interdependence” 

(Bolton et al., 2021, p. 293). 

The existing research has demonstrated how “the relationship of shared goals, shared 

knowledge, and mutual respect enabled employees from different functions to coordinate work 

by supporting frequent, timely, problem solving communication among them” (Gittell et al., 

2010, p. 494; Bolton et al., 2021; Banks et al., 2016). As a result, relational coordination 

impacts the quality of the relationships between employees through communication, improving 

performance outcomes (Claggett & Karahanna, 2018; Gittell et al., 2010; Banks et al., 2016). 

Different measures of performance outcomes exist. For instance, high levels of relational 

coordination result in high effectiveness and efficiency (Banks et al., 2016) in performance 

because they permit participants to better manage tasks interdependencies (Claggett & 

Karahanna, 2018). Gittell et al. (2010) specify that relational coordination results in higher 

quality outcomes by facilitating the transfer and sharing of knowledge between employees, and 

by enabling their access to resources that are embedded within a given network. Boston et al. 

(2021) lists four outcomes of relational coordination: quality outcomes, efficiency outcomes, 

worker outcomes, and learning and innovation outcomes. Here, worker outcomes refer to the 

employee’s well-being and engagement.   

 

2.1.3 Implicit / Explicit coordination 

The existing literature makes the distinction between implicit and explicit coordination. 

Implicit coordination refers to the ability of team members to predict the needs of other team 

members and anticipate their tasks, without the necessity for overt communication (Chang, 

Lin, Chen, & Ho, 2017; Rico et al., 2008). It is hence an adjustment of behaviour driven by 

deep cognition, and routines that emerge from such collective endeavours (Chang et al., 2017; 

Banks et al., 2016). Explicit coordination refers to external and visible patterns of coordination 

realised through direct interactions among team members (Chang et al., 2017). It involves 

planning to establish strategies and behaviour patterns necessary for integration, and 

communication composed of information exchange, feedback processes, and personal 

coordination (Banks et al., 2016; Rico et al., 2008). In their study, Chang et al. (2017) 

demonstrate that both conditions for coordination, accountability and predictability (Okhuysen 

& Bechky, 2009), can be explicitly and implicitly coordinated. 
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According to Rico et al. (2008), implicit coordination comprises two basic components: 

anticipation and dynamic adjustment, that are rooted in team knowledge structures. In their 

study, the researchers use team situation models (TSMs) to refer to the team-level knowledge 

structures facilitating the behaviours present in an implicit coordination process (Rico et al., 

2008). They propose that TSMs and implicit coordination are important in effective team 

performance as they reflect the active information processing at a team level under specific 

circumstances (Rico et al., 2008). For instance, “situations that make team tasks more 

predictable (routineness), increase the need for team coordination (task interdependence), and 

restrict the opportunities and resources available to team members to communicate (virtuality) 

will especially benefit from the utilisation of implicit coordination mechanisms.” (Rico et al., 

2008, p. 176). Here, virtuality is defined as (1) the reliance of team members on virtual tools 

to coordinate and execute team processes, (2) the informational value provided by these tools, 

and (3) the synchronicity of team member interaction (Rico et al., 2008). Sculze & Krumm 

(2017) range teams from low virtuality, consisting of merely face-to-face interactions, to high 

virtuality with entirely virtual exchanges. Because of the lack of physical working space, and 

the electronically mediated and asynchronous interactions, the researchers argue that implicit 

coordination may be particularly useful for the effective performance of the team (Rico et al., 

2008). 

 

2.2 Coordinating work virtually: A focus on virtual teams and Telework 

2.2.1 Digitally mediated coordination 

As previously introduced in part 2.1.1, both visibility and familiarity form part of the 

coordination mechanism – proximity (Okhuysen & Bechky, 2009). Visibility is created through 

formally established monitoring practices and the introspection of other members’ behaviour. 

The scholars affirm that visibility is enhanced by members’ co-location allowing them to keep 

track of what others do. In cases where co-location is difficult, individuals can make their work 

visible by communicating the status of their work through other means, hence visibility permits 

people to easily provide updates on the progress of their tasks (Okhuysen & Bechky, 2009). 

Then, familiarity englobes an emotional dimension in the form of affect, a cognitive dimension 

in the knowledge that members have on each other, and a behavioural dimension representing 

the action consequence of affect and knowledge (Okhuysen & Bechky, 2009). The scholars 
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assert that familiarity improves coordination because it allows group members to anticipate 

other members’ actions and thus to adjust their behaviour in anticipation of their reactions 

(Okhuysen & Bechky, 2009). Familiarity also helps to build a transactive memory system to 

store knowledge useful in the completion of tasks. Individuals learn from each other facilitating 

group identification and generate higher quality solutions (Okhuysen & Bechky, 2009). 

Finally, familiarity is essential to develop trust among individuals which ensures that 

individuals trust each other to perform tasks correctly. 

Coordinating work when project members are distributed can be challenging for integration 

(Okhuysen & Bechky, 2009) because they may not share the same cultures, norms, languages, 

or tools (Dahlander & O’Mahony, 2011; Schulze & Krumm, 2017). The existing literature has 

argued that the features of the task and the context play an important role as moderators of the 

effects of team cognition (Rico et al., 2008). When work becomes geographically distributed, 

engagement in discussion or in communication is the primary way individuals share knowledge 

and learn from each other (Dahlander & O’Mahony, 2011). However, Breu & Hemingway 

(2004) suggest that virtualization increases the number and complexity of team boundaries, 

meaning that members must build and maintain a greater number of relationships at a distance 

requiring a high degree of facilitation and coordination and, thus, commitment of time and 

effort. Their findings also suggest that virtualization impairs the sharing of sensitive knowledge 

between members. Virtual teams fail to manage knowledge effectively because of the difficulty 

of developing interpersonal trust at a distance (Breu & Hemingway, 2004). In fact, the use of 

technology by virtual teams can be challenging with regard to effective communication, build 

relationships, cohesion, trust, conflict, team identification, and can affect team performance 

overall (Schulze & Krumm, 2017; Montoya et al., 2009; Paul, Drake, & Liang, 2016). 

According to Srikanth & Puranam (2011), it is essential to create sufficient common ground 

for successful coordination in offshored settings. This can be achieved with tacit coordination 

mechanisms (TCMs) based on shared knowledge without the need for direct ongoing 

communication (Srikanth & Puranam, 2011). Indeed, the scholars highlight pre-project 

familiarity among team members, visibility of information across locations, and shared 

knowledge of each other’s work procedures, as three TCMs fostering common ground. 

Accordingly, Rico et al. (2008) support that implicit coordination, where overt communication 

is not necessary, may be particularly useful under conditions of high virtuality. Moreover, 

Hossain & Wigand (2004, p. 13) affirm that “trust is critical to ensuring the optimal use of ICT 
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to support the exchange among business partners”. To Claggett & Karahanna (2018), even 

though coordination mechanisms exist outside of technology, they are also increasingly 

embedded in information systems. Nonetheless, they emphasise the importance of an already 

existing level of relational coordination before effectively coordinating via information 

systems (Claggett & Karahanna, 2018; Holtgrewe, 2014, Hossain & Wigand, 2004). 

 

2.2.2 Existing theories on Telework or Virtual work 

Next, two theories on the adjustment to telework will be presented to provide further 

knowledge both from an employee and managerial perspective.  

2.2.2.1 Telework adjustment in a crisis context 

In the literature, the concept of work adjustment has explored how effectively individuals adapt 

to new environmental demands in the context of transitioning from traditional to virtual setups 

(Carillo et al., 2021). Because COVID-19 crisis has disrupted the employee-environment 

relationship, Carillo et al. (2021) develop their own framework by reconciling the existing 

literature on the concept of work adjustment and the theory of Work Adjustment (TWA). Their 

study reveals that professional isolation is the most influential factor in adjusting to telework 

where the lack of contacts and informal relationships between members, as well as feedback 

from managers, form major obstacles (Carillo et al., 2021; Park & Cho, 2020). Personal stress 

and team size also have a strong negative impact on adjustment where larger teams limit the 

opportunities for coordination effort and communication (Carillo et al., 2021). Moreover, the 

paper reveals the necessity for appropriate telework conditions for individuals to effectively 

work from home (including an equipped workplace at home and be able to concentrate without 

disruption) represent an essential factor influencing employees’ adjustments. Hence a 

favourable telework environment is essential for the success of telework practices. The paper 

does also note that employees have better adjusted through time since the beginning of the 

crisis (Carillo et al., 2021). Finally, a high level of IT proficiency is significantly related to 

telework adjustment where the knowledge and support in using ICTs is necessary (Carillo et 

al., 2021).  
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2.2.2.2 Supervisors in the telework context 

Park & Cho (2020) adopt a managerial perspective focusing on task behaviour and perception 

of supervisors in a telework context. Based on the sociotechnical systems (STS) theory, 

organisations are “open systems that consist of a technical subsystem, a personnel subsystem, 

an organisational structure or a work/job design subsystem, and the environment, where inputs 

are transformed into outputs” (Park & Cho, 2020, p. 5). This means that even though ICTs form 

an important part in implementing telework, personnel subsystems and organisational structure 

subsystems also form part of this organisational decision. The role of supervisors consists of 

implementing policy and motivating, directing, and managing teleworkers to seek 

performance. This comes along with challenges in coordinating, communicating, training, 

evaluating and controlling employees who telework (Park & Cho, 2020). For instance, 

supervisors are likely to face more complexity in the coordination of interdependent tasks, such 

as the distribution of tasks, when subordinates are divided into teleworkers and non-teleworkers 

(Park & Cho, 2020). It hence raises questions about the coordination among hybrid 

teleworkers. Lastly, the evidence from the scholars’ study reveals that although the time 

proportion dedicated to communication is not different between teleworking and non-

teleworking supervisors, the effectiveness might be inferior to face-to-face communication. 

Finally, teleworking supervisors who positively perceive their remote supervision tend to 

believe that telework positively affects their organisation (Park & Cho, 2020).  

 

2.3 The role of ICTs and challenge of coordinating telework 

2.3.1 The role and functions of ICTs in coordination  

2.3.1.1 Temporality & Space  

The literature often claims that virtualization or the use of ICTs permit to overcome temporal 

and spatial constraints (Breu & Hemingway, 2004; Cardoso, Boudreau, & Carvalho, 2019; 

Raišienė et al., 2020) but in theory, time and space cannot be separated (Lee & Sawyer, 2010). 

For instance, teleworking transforms the temporal patterns of work but also the patterns of 

space used by workers and organisations (Lee & Sawyer, 2010). Thus, concepts such as 

distributed work, homeworking, mobile work, or remote work are both about time and space. 
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A common classification matrix is the time/space matrix which suggests four types of 

technology supported activities (Mitchell, 2021): (1) activities that occur in the same place at 

the same time (e.g., face-to-face conversations with shared computer displays), (2) the same 

place at different times (e.g., team rooms or groupware such as Slack or Sharepoint), (3) a 

different place at the same time (e.g., videoconferencing such as Skype or Zoom), and lastly 

(4) activities that occur in a different place at different times (e.g., email). Because information 

and communication technologies have evolved since the modelling of this matrix, it is 

important to mention that their functionalities permit their classifications to occur into multiple 

areas of this matrix (Mitchell, 2021). 

Lee & Sawyer (2010) theorise time and space in relation to ICTs. The scholars depict four ways 

to organise work (hives, dens, cells and clubs) related to their temporal, spatial and ICT needs. 

In hives, work is individualised and routine thus hive workers engage in tasks that have been 

allocated to them sequentially by some set of predetermined rules. Here, ICTs support work 

processes and enable managerial control of work. In dens, people have specific skills they apply 

in across multiple projects. They rely on ICTs to access work and resources, allowing a 

managerial control of these latter, and supporting the coordination and communication needs 

among co-workers. In cells, “each piece of work may be either linear or simultaneous, but cell 

workers will schedule and conduct their own work” (Lee & Sawyer, 2010, p. 309). Thus, cell 

workers manage their work process by taking on multiple tasks and switching from one task to 

another frequently. They are also likely to have intermittent needs for shared spaces. Here, 

ICTs help to gain access to the needed resources and support their efforts. Lastly, club work 

demands flexible and intense workplaces to support the flow of ideas and innovations to emerge 

through interactions. ICTs can help access resources, enable coordination, and speed up 

elements of work (e.g., updating documents, file sharing, drawing).  

 

2.3.1.2 Coordinating with ICTs 

 

Lee & Sawyer (2010) list five functions of ICTs: production, control, access, coordination, and 

enjoyment. For example, mobile phones, shared calendars, and electronic mail are ICTs 

functioning as coordination technologies, while online databases, search engines, and data 

mining techniques are ICTs functioning as access technologies (Lee & Sawyer, 2010). These 
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functions are not mutually exclusive and may be combined to increase the value of a particular 

ICT. “For example, it may be more enjoyable to access information via Google than via a 

library’s online access system; using to email (coordination) requires passwords and user 

identification (control), and writing with a word processor may be both production (doing 

work) and control (writing about ways in which people can access certain things).” (Lee & 

Sawyer, 2010, p. 299). Cardoso et al. (2019) go further into studying the impact of the 

integrated use of ICTs on organising collective action. Their findings reveal positive and 

negative effects on coordination, communication, connectivity, organising costs, and 

legitimacy. For coordination, on the one hand the results suggest that ICTs hinder unification, 

meaning it can be difficult to perceive different groups united toward a common objective, and 

direction where the difficulty resides in orienting the course of actions necessary to achieve a 

common objective (Cardoso et al., 2019). On the other hand, ICTs facilitates different aspects 

of coordination, including: segmentation (ability to exchange information within similar 

subgroups), persistence of information (ability to use accumulated information over time to 

consolidate present and future actions), and standardisation of contributions (establish common 

understandings and procedures through structured information distributed at collective level) 

(Cardoso et al., 2019).  

 

Baralou & Dionysiou (2021) conceptualises the role of ICTs in routine dynamics into a 

framework (Figure-1). The performative aspect refers to specific actions taken by specific 

people at a particular moment in time, whereas the ostensive aspect is abstract and refers to the 

generalised idea of the routine. Both are mutually constitutive, and the framework shows that 

routine ICTs influence both aspects. They mediate and inscribe the interactions between routine 

participants and maintain a digital record of past interactions and documentation. This reveals 

to be important as by continuously updating and sharing among participants it promoted the 

alignment of participants’ understanding (Baralou & Dionysiou, 2021). Thus, records of past 

interactions and those relating to future actions permit virtual teams to evaluate current 

situations and take adequate actions in the present. Finally, ICTs enable the three conditions 

for coordination, namely accountability, predictability, and common understanding, where 

some coordination mechanisms are embedded in the digital artifacts (e.g., deadlines, schedules, 

roles, specifications, etc.) (Baralou & Dionysiou, 2021). 
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Figure-1:Conceptual Framework: the role of artifacts (ICTs) in routine dynamics (Baralou & 

Dionysiou, 2021, p. 15) 

 

2.3.2 The challenges and benefits of coordinating virtual teams 

Because virtual teamwork heavily relies on ICTs to communicate and coordinate, it also comes 

along with several implications. The existing literature has suggested that these electronic 

devices or technologies are a poor substitute for face-to-face interactions (Breu & Hemingway, 

2004; Park & Cho, 2020) with limited effect on virtual team performance (Baralou & 

Dionysiou, 2021; Schulze and Krumm, 2017). As mentioned, ICTs may be useful when teams 

have experienced an initial level of face-to-face interactions (Hossain & Wigand, 2004), or 

socially established modes of collaboration (Holtgrewe, 2014), to support future relationships 

and establish common understanding (Hossain & Wigand, 2004). For instance, extensive 

reliance on ICTs impedes the building of trust (Baralou & Dionysiou, 2021; Schulze & Krumm, 

2017; Breu & Hemingway, 2004) which is essential to ensure successful cooperative work and 

optimal use of ICTs (Hossain & Wigand, 2004; Mitchell, 2021). Both cognitive and emotional 

faculties, two dimensions forming part of familiarity (Okhuysen & Bechky, 2009), must be 

established to develop trust (Hossain & Wigand, 2004). Then, the literature suggest that ICTs 

hinder the interpretation and provision of feedback (Baralou & Dionysiou, 2021; Carillo et al., 

2021) which form part of unstructured coordination that can be defined as activities that are 

not determined in advance by routinized processes (Claggett & Karahanna, 2018; Okhuysen & 

Bechky, 2009). The creation of a shared understanding has also been demonstrated to be 

important in coordinating (Okhuysen & Bechky, 2009) but can be limited with the use of ICTs 

(Baralou & Dionysiou, 2021). 
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Other challenges related to the use of ICTs can be listed such as the development of group 

cohesion and satisfaction, team identification, or their incapacity to bridge discontinuities 

related to cultural differences (Baralou & Dionysiou, 2021; Schulze and Krumm, 2017) but the 

employment of ICTs also lead to several advantages. Among the challenges introduced so far, 

job satisfaction (including stress), productivity and performance have been contested and could 

also be the result of beneficial outcomes from the adoption of ICTs in teleworking (Carillo et 

al., 2021; Park & Cho, 2020; Raišienė et al., 2020). Moreover, according to Baralou & 

Dionysiou (2021) computer-mediated communication can promote more efficient and focused 

conversations, increase participation, facilitate unique ideas, and can help to overcome the 

social status of dominant members. Besides the general consent that telework provides greater 

flexibility (Raišienė et al., 2020; Baralou & Dionysiou, 2021; Park & Cho, 2020; Schulze & 

Krumm, 2014; Carillo et al., 2021), O’Leary et al. (2020) recap six benefits from distributed 

collaboration – communication, mutual learning, relationship building, task-completion speed, 

access to skilled personnel, and cost savings. To support such collaboration, four conditions 

ensuring the optimal use of ICTs must be met: “(1) understanding the need to collaborate; (2) 

user understanding of the use and utility of ICT for supporting collaboration; (3) appropriate 

support for the adoption, implementation, and post-implementation phase; and, (4) an 

organisational culture for supporting collaboration.” (Hossain & Wigand, 2004, p. 15).  
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METHODOLOGY 

 

The following section aims to provide insights on the methodological choices to conduct this 

study considering the adopted philosophical orientation. Thereafter, the theories and methods 

used to analyse the data are presented. Hence, the data collection, data sampling, and data 

analysis are introduced as well as the methodological limitations and ethical considerations. 

 

3.1 Philosophical approach  

In order for us to understand how our own experience and knowledge will impact the research 

methods, we need to understand the philosophical underpinnings of our research. Thus, to 

define the research design we must first understand the philosophical ground of this research. 

The main features of a research design constitute ontology, epistemology, methodology, and 

methods and techniques (Easterby-Smith, Thorpe, Jackson, & Jaspersen, 2018). 

  

Ontology and epistemology are philosophical assumptions which researchers need to be aware 

of and understand to assure the quality of their investigation. While ontology refers to the 

experts’ view about the nature of reality, epistemology represents the researchers view about 

the most adequate ways of enquiring into the nature of the world (Easterby-Smith et al., 2018). 

Realism, internal realism, relativism, and nominalism are four different ontological positions. 

The research design of this thesis takes a position in the ontological relativism view. According 

to the relativism perspective, many truths exist, and facts rely on different observers’ 

viewpoints (Easterby-Smith et al., 2018). Thus, scientific laws are created by people embedded 

in a context (Easterby-Smith et al., 2018). The method which is thus applied in this research is 

a case method in which semi-structured interviews have been conducted. Hence, individuals 

with different experiences, assumptions, perceptions and views have been included to tell their 

story. We believe this leads to more than one truth which is in accordance with the relativism 

stance. 

  

This thesis’ research question examines how proximity among hybrid teleworkers affects the 

development of coordination. Accordingly, it concerns people and their different perspectives. 

Individuals share their experience with the investigators meaning they become part of what is 

being observed. Therefore, regarding the epistemology of this study we have adopted a social 
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constructionist position. According to the latter, human interests are the primary drivers of 

science, and meanings are subjective (Makri & Neely, 2021). This position does also view 

reality as something that is socially established and subjective, and may change over time 

(Makri & Neely, 2021). The constructionist’s paradigm is aligned with the adopted relativist 

ontological perspective (Easterby-Smith et al., 2018).  

 

3.2 Research approach 

There are three different approaches researchers can apply when conducting research (Saunders 

et al., 2012). On the one hand, a research approach is considered deductive when research 

begins with a hypothesis created from the theoretical literature (Saunders, Bristow, Lewis, & 

Thornhill, 2015). A deductive approach is most commonly connected to a positivist 

epistemology using quantitative methods. According to the positivist position, the existence of 

a reality is independent of the observers, and hence the job of the researchers consists of using 

objective methods to discover the laws and theories to explain this reality (Easterby-Smith et 

al., 2018). In this study, reality is determined by the people making sense of their experience 

instead of objective and external factors. On the other hand, an abductive approach is formed 

from the weaknesses of the deductive and the inductive approaches and hence, constitutes a 

mix of both. The abductive approach is employed when the researchers are studying a 

phenomenon where the goal is to find an explanation without any existing explanatory theory 

(Aliseda, 2007; Awuzie & McDermott, 2017). Nevertheless, this research started with the 

gathering of information in the form of scientific articles in order to get a better understanding 

about existing theories on coordination and telework. An extensive literature on different 

concepts related to coordination, telework, and ICTs exists but little has yet been discovered 

regarding the influence of telework on the proximity between individuals to coordinate their 

work. Thus, the already existing theories laid the foundation of the research question and 

because of the limited research on the subject of interest, the inductive approach appeared to 

be a suitable choice for this study (Malhorta et al., 2017; Saunders et al., 2015). The main 

purpose of the inductive approach is “to allow research findings to emerge from the frequent, 

dominant, or significant themes inherent in raw data, without the restraints imposed by 

structured methodologies.” (Thomas, 2006, p. 238). Consequently, it is clear by following this 

approach that we will develop new concepts on the proximity between hybrid teleworkers and 

contribute to theory on coordination. 
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3.3 Research design 

Aligned with what has been discussed so far, the research method chosen for this study is a 

qualitative method. The objective is to contribute with new insights, information, and 

knowledge to the research area. Our interest is in the understanding of the participants’ views 

and perceptions regarding the proximity they have with their other team members to coordinate 

their work. Accordingly, a qualitative research method appears to be an appropriate choice 

(Malhorta et al., 2017). Following the qualitative approach, the research design of this thesis is 

a case study. The latter can be used to investigate in depth a real-world subject to gain concrete 

and contextual knowledge (Yin, 2014). Easterby-Smith et al. (2018, p. 195) define a case study 

as “a research design that focuses in depth on one, or a small number of, organisations, events 

or individuals, generally over time”. For this research, a multiple case study method is used 

meaning that different cases are investigated to develop further insights than a single case can 

provide. Here, the unit of analysis consists of groups of individuals working together as a team 

within the selected organisations. The cases hence consist of six teams from three different 

organisations where each team includes two to four employees. Table-3 provides an overview 

on the composition of the teams in their respective organisation. 
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Table-2: Company Overviews 

 

Following the research design of a case study, this research emphasises the theory development 

from a comparative method (Easterby-Smith et al., 2018) by looking at the same process in 

different situations. In fact, we aim to provide insights on coordination with the use of ICT 

tools in a crisis context but also believed the data would vary among participants given the 

different variables differing from one team to another. Hence, to ensure data richness different 

revelatory cases were selected providing novel contexts to investigate resulting in high 

potentials for developing new insights about an understudied phenomenon (Langley & 

Abdallah, 2011).  
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3.4 Research purpose 

The goal of this paper is to provide a thorough understanding on coordination activities 

occurring in hybrid workspaces with the use of Information and Communication Technologies 

(ICTs) because of the measures enforced by COVID-19. The limitation of existing research in 

the current literature about this concern leads us to conduct an exploratory study which by 

definition is “a valuable means to ask open questions to discover what is happening and gain 

insights about a topic of interest” (Saunders, Lewis, & Thornhill, 2019, p. 186). Based on the 

paper’s research question, we are more interested in “How” things work or “What” things mean 

given a specific context, hence justifies the application of a qualitative method in this study 

(Guest, Namey, & Mitchell, 2013). In fact, the focus is on the means by which team members 

within organisations go about understanding and constructing their experience (Gioia, Corley, 

& Hamilton, 2012). Aligned with this methodology, unstructured interviews provide the 

desired flexibility and adaptivity to this exploratory research, but also the possibility of 

changing direction as a result of new accumulated data (Saunder et al., 2019). At large, the 

purpose is to understand a social structure or processes to build theory. Figure-2 summarises 

the research process adopted in this study to serve this purpose.  

 

 

 

Figure-2:Research process onion: Ontology, Epistemology, Methodology, and Methods and 

Techniques, based on Easterby-Smith et al. (2018) 
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3.5 Data collection 

3.5.1 Primary data  

An interview is, according to Burgess (1982, p. 107), “the opportunity for the researcher to 

probe deeply to uncover new clues, open up new dimensions of a problem and to secure vivid, 

accurate inclusive accounts that are based on personal experience.”. Semi-structured interviews 

with open-ended questions have been used in this study when collecting qualitative data. Open-

ended questions were made in order to get elaborated answers which cannot simply be 

responded to by “yes” or “no”. When conducting semi-structured interviews, a plan or guide 

was used as a framework, yet the scholars could improve the interviews and the questions 

during the process of research as new themes develop (Makri & Neely, 2021). Indeed, the topic 

guide provided a list of areas that needed to be covered during the course of the interviews 

(Easterby-Smith et al., 2018) but the different situations provided the opportunity to collect 

additional information which could not be accessed in highly structured interviews. Hence, 

such structures permitted the researchers to follow up the initial questions with probes or other 

questions to get further specifications (Easterby-Smith et al., 2018). Thus, semi-structured 

interviews allowed us to get a deeper understanding of the research area, gain new knowledge 

and hence, get a better understanding about the emerging themes and the relationships between 

them (Makri & Neely, 2021). The relevant data was then identified, categorised, and concepts 

were defined for theories to be developed (Easterby-Smith et al., 2018). 

 

The interviewees consisted of employees and managers that have experience in hybrid 

teleworking during the COVID-19 pandemic. 14 individuals from three different organisations 

were interviewed. The participants were given the option to either meet physically or remotely 

with the investigators to be interviewed. Due to the Covid context, and the flexibility that 

certain tools can provide (Zoom, Teams, Skype, etc.), the suggestion for remote interviews 

proved to be essential. Every interview was then recorded with the consent of the informant 

that was verbally cautioned about the purpose of the recording and warned about the deletion 

of the recordings once exploited. Appendix-1 and Appendix-2 constitute namely the GDPR 

Thesis Study Consent Form as well as the GDPR Participant Information Sheet template that 

were sent to the respondents to ensure their privacy. Moreover, the interviews were conducted 

in either English, French, or in Swedish. The interviews that were hence conducted in French 

and Swedish were translated and later transcribed in English. The main reason why all the 
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interviews were not conducted in English was to avoid the language barrier and to make the 

participants feel comfortable when expressing themselves to optimize the development of their 

answers. Hence, two interviews were conducted in English, five in French, and seven in 

Swedish. 

 

At first, general questions about the interviewees’ background and role in their organisation 

were asked in order to not only gain knowledge about each individual, but also create a 

connection and feel more comfortable speaking. Second, the questions focused on the notion 

of proximity the participants could have with the other members of their team and how telework 

could have influenced the latter. Both concepts of visibility and familiarity were covered. Third, 

questions covering the use of ICTs in collaborating from a distance were asked. Lastly, if 

enough time permitted us to ask further questions, additional interrogations were made to make 

use of this opportunity. Appendix-3 includes the integral guide used while conducting the 

interviews.  

 

3.5.1.1 Sampling strategy 

Sampling for a research project consists of choosing a subset of the population based on 

evidence to draw conclusions, which in this case was accessed within organisations. The 

purpose of collecting data via sampling units is to enable the scholars to get an assertion about 

a larger group from which the sample originates (Easterby-Smith et al., 2018, p. 173). The 

researchers thus draw conclusions about the population from the sample (Easterby-Smith et al., 

2018).  

In this research, different sampling methods were used to get access to the population from 

which we expect to draw conclusions. A purposive sampling was used at first because we had 

an idea beforehand on what kind of sample we wanted to access. By definition, a purposive 

sampling is a “form of non-probability sampling design where the criteria for inclusion in a 

sample are defined, and entities are first screened to see whether they meet the criteria for 

inclusion; those entities that meet the criteria are included in the sample” (Easterby-Smith et 

al., 2018, p. 183). The first criterion constitutes selecting adequate organisations that perform 

activities that can be conducted from a distance and are sufficiently digitised. Appendix-4 

provides a description of the companies selected for research. Then, the sampling is made from 

hybrid teleworkers working together as a team within these organisations. This criterion is 
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important for the purpose of studying the coordination among these individuals. Moreover, 

participants with different competences were selected to avoid biased data collection toward 

the use of ICTs. Third, both employees and managers must be selected to provide both insights 

on coordination with other team members. The last criterion constitutes the individuals’ 

longevity in their workplace. Because several jobs have been forced to telework by using ICTs 

during the pandemic, different experiences are likely to occur between the individuals who 

have lived up the transition to telework and the ones who have started to work in such 

circumstances.    

When it comes to choosing which organisation to sample from, a convenience sampling 

method was used meaning the companies were reached by their ease of access (Easterby-Smith 

et al., 2018). After evaluating an organisation’s characteristics to fit in this study, individuals 

part of our personal network working in these organisations were first contacted. In the last 

resort, a snowball sampling was used to reach the last participants in each team. The sampling 

hence consists of teams of two to four participants including both employees and managers in 

three different organisations. Such sampling strategy is expected to provide distinct 

perspectives and insights on the development of coordination among hybrid teleworkers. 

 

3.6 Data analysis 

The very first step of the analysis began with all recorded interviews being transcribed into 

written text and then filed systematically in order to make sure the answers would not get lost 

or mixed with each other. Next, a within-case analysis was conducted in each organisation to 

get familiar with the data and obtain a stand-alone description of each case before confronting 

the cases together. This procedure also allowed to congregate the data inherent in each 

organisation before confronting the themes found from each company. In result, 31 codes from 

the three different organisations emerged as findings.  

 

To analyse the data a cross-case analysis technique was used and a content analysis method 

was conducted to understand and formulate insights from the interviews. A content analysis is 

an approach that aims to draw systematic inferences from qualitative data that have been 

structured by a set of ideas or concepts (Easterby-Smith et al., 2018). Thus, we searched for 

codes or constructs within the collected data to later analyse them using the content analysis 
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method by looking for cross-case patterns between the teams to finally build a theory. In 

practice, such technique results in a first-order analysis derived from the participants’ 

perspectives and terms employed, followed by a second-order analysis derived by the 

interpretation of these perspectives in the form of themes and dimensions (Gioia et al., 2012; 

Langley & Abdallah, 2011; Gehman, Glaser, Eisenhardt, Gioia, Langley, & Corley, 2017). 

Hence, from the codes derived from the within-case analysis, the cross-case analysis resulted 

in 11 themes which led to four dimensions. Arrangements for coding, interpreting, and making 

sense of data, originates from the constructionist epistemology (Easterby-Smith et al., 2018, 

p.223) aligned with our research philosophy approach. Once the coding of the interviews was 

assembled, we had the basis for building a data structure (Gehman et al., 2017) (s. Figure-3). 

However, the latter only illustrates a static representation of a dynamic phenomenon and our 

ultimate goal consists of creating a vibrant inductive model grounded in the data to explain the 

phenomena under investigation (Gioia et al., 2012; Gehman et al., 2017). Therefore, by 

completely immersing ourselves in the data to get familiar with the latter, and subsequently 

making sense of it, we transformed the data structure into a grounded theory model (Gioia et 

al., 2012) (s. Figure-4).  

 

3.7 Quality and trustworthiness  

Quality in qualitative research consists of making sure that the research is trans subjective or, 

in other words, trustworthy. This means that each step of this research must be sufficiently 

justified so the reader can follow each of these steps and be convinced that the researchers’ 

opinions are not involved. Guba (1981) has outlined four aspects of trustworthiness that have 

been labelled with naturalistic terms used in qualitative studies. These include credibility, 

transferability, dependability, and confirmability. Together they aim to assess if the 

conclusions of the research are context relevant, plausible, stable, and free of investigator 

influence (Guba, 1981).  

 

Credibility ensures not being misled by situations influenced by different factors and that 

relevant data for the study is collected. The naturalist approach recognizes that multiple realities 

exist in people’s mind, thus, to establish the truth value it is essential to test the findings and 

interpretations with different sources (Guba, 1981). In this paper, the data is collected from 

teams composed of different members holding different roles and status. The data is hence 
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tested by doing “member checks” to avoid misleading interpretations, meaning that the 

information is tested with members of relevant data source groups (Guba, 1981). Additionally, 

an establishment of structural coherence is performed to ensure the testing of every 

interpretation against all others to assure there are no contradictions or internal conflicts (Guba, 

1981). Contradictory data coming from different sources or different interpretations is further 

analysed and interpreted.  

 

Transferability consists of making hypotheses to assess if the findings from one context are 

held to be true in another. In other words, instead of assuming that truth statements are context-

free and hold in all time and places, the naturalist studies the similarities in the results which 

occur in different contexts. Henceforth, if two contexts are similar enough, the assumption that 

the findings from one context can be transferred in the other context holds (Guba, 1981). 

Because situations can be unique and individuals may behave in a given context, this study 

aims to select participants who do not perform the same activities in organisations operating in 

different industries. This permits us to assure that the findings do not become generalized 

because of a selection bias, and instead identify similarities in different contexts. Moreover, a 

purposive sampling is used to maximize the range of uncovered information and permits to 

decipher what is important and relevant to the study (Guba, 1981). 

 

Dependability refers to the consistency of the instruments used to capture data. Believing in 

multiple realities, naturalists use humans as instruments thus there is a risk that these latter 

change because of evolving insights or sensitivities (Guba, 1981). The concern is thus over the 

stability of the data which can be destabilized by the different realities. To ensure dependability 

in this study, we separately collected the data from the different sources to finally compare and 

consolidate the results at the end. Then, frequent discussions occurred in analysing the data and 

synthesizing the empirical findings to build theory.  

 

Confirmability ensures that the researchers are aware of the role of their own predispositions 

when they use themselves as instruments and understand the multiple realities that they 

encounter (Guba, 1981). Naturalists shift the burden of neutrality from the investigator to the 

data requiring evidence of confirmability of the data produced. To that purpose, we assured to 

be both present in the coding process when analysing the interview transcripts following active 

discussions to avoid misleading trajectories. The neutrality and objectivity were also assured 
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in the formulation of the questions for the interviews, aiming to not lead the participant in a 

certain direction and provide enough openness to expose his or her perspectives. 

 

3.8 Ethical considerations 

When doing research there are certain principles scholars need to consider. Ethical 

considerations are fundamental for the protection of the participants to assure harmless 

intentions by the researchers. Easterby-Smith et al. (2018) list ten ethical principles provided 

by Bell and Bryman (2007) that have been considered in this research.  

 

The first six principles in table-2 concern ensuring the protection of the research participants’ 

interests, whereas the following four principles guarantee the protection of the research 

community’s integrity (Easterby-Smith et al., 2018). Such integrity is verified by making sure 

that there is no bias in the result of the research and hence, an accuracy in the result (Easterby-

Smith et al., 2018). To ensure the protection of the research participants, the first six principles 

have been considered. First, to guarantee no harm came to the informants, we provided them 

detailed information about the purpose of the study and made sure that they fully understood 

how the collected data will be processed and stored. Second, the subjects’ dignity was 

preserved by protecting their interest from bodily to psychological to cultural integrity. Third, 

the participants were given informed consent and the possibility to remain anonymous, as well 

as their organisation, to protect their privacy. Accordingly, the participants were also provided 

with information regarding how their data would be processed by providing them General Data 

Table-3: Key principles in research ethics. Adapted from Bell and Bryman (2007) by 

Easterby-Smith et al. (2018, p. 251) 
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Protection Regulation (GDPR) statements before the interview, to make sure they felt 

comfortable with the process (s. Appendix-1 and Appendix-2). Moreover, the interviews were 

recorded to avoid defamation and to assure the exactitude of transcription. The recordings were 

made with the permission from the participants, and the collected data was treated with caution 

to ensure confidentiality. Consequently, we have assured the informants that no harmful data, 

or any information that could jeopardise their privacy, dignity, or anonymity, would be 

published. Lastly, all recordings were later deleted to avoid any misuse or harm toward the 

participants’ confidentiality. Next, we have also considered the last four principles present in 

the list to ensure the protection of integrity of the research community. These were assured 

with a thorough reflection on the choices of methodology, and methods and techniques applied 

to make sure that the purpose of the study would be achieved. All sources and methods used to 

conduct this study are mentioned in this paper. Furthermore, the communication about the 

purpose of our research was made clear from the start to attest our transparency and honesty, 

and to avoid any misunderstanding. Accordingly, no voluntary false reportation or misleading 

findings were made to reach that purpose and our philosophical standpoints were pronounced 

in the methodology. 
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FINDINGS 

 

This chapter illustrates the empirical findings of our research. The latter is structured based 

on the themes and dimensions obtained from the data structure after analysis. Accordingly, the 

findings form the foundation for further discussion and the building of theory to answer the 

research question. 

 

 

The findings are the result of analysis from the data collected from three different organisations. 

To gather information on these latter, secondary data including information on the companies’ 

background published on LinkedIn or on their own website were used, but also any relevant 

materials issued by the companies such as reports. These sources of data collection were 

estimated to provide an accurate representation of the things they are supposed to describe, 

hence, to provide sufficient quality and credibility of information (s. Appendix-4). Even 

though these organisations perform in different industries, they all are international 

conglomerates involving hybrid teleworkers. Hence, the companies are present in different 

geographical locations with employees accustomed with the use of ICTs to operate from a 

distance when required by the tasks. Even though the composition and size of teams are not 

always steady and can evolve through time, they were generally composed of four to ten hybrid 

teleworkers from which two to four participants were selected in this study. As outlined in the 

methodology, the findings have been arranged in the form of a data structure following Gioia 

et al. (2012). Figure-3 illustrates the structure of our findings that resulted from data analysis. 

The quotes serve as examples to illustrate the codes derived from the within case-analysis made 

from each organisation. The themes and final dimensions are the result from the cross-case 

analysis made between the codes. 
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Figure-3:Structure of findings - Part 1 
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Figure-4:Structure of findings - Part 2 
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4.1 Visibility in time and space 

4.1.1 Information richness shared in the same place at the same time 

The findings emphasise that body language is one major element that is lost in the transmitting 

of information when working remotely and communicating online: "We can also look in the 

eyes of the person you are talking to which translates into a response from that person." 

(Company A, respondent 6, team a3). According to the participants this decreases the richness 

of the shared message and hence makes it more difficult to ensure a complete transmission of 

information. In fact, the absence of visibility on each other's body language can preclude 

certainty that everyone has understood the information correctly. What is more, the visibility 

of team members is open for interpretation when they are united in the same space. 

 

"Then I think it's harder to read body language and such parts”; "Precisely because 

the body language disappears digitally.". Company C, respondent 12 (team c1).  

 

"Whereas in the office in a room we can physically observe the whole body language 

and that can tell much more than only when seeing each other's faces.". Company B, 

respondent 9 (team b). 

 

Generally, collaborating through ICTs blurs the comprehension of other members’ state 

because of this lack of visibility. Moreover, the available options provided by ICTs in making 

someone less visible from a distance can make one question whether or not people are actively 

participating or listening to what is discussed in the meeting. For instance, working remotely 

and communicating through ICTs gives the option to ignore messages, disconnect the camera, 

or decline calls: “[...] there is this possibility of ignoring the messages on chat when working 

from a distance." (Company A, respondent 6, team a3). Options that are not possible when 

communicating in person.  

 

"When teleworking you can also easily pretend to be working correctly but in fact you 

are not doing that much.". Company A, respondent 1 (team a1).  

 

"At home I can choose. [...] if I sit at home and someone calls, I can decline the call.". 

Company C, respondent 11 (team c1).  
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Although the information shared remotely, hence in different spaces, is often more direct and 

straightforward compared to information shared in physical proximity, these characteristics are 

not always desired by the participants depending on the situation e.g., when giving feedback. 

Thus, the participants may have preferences in choosing an adequate space and time to share a 

specific information.   

 

"When communicating virtually it goes straight to the point whereas at the workplace 

you can transmit information indirectly by going to your colleague and maybe ask 

“have you checked this?””. Company A, respondent 3 (team a2). 

 

"I think it is less impersonal to do it face-to-face because with body language the person 

receiving the feedback will be less likely to take it in an undesirable manner (if it is 

feedback that is difficult to give).". Company A, respondent 1 (team a1).  

 

Furthermore, the participants also highlighted a higher quality and quantity of information 

when shared in a physical space with team members at proximity. The transmission of 

information is perceived to be improved when sharing face-to-face compared to remotely. 

Hence, because of this speed in sharing information when physical interactions can occur, 

collaborations demanding a higher level of creativity are likely to occur when team members 

can meet physically.   

 

"So workshops are easier to have physically because then we can sit together and 

brainstorm ideas and are not hindered by the fact that we are behind in the use of digital 

tools.". Company C, respondent 12 (team c1).  

 

"When you write on Teams it takes more time to get an answer compared to when you 

are together in a room, so it’s quicker at the office.". Company A, respondent 4 (team 

a2).  

 

4.1.2 Limited communication filtered by virtual specificities 

ICT tools are used by team members to share and communicate with each other, both directly 

and indirectly, when teleworking. Although it is manageable, all three companies in this study 
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experience some limitations in communicating through ICT tools compared to face-to-face 

communication. Giving and receiving feedback is one form of communicating a message. 

Feedback is something that all respondents believe is best done face-to-face to decrease the 

risk of misinterpretation especially if it has negative connotations. Feedback through a digital 

meeting is acceptable whereas written feedback has a higher chance for misinterpretations 

according to the respondents.  

 

"I think written feedback is more difficult because you can have a lot of clarifying 

questions like what do you mean by that which you can't ask directly if it is written.". 

Company B, respondent 10 (team b). 

 

"It is important to keep in mind when giving feedback, that you try to give it orally, via 

an online meeting if it does not work in reality, so that you can talk about it so that it 

does not land wrong". Company B, respondent 7 (team b).  

 

Another limitation in communication through ICT tools that respondents have experienced is 

that they perceive the sharing of personal information to be more difficult remotely. Indeed, 

during informal remote meetings respondents "can discuss informal stuff such as what we have 

done during our weekends etc. Often people don’t talk much though." (Company A, respondent 

3, team a2). Moreover, spontaneous questions or thoughts do often seem to be sifted out. This 

usually relates to the virtual transaction costs, i.e., the effort to engage in a communication 

through ICTs, which team members must make to dialogue.  

 

"Then we discovered that the step to reach out to someone like that via slack or email 

is bigger than going to someone directly in the office". Company B, respondent 7 (team 

b). 

 

Interestingly, a reason why communication through ICT tools when teleworking is limited 

relates also to individuals’ increased contemplation about time. The respondents consider the 

importance of the message they want to communicate before reaching out to someone, starting 

a conversation, sharing information, and asking questions. Hence, reaching out to someone is 

considered as disturbing and it creates a feeling of stealing someone’s attention and time when 

working remotely, while doing this at the office is not something they think about.  
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"When you are at the office sometimes you don’t think about it, you just ask what you 

need, you are not completely conscious of the time it takes from the other person." [...] 

You ask yourself “do I really need to bother for this or not?”"; "Now it has become 

robotic, we cover all the topics in the meeting and the participation has drastically 

decreased and people participate only when it is necessary.". Company A, respondent 

3 (team a2).  

 

"It feels more like disturbing someone when you contact someone that way when you 

are sitting at home than when you were in the office and just walked by."; "You do not 

call a person for that chit chat if you may not be very close with that person and work 

with it all the time.". Company B, respondent 8 (team b).  

 

4.1.3 Flexibility of ICTs for proximity 

In hybrid telework, coordinating work remotely and physically is supported by the use of ICTs. 

Thus, ICTs can help members keep track of assignments completion, divide the work, store 

information, and make schedules visible for team members to show availability and online 

status: “[...] those documents are available for all colleagues so we can regularly check with 

which steps an administrator has already done and reach those steps that are still to be done" 

(Company B, respondent 9, team b). Globally, ICTs permit coordination by providing further 

visibility on teams’ progress and keeping track of what other members do, but also by 

transferring and storing knowledge useful for completing the tasks. 

 

"I think the difference is that now that we work more digitally, we have divided it up a 

bit. Say I'm in charge of project X and I'll do everything I can and then send a draft to 

my colleagues.". Company C, respondent 11 (team c1). 

 

"I can even access documents from the previous years which has permitted me to take 

some documents as an example for the tasks I have to do.". Company A, respondent 1 

(team a1). 

 

ICTs make it possible to connect and communicate with individuals and teams from a distance. 

All three companies mean that this flexibility provided by the ICTs, and also its increased use 

during the pandemic, has made it easier to connect with members from other locations. 
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However, while such accessibility could permit a team to gain in size, the findings reveal that 

a common understanding between members is easier to be established when the team remains 

relatively small. 

 

"So the team size and the fact that he had enough time to grant us permitted this common 

understanding was established quickly. [...] Because now the team is bigger, we have 

more work to do, and our supervisor does not have as much time to give us compared 

to before.". Company A, respondent 3 (team a2).  

 

“Since we are not that many, it has worked well to get an understanding and work on 

it anyway.”. Company C, respondent 14 (team c2). 

 

Another flexibility provided by the use of ICTs that has been emphasised by the participants is 

their option to choose what ICT tool to use when sharing different types of information. Hence, 

team members can decide when to use phone calls and when to use email or text messages 

when communicating depending on the type of information they want to share. It was also 

revealed that depending on who the receiver is, and the number of receivers also impact the 

choice of ICT tool to use when sharing information. 

 

"We have information that may not be shared digitally, and that information may be 

called and told to that person in that case.”; "We only use this WhatsApp chat in that 

case. It replaces this spontaneous talk in the office.". Company C, respondent 14 (team 

c2).  

 

"There will not be much communication via phone calls or text messages. But it depends 

a bit on who it is. Some colleagues text with you and some do not.". Company B, 

respondent 7 (team b).  

 

Finally, the use of ICTs does not only make the members less visible in a visual way, but it can 

also make the roles and status of the members less discernible. Accordingly, the respondents 

from company A and C experience teleworkers to appear on the same hierarchical level 

compared to physical settings where roles and status are more evident and maintained.  

 

"When it comes to informal leaders, in a way, it may fall away a bit at a distance.". 
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Company C, respondent 12 (team c1). 

 

"In meetings held physically you cannot hide; you must be there on time and you have 

certain status to maintain. There are more efforts that must be made.". Company A, 

respondent 3 (team a2).  

 

4.2 Structured virtual coordination in space 

4.2.1 Recreating informal setups in time and space 

The reaching of a common understanding is desirable for teams in order to succeed in projects 

and reach common goals when working together. Findings reveal that a lot of problem solving 

and knowledge sharing towards a common ground takes place at the workplace through 

spontaneous chats between meetings, through small talks at the coffee machine, or through 

discussions over lunch in the cafeteria.    

 

"Also, when you are at the workplace you are going to eat with your colleagues, or have 

a coffee, and a lot of information is shared during those moments. This helps to get the 

common understanding on what the team does, especially with bigger teams.”; "I had 

like a mentor with whom I could often informally discuss with to learn more quickly 

what my job consisted of. So this proximity I had was much appreciated". Company A, 

respondent 3 (team a2).  

 

"Although to some extent when you take a coffee or a lunch, and deal with tasks, you 

can also be social.". Company C, respondent 13 (team c2). 

 

Accordingly, when teleworking the spontaneous chats and informal environment (i.e., 

environment that is not primarily dedicated to work activities) disappear. However, the findings 

show that to keep this social aspect teams try to recreate this atmosphere remotely and hence 

mimic the company culture from a distance.  

 

"In the first couple of months it was more like trying to replicate what we were doing 

in person and do it online. So it was a lot of old behaviours that we used to translate 

into the online space.". Company B, respondent 10 (team b). 
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"Concerning remote work, the ICTs permit us to reproduce what we have in physical 

meetings."; "with colleagues when working remotely it happens that we do a virtual 

coffee to get out of the professional environment and be more personal.". Company A, 

respondent 5 (team a3). 

  

The informal conditions are important to strengthen the relationships between the team 

members but more generally to share information enabling a certain cohesion within the group 

and common understanding. Hence, the social bounding must be kept in space and time for the 

team to keep its rigidity and perform as a collective. 

 

"It's easy to become almost too professional when you have digital meetings and you 

only talk about what you are going to talk about and not this small talk to get to know 

each other better.”; "If we do not have a meeting booked for the day, we usually book 

something just to see each other and talk a little.". Company C, respondent 12 (team 

c1).  

 

"Another important aspect is the life with colleagues and team members outside the 

working environment (coffee breaks, lunch time, activities) that are extremely 

important and permit us to transmit information that would not be transmitted in other 

setups.". Company A, respondent 5 (team a3). 

 

4.2.2 Organised and structured methods of teleworking 

Coordinating remotely can be challenging without guidelines and organised methods. The 

participants in this study refer to guidelines for online communication, digital work structure 

and organised digital meetings as fundamental methods to be efficient when coordinating work 

within the team. Regarding online communication it is evident that individuals have different 

communication styles which indicate the importance of guidelines and a general consensus on 

how, where, and when to communicate online.  

 

"Because in our organisation and in our work culture it is not common to call people."; 

"So if I really needed to talk to someone right away, I would call that person. And if my 
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manager calls me, I know that she needs me to answer now.". Company B, respondent 

10 (team b). 

 

"There we have actually structured and said in our team which channels to use for 

what.". Company C, respondent 12 (team c1).  

 

Regarding meetings that take place remotely, it has shown that it is common to have a planned 

agenda to strictly follow and a high focus on only job-related topics. A major reason for this 

has been revealed to be the timeframe that the majority is keen to keep. Hence, remote meetings 

are viewed as more focused since those have become more organised and structured compared 

to physical meetings at the workplace. 

 

"What is positive about working remotely is that there are much more focused meetings. 

Meetings in the office often take longer and are not as effective."; "I think that physical 

meetings in the workplace need to be more structured than they are. [...] I have learned 

that it is incredibly important to have it that way if you have a digital meeting."; "Digital 

meetings have greater demands on structure. This means that people may not tend to 

break off the agenda in the same way.". Company C, respondent 13 (team c2).  

 

"But now it is more like you have an agenda, you have one hour and you want to stick 

to the timeframe.". Company B, respondent 10 (team b).  

 

Although timeframes can make remote meetings more efficient, it can also create limitations. 

Accordingly, the strict agenda does not always leave room for spontaneity, often restricts one 

conversation at a time, and the set time frame is not always long enough to go through questions 

that may arise during the meeting.  

 

"I think that you might also learn to be a little more efficient [remotely] and that you 

might get a little more to the point"; "[at the workplace] You might have really needed 

to follow up with some short questions later."; "But it is clear that it may be more 

difficult to be able to ask those short follow-up questions [online].". Company B, 

respondent 8 (team b).  
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"Another aspect is that in a virtual meeting there can only be one conversation at the 

time. In face-to-face meetings you can have several which helps to get this common 

understanding. For example, many questions will not be asked in a virtual meeting 

compared to a physical meeting.". Company A, respondent 3 (team a2).  

 

4.2.3 Mapping objectives with recurrent team updates  

Being aware of what other members of the team are doing, what tasks they are working on, and 

how projects proceed, can increase team cohesion and the common understanding of what 

objectives the teams are working towards. The participants mean that updating each other on 

work progress takes place spontaneously at the office. Thus, it is easy to walk to each other's 

desk and simply ask questions, give each other small hints, or updates of projects when 

physically working together. This possibility no longer exists when working from a distance. 

Hence, the spontaneous updates have changed into more planned and structured ones in order 

for them to happen among hybrid teleworkers. In other words, update meetings become part of 

their routine.  

 

"Concerning the weekly meeting it helps for everyone to know about the progress of the 

concerned project". Company A, respondent 2 (team a1).  

 

"We have a meeting every Monday at 9.30 with everyone and then we have a team 

meeting every week.". Company B, respondent 7 (team b).  

 

"Then we also have a team meeting this week to stay updated within the team and keep 

track of what is happening.". Company C, respondent 12 (team c1).  

 

Accordingly, all respondents have in common organised routines in the form of update 

meetings to keep track of each other's work progress. Company A also discusses how these 

routine meetings can increase the feeling of belonging to a team which in return improve 

members’ motivation. 

 

"So yes, the routines are essential, and if we don’t have the people around us to motivate 

and challenge us, we would stagnate. [...] without them we are no longer in contact and 
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we would lose the feeling of being part of a team.". Company A, respondent 6 (team 

a3).  

 

"They permit you to stay connected with your job. [...] When working remotely, you can 

feel detached. So the routines help to stay attached.". Company A, respondent 3 (team 

a2).  

 

Regular updates are essential to make individual advancements visible to the team which in 

return permit a common understanding on the directions the group is leading in their collective 

performance. Henceforth, the establishment of objectives and updates in time is essential to 

coordinate work.  

 

"We have started sending out a newsletter to our management to show what is 

happening and to keep especially the managers higher up more informed about how it 

simply goes. Things that are not visible from us otherwise.". Company C, respondent 

13 (team c2).  

 

"I think people need some kind of structure and routine to know what to do. [...] it can 

be good to set a process so that it becomes easier to set goals that everyone follows.". 

Company B, respondent 9 (team b).  

 

4.3 Familiarity and trust in hybrid telework 

4.3.1 Inter-member familiarity strengthening collaboration 

Inter-member familiarity here refers to the level of familiarity developed between members of 

a team essential to reinforce the collaboration between these latter. Indeed, to efficiently work 

from a distance trust between teleworkers has to exist for the alignment of tasks completion 

and coordination. The findings support that the building of trust is related to the familiarity 

developed between the workers. Surprisingly, the distance between them does not constitute a 

barrier for familiarity to be developed. 
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"I would say that I have developed a familiarity with all of them. I have actually 

developed a stronger familiarity with some people working from a distance than some 

I meet physically.". Company A, respondent 6 (team a3). 

 

"What I can say is that we have colleagues in Finland, Denmark and Norway as well. I 

have come much closer to them as we all have the same way of communication now.". 

Company C, respondent 11 (team c1).  

Hence, the required level of familiarity between workers cooperating in different space and 

time can be obtained for the accomplishment of common objectives. What is more, the 

interpersonal knowledge that team members have of each other helps to facilitate their 

collaboration when it occurs remotely.  

"It will be easier to cooperate in the future when you know how the person is acting.". 

Company C, respondent 14 (team c2). 

“When I met him, we went out for dinner a few times and had time to get to know each 

other. After that, our efficiency at working remotely drastically increased because when 

we exchanged emails, we could mention some inside jokes.”. Company A, respondent 

6 (team a3). 

Regarding the development of trust, the participants esteem that the latter is not optional and 

thus must have faith in the progress of their colleagues to reach the team’s objectives. However, 

it also appears that the process of relying on other teammates may take longer remotely. Thus, 

it can be assumed that as for familiarity the building of trust is accelerated with the proximity 

of the workplace. 

"Maybe from a distance it is a bit more frustrating. At the end you know the tasks must 

be done, so everyone must do their job.". Company A, respondent 2 (team a1). 

“So in some way that may not have to do with the tasks but trust and some kind of 

deeper commitment that you get from each other when you have seen each other.". 

Company C, respondent 13 (team c2). 

Thus, although the familiarity between team members may not be interfered with in space, the 

building of trust seems to necessitate the proximity of the workplace or more time to be further 
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reinforced. This fact may also explain the consensus on the difficulty of new member inclusion 

from a distance: “[...] with a new colleague the notion of trust is influenced, in particular with 

someone I haven’t met before." (Company A, respondent 4, team a2).  

"It has been very difficult also especially for new ones for those who may feel resistance, 

or they feel insecure to make this contact with people you have not worked with.". 

Company C, respondent 13 (team c2). 

In conclusion, the proximity team members can have at the workplace provide the adequate 

parameters for familiarity to develop rapidly. Trust is then reinforced with the connection and 

knowledge individuals have of each other. However, while a virtual barrier may limit the 

building of trust, the construction of familiarity on a cognitive level reveals to be sufficient for 

tasks accomplishment in the context of work. Hence, trust may also be built upon more 

informal setups and experiences shared between members, in other words on an emotional 

dimension. Therefore, new team member inclusion can take longer from a distance due to the 

formality of the virtual environment impeding trust to develop rapidly. Nonetheless, sufficient 

familiarity and trust is provided when teleworking for the coordination of work to function.  

 

4.3.2 Difficulty of inclusion remotely due to sparse familiarity construct 

As previously indicated, new team member inclusion reveals to be challenging from a distance. 

However, in hybrid setups the feeling of group inclusion remains, meaning that team members 

still feel united as a group when some members work at the workplace and others from a 

distance: “[...] when we divide it up during meetings with some being in place and some online, 

I still feel included and that I get as much as those who are in place." (Company B, respondent 

8, team b). Here, the ICTs play an important role of linking members from different 

geographical locations. However, technical problems, or the limited capacities of ICTs, reveal 

to impede at times the inclusion of every member: “[...] it becomes complicated because 

technical problems can arise and disturb the meeting (sound problems in the room, the 

projector that doesn’t work).” (Company A, respondent 1, team a1). The findings show 

different results depending on the organisations meaning that different resources and usage of 

the ICTs under hybrid conditions may influence group inclusion.   
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"This is difficult with a hybrid. If three people are sitting in the office and one is sitting 

at home, then it becomes difficult to hear and the person sitting at home is often 

forgotten". Company C, respondent 11 (team c1).  

What is more, a feeling of exclusion under hybrid conditions can not only be felt during formal 

meetings as mentioned, but also under less formal circumstances where team members being 

at proximity share things together while members working remotely miss these opportunities.    

"I would say if everyone were working at the workplace and shares things together and 

few people telework there can be a problem of visibility.". Company A, respondent 5 

(team a3). 

Finally, an important aspect to mention regarding the inclusion of team members is also the 

matching personalities that facilitate the collaboration between them. The findings reveal that 

even though the proximity between individuals is an influential factor for coordination to 

function, the familiarity and bounding related to personal characteristics appear to also play a 

significant role. 

"[...] with a close team member I feel much more flexible and spontaneous I would say". 

Company B, respondent 9 (team b). 

“I had two members of my team that did not get along well, and such remote setups 

could sometimes encourage misunderstandings and create potential problems”. 

Company A, respondent 5 (team a3).  

To conclude, hybrid telework may have some limitations in terms of team member inclusion. 

The lack of visibility of other members appears to not only rely on the capacities of ICTs but 

also exclude teleworkers from shared experiences by the group. However, even though there 

appears to be some limit to the social aspect in hybrid setups, it does not necessarily mean that 

an extensive social connection between members is needed for a collective performance even 

though it strengthens the familiarity between members.    

 

4.3.3 ICT tools to support trust from a distance 

Because the building of trust appears to be influenced by the distance between individuals, 

further examination is needed to understand how the latter consolidates but also how team 
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members manage to coordinate their work by overcoming the scepticism or reinforce 

confidence between them. The findings reveal that team members essentially base their trust 

on other colleagues’ capabilities in completing their tasks in time. 

“Then it is obvious that a new person I have never worked with before I have to get to 

know, and that person must show that he or she is reliable. But it does not matter if it 

is at a distance or if you are seen physically.". Company C, respondent 14 (team c2). 

"It feels good to be seen as a reliable employee because then people trust you and there 

will be no issues if you want to work remotely because they know that you will do the 

work.". Company B, respondent 10 (team b). 

Thus, when working remotely the construction of trust seems related to a certain level of 

autonomy in the completion of tasks for the collective performance. Then, recurrent updates 

on individuals’ progress through meetings reveal to be essential for a common understanding 

on the advancement of work toward the group’s objectives. 

"What has been very important is to decide who is responsible for what. Mainly 

responsible and partially responsible so that nothing falls between the chairs. [...] We 

have our weekly meetings, and we coordinate and we follow up on what we do.". 

Company C, respondent 13 (team c2). 

"We have weekly meetings where people report what they have been up to. It is enough 

for me.”. Company B, respondent 10 (team b). 

However, autonomy also results in higher responsibilities for team members, and managers 

may use monitoring tools to bridge the uncertainties. Hence, even remotely is the visibility of 

other members’ progress essential for coordination to occur and assure the reliability of the 

members in completing their tasks. While organisation B and C rather based their trust on the 

responsibility of each member, managers from company A would use some monitoring to 

assure to meet the deadlines. 

"Then there is something that supervisors know which is if the person is reliable, if he 

or she can be trusted in terms of work delivered and thus if she or he has enough 

autonomy or not.”; "provide the necessary autonomy which can be translated into a 
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trust and empower the person in doing the necessary tasks.". Company A, respondent 

5 (team a3). 

"I would say no, but in any case you must do some monitoring. [...] Many people do not 

like this monitoring. To us it helps to bridge the distance, and when working from a 

distance there is this mindset of not doing anything.". Company A, respondent 6 (team 

a3). 

Indeed, ICT tools reveal to be necessary for the visibility of others’ progress when the 

proximity between the workers cannot be met, meaning that in addition to the team meetings 

recurrent updates from team members are shared through ICTs. The findings in fact show that 

there is a natural feeling or need in updating the workload when proximity cannot be met to 

show to the other members the contribution to the team. 

"I feel the need to make my work visible because I don’t want my supervisor to think 

that I’m not working.". Company A, respondent 1 (team a1). 

"Yes definitely, but I guess it is a natural need. We want to make sure that everyone 

knows that I am contributing to the teamwork". Company B, respondent 8 (team b). 

To summarise, when the proximity between team members at the workplace cannot be met 

when collaborating from a distance, ICT tools are essential to provide the required visibility on 

each other’s tasks in a collective performance. Team members often feel the need to make their 

work visible to the group to show their progress toward the common objectives but also their 

contribution to the team. The reliability or level of trust that team members have on each other 

is correlated with their performance in achieving their tasks in time, and thus the degree of 

autonomy that each will be provided. Because autonomy also translates into a certain form of 

responsibility, ICTs can help through monitoring by providing a higher degree of visibility, 

reducing the weight of this responsibility, and bypassing the uncertainties in individual task 

performance.  

 



49 

4.4 Individual needs for balance in hybrid telework 

4.4.1 Personal balance in optimising hybrid telework  

As previously introduced, matching personalities between members facilitates the 

collaboration and strengthens the familiarity between them. Nonetheless, the need for social 

interactions appears to be part of the personal and cultural order, hence not every individual in 

a team feels the need for this proximity.         

"For me the transition was not particularly difficult to experience because I am more 

of a home-person"; "I don’t have the feeling or the need to create contacts with other 

employees at work.". Company A, respondent 3 (team a2). 

"[...] some members of the team having a culture from the south, if I may say so, often 

missed the physical contact with the other members of the team. This then impacted the 

communication between the members of the team overall.". Company A, respondent 5 

(team a3). 

What is more, the calm environment that can be obtained from a distance often appears to help 

workers to have a better focus on their tasks: "On the other hand, you get more concentration 

at home, you get calm because you are not disturbed." (Company C, respondent 13, team c2), 

which could also be beneficial in urgent situations where stress is usually more expressive at 

the workplace. However, the availability of other team members and interactivity that can be 

essential in high-priority circumstances is usually more obtainable at the office where the 

proximity between the members can be assured. 

"When working remotely, [...] It will be less interactive and with less participation, 

even in urgent situations, because we can’t talk at the same time online which is 

possible in real life.". Company A, respondent 6 (team a3). 

Hence, the findings reveal that team performance from a distance depends on the different 

situations that the team is facing but the individual efficiency does not seem as much affected 

by the distance, and the results even emphasise that the tranquillity obtained from home can 

boost individuals’ productivity. However, after a period of time self-isolation from the team 

results in fatigue because of the virtual structure and methods of work adopted when working 

remotely. 
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"But now it is very common for meetings to end at the last minute and then the next 

meeting begins at the same minute". Company C, respondent 13 (team c2).  

"Now we switch from one meeting to the other in a click quickly which has the 

suffocating aspect of chaining meetings.”; "When they are working from a distance 

they will push to the last minute and switch from one meeting to another instantly.”; 

"Another thing, even worse, is to work in parallel for example during meetings". 

Company A, respondent 6 (team a3). 

Thus, even though a certain level of individual efficiency and productivity can be obtained and 

even increased from a distance, through time the latter seems to decrease because of the work 

overload that telework induces and the absence of the conditions provided by the workplace 

with the proximity of other members. Therefore, the conditions provided by hybrid telework 

appear to provide an optimal balance in fulfilling individuals’ needs to perform. 

"It’s important to find this balance in terms of productivity and this balance [hybrid 

telework] fits well to me.". Company A, respondent 3 (team a2). 

"Now when [hybrid telework] is blended, it is probably what works better for me.”. 

Company B, respondent 10 (team b).  

Some respondents even highlight a change in attitude and mentality since the adoption of 

hybrid telework pushing to be more focused and efficient at the workplace. 

"But even now when you are back in the office, people have a different attitude than 

before. When you are in the office now, you have to be very efficient.". Company C, 

respondent 13 (team c2). 

“The main difference is that before covid it was not generalized, only certain teams, 

staff, or people working with a certain boss could work from a distance. Then with 

covid it has been more morally accepted with anyone.”. Company A, respondent 2 

(team a1).  
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4.4.2 Necessities for efficient telework 

Even though working from a distance appears to have some benefits on productivity, there are 

different parameters that need to be considered for this efficiency to occur and thus 

coordination between members to function. According to the findings, personal experience in 

teleworking as well as the competences in using the ICT tools constitutes one of them. 

"To me the transition to telework when COVID started to have an impact was very easy 

thanks to my experience.". Company A, respondent 6 (team a3). 

"Also in terms of competence, we did not have everything in place. [...] It took a lot of 

time just to make things work.". Company C, respondent 13 (team c2). 

Another parameter comprises the technical resources for the tasks to be accomplished. For 

workers to perform a collective performance from a distance, each individual needs the 

adequate equipment to be able to do his or her part of the job. 

"The technical services had to provide an efficient system (laptops with all the software 

needed) to work from a distance.". Company A, respondent 2 (team a1). 

"[...] also make sure that you have the conditions to be able to work well from home as 

well.". Company C, respondent 12 (team c1). 

Ultimately, the last parameter to adjust to telework relates to the very nature of the job. Some 

jobs or tasks may necessitate the proximity between team members more than others in order 

to be achieved. This can also be related to the degree of autonomy that individuals can have 

within their team. Thus, the adoption of hybrid telework remains limited to the nature of the 

job or tasks to be coordinated between distant team members. 

"[...] teleworking has not been very difficult for me because my work can be done online 

so writing reports, organising information, making calls". Company A, respondent 4 

(team a2). 

"The physical products we work with are taken care of in our warehouses for us. It was 

a task that became difficult to solve when we started working remotely. [...] So it was a 

task that physically could not be done because we were not in the office.". Company C, 

respondent 14 (team c2). 
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DISCUSSION 

As disclosed in section 1.3, the purpose of this research consists of identifying how members 

of teams create proximity in hybrid configurations to perform a collective performance. This 

section hence aims to support our findings with existing knowledge and background on 

coordination to answer our research question. Lastly, a model interpreting the findings on the 

emergence of proximity is presented. 

 

 

As cited in part 3.6, the data analysis resulted in 31 codes from which 11 themes have been 

derived and four dimensions. Figure-3 illustrated a static representation of a dynamic 

phenomenon; hence the purpose was to make sense of the data by transforming the data 

structure into a grounded theory model (Gioia et al., 2012). Therefore, Figure-4 represents the 

outcome of this intention by outlining how the emergence of proximity manifests in teams of 

hybrid teleworkers. The last dimension 4.4 Individual needs for balance in hybrid telework 

lays the foundation of the model representing the essential conditions for hybrid telework, and 

thus the coordination between members, to function. 4.2 Structured virtual coordination in 

space goes deeper into the specificities of hybrid telework when co-location between every 

individual part of the group cannot be met. 4.1 Visibility in time and space and 4.3 

Familiarity and trust in hybrid telework represent the two interrelated facets of proximity 

and their characteristics for coordination to take place. Thereby, the conditions for coordination 

i.e., Accountability, Predictability, and Common understanding (Okhuysen & Bechky, 2009), 

are covered in this section to explain how coordinating mechanisms related to proximity 

manifest in hybrid telework enabling those conditions. 
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Figure-5:Model on the emergence of proximity in hybrid telework 

 

5.1 Conditions for coordination in hybrid telework 

It is known that organisational dynamics, such as transitioning from the workplace to telework, 

or adopting hybrid configurations of work, can disturb coordination and thus implies 

individuals and groups to recreate integrating conditions for coordination (Okhuysen & 

Bechky, 2009). The adaptive mechanisms, or organisational arrangements, for at least one of 

the three existing conditions to develop refer to coordination mechanisms. These latter are 

dynamic processes, meaning one mechanism can substitute or cumulate another (Bouty & 

Drucker-Godard, 2018). This section focuses on the conditions for coordination that proximity, 

and related mechanisms, has permitted to erect in teams of hybrid teleworkers (s. table-1). 
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5.1.1 Accountability 

The results emphasize that accountability can be achieved from different mechanisms under 

hybrid conditions. Firstly, the organised and structured methods of work established under 

telework keeps their rigidity no matter the members’ location because of the reliance on ICTs. 

The use of technologies permits to interact, align co-workers’ work, and create shared 

meanings within teams (Okhuysen & Bechky, 2009). In fact, coordination mechanisms are 

increasingly embedded in information systems (Claggett & Karahanna, 2018; Baralou & 

Dionysiou, 2021). The setup of guidelines, planned agendas, or organised digital meetings form 

examples of methods that have become structured because of the nature of ICTs used to align 

work and enable a standardisation of contributions (Cardoso et al., 2019). Interestingly, such 

nature can come with limitations and influence other conditions for coordination. Here, because 

of the timeframe of digital meetings and their limited capacity for spontaneous interactions, 

they may obstruct the establishment of a proper common understanding among every member. 

Next, roles and routines are two coordination mechanisms that can complement one another. 

While recurrent and planned meetings permit updates on individuals’ progress and provide 

further directives, they have also become routinized in time and allow hand-off work. This has 

proven to be important as by continuously updating and sharing among participants it promoted 

the alignment of participants’ understanding (Baralou & Dionysiou, 2021). What is more, while 

some managers rather provide a certain degree of autonomy to co-workers, others may use 

monitoring practices to assure the completion of tasks in time. Hence, ICTs have provided the 

flexibility to keep track of other members’ progress and their activity, thus further visibility. 

Regarding this last mechanism, the results even emphasize a natural need in making the work 

visible to show the individuals’ contribution to the team. Moreover, the trust developed 

between team members is related to the level of familiarity between them and is reinforced 

when physical proximity can be met. Finally, while accountability can be achieved from formal 

means such as hierarchical authority (Okhuysen & Bechky, 2009), the virtual space flattens the 

social order. 

 

5.1.2 Predictability 

Concerning predictability, or the anticipation of subsequent tasks enabling parties to know what 

elements of the task are and when they are likely to happen (Okhuysen & Bechky, 2009;  

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
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Jarzabkowski et al., 2012), ICTs are likely to embed an important part of this condition for 

coordination. The findings hence support that electronically mediated interactions rather trigger 

an implicit form of coordination (Rico et al., 2008) for teams to perform (e.g., deadlines, 

schedules, roles, specifications, etc.). As previously introduced, the extensive use of ICTs has 

permitted hybrid teleworkers to rely on a solid structure of planning, deadlines, and frequent 

updates to align work. Moreover, mapping objectives in time through scheduling is useful in 

coordination to ameliorate problems that result from interdependence and to match scarce 

resources to the tasks that require completion (Okhuysen & Bechky, 2009). As for 

accountability, the recurrent meetings permitting to update on these objectives become part of 

individuals’ routine and is not only essential for task completion but also developing 

agreements and creating a feeling of belonging in the group leading to common understanding. 

It is also interesting to notice that the trust developed between the team members essentially 

rely on individuals’ capabilities in completing their tasks in time and thus is not solely exposed 

to familiarity but also routinized tasks completion (s. table-1). Finally, when hybrid 

teleworkers meet at the workplace, the visibility of each other permits them to interpret the 

availability or the need for support of other team members, thus, to anticipate and respond to 

different needs. 

 

5.1.3 Common understanding 

Several mechanisms from the findings permit the condition of common understanding for 

coordination to take place. First, the development of agreement through plans and rules can be 

illustrated with the consensus between members on using guidelines regarding the information 

that is going to be shared or communicated through ICTs. For instance, while some information 

may be shared by emails, others may be more adapted to be shared by phone. Second, the use 

of ICTs to communicate have shown to not only transmit information in a more straightforward 

manner but also share information to a larger number of recipients in a short time (e.g., 

Microsoft Teams), hence making the activities of the different members visible to the group. 

Third, informal routines where team members can physically meet in casual working 

environments such as at the cafeteria, the coffee machine, or in-between meetings, help to 

develop agreements through problem solving but also to create connections among interacting 

parties, thus, to bring members together (Okhuysen & Bechky, 2009). Although Okhuysen and 

Bechky (2009) emphasize familiarity through the storing of knowledge for common 

https://www-webofscience-com.proxy.library.ju.se/wos/author/record/913879
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understanding, which the results support with the interpersonal knowledge that team members 

generate to better collaborate and the use of ICTs to store information for the future completion 

of tasks (Cardoso et al., 2019), the visibility of members’ body language also reveals to be 

important to assure a common understanding. The feeling of uncertainty, incomprehension, or 

eye contacts to question another team member, form parts of natural signals that are obscured 

by the specificities of virtual cooperation when it occurs in different space at the same time 

(e.g., videoconferencing) (Mitchell, 2021). 

 

5.2 Digitally mediated proximity 

Okhuysen and Bechky (2009) depict the proximity between team members as the influence of 

distance on liking and communication mediated by familiarity and visibility on coordination. 

The purpose is thus to not only focus on the mechanistic aspects of coordination but also to 

concentrate on the organic characteristics between individuals. Thus, further focus is given on 

relational coordination which influences the quality of relationship between members through 

communication (Claggett & Karahanna, 2018). 

5.2.1 Emergence of familiarity 

The relationship dimensions of relational coordination can be related with familiarity as when 

the latter increases, relationships become stronger (Okhuysen & Bechky, 2009). For instance, 

shared goals are proven to motivate members to act with greater regard for the team (Bolton 

et al., 2021). In practice, frequent and routinized meetings where members update on each 

other’s work progress has shown to increase the feeling of belonging to the team but also the 

motivation because of the meetings’ dynamics challenging individuals. Mutual sharing on 

members’ advancements and contribution to the team also refers to the shared knowledge 

(Bolton et al., 2021) which constitutes an important aspect of familiarity. As already 

emphasized, while the results show the implication of ICTs in storing information in time 

which can be used for future completion of tasks, the interpersonal knowledge i.e., the learning 

of what other members know and personal characteristics, facilitate collaboration within the 

team. Accordingly, personal traits and the matching of personalities between members 

encourage such facilitation permitting an optimal cohesion in the group. However, while the 

theory rather emphasizes the difficulty of developing interpersonal trust at a distance impairing 
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an efficient sharing of knowledge (Breu & Hemingway, 2004), the findings rather highlight the 

difficulty of sharing personal information through ICTs. Indeed, trust is reinforced when 

physical proximity can be met meaning that the building of trust takes longer when constructed 

online. However, for team coordination to function, trust between members is not optional, 

there thus is no evidence that the lack of trust between hybrid teleworkers impede team 

performance. Moreover, while Okhuysen & Bechky (2009) englobe the development trust as a 

concept proper to familiarity, the empirical data highlight the visibility through ICT tools as an 

important dimension to support trust from a distance. 

Because the relationship dimensions of coordination are supported by communications 

(Claggett & Karahanna, 2018), some can be used to interpret the findings on the concept of 

anticipating and responding part of familiarity (Okhuysen & Bechky, 2009). In theory, the 

longer the members work together in time, the less accurate and timely transmission is needed 

for coordination (Okhuysen & Bechky, 2009). The evidence justifying this correlation is too 

little to be supported by the findings. Nevertheless, the findings support that daily 

communication through ICTs as well as the direct information shared on these tools are 

consistent across the different teams. Moreover, the problem solving dimension of 

communication in relational coordination (Claggett & Karahanna, 2018) is enabled by the 

proximity of the workplace through spontaneous interactions, which explains why activities 

occurring in the same place at the same time (Mitchell, 2021) demanding a certain level of 

creativity is fostered in such environment. This form of organising work can be categorized as 

club work following Lee & Sawyer (2010) theory. Hence, while implicit forms of coordination 

are rather occurring under conditions of high virtuality (Sculze & Krumm, 2017), explicit forms 

such as club work and providing feedback occur face-to-face to assure a quality of transmission 

of information. 

 

5.2.2 Emergence of visibility 

Monitoring practices and updating on task progress form two elements creating visibility, 

where updating is done through communication and monitoring is used when co-location can 

be met (Okhuysen & Bechky, 2009). For instance, when such proximity can be met at the 

workplace, workers could make use of each other’s body language assuring the understanding 

of the transmitted information but also to visualize and interpret the availability or need for 
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support without overt communication. However, even though ICTs can be used from a distance 

to provide a certain level of visibility (e.g., videoconference), the quality of the latter is limited. 

Under hybrid configuration, the lack of visibility of other members may even create a feeling 

of exclusion when team members cannot meet in the same place at the same time (Mitchell, 

2021) or due to technical issues. Moreover, even though in theory the development of trust is 

related to familiarity, the findings highlight a relationship between team members’ trust and 

the use of monitoring practices when at distance. Indeed, ICT tools can be used by managers 

as monitoring practices instead of providing a higher level of autonomy, thus, to gain visibility 

and bridge uncertainties on group members’ progress by keeping track of what they are doing. 

As described, when co-location cannot be met, the visibility of members is also enabled by 

communicating updates on tasks progress (Okhuysen & Bechky, 2009; Dahlander & 

O’Mahony, 2011). While updates at the workplace take the form of unplanned and spontaneous 

interactions, the visibility between hybrid teleworkers heavily relies on ICT tools for such 

communication to happen. When individuals’ have access to a certain degree of autonomy in 

completing their tasks, frequent updates through ICTs and routinized online meetings are 

crucial to unite as a group and create a common understanding on each progress. The updating 

aspect of visibility is strongly related to a feeling of inclusion created when performing as a 

team where members want to show their contribution by updating their work and thus making 

it visible to the whole. However, it is important to mention that communication through ICTs 

is limited under virtual specificities where reaching out to someone is often considered as a 

disturbance and demands more efforts which relates to the virtual transaction costs in the 

findings.  

 

5.3 Hybrid telework equilibrium 

The studied cases have successfully adapted to hybrid telework meaning that the findings do 

not constitute any case of failure obstructing the necessities for coordination to develop. Yet, 

the nuanced findings permit to challenge and complement the existing research on the adoption 

of hybrid telework.  
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5.3.1 Conditions for hybrid telework 

According to the literature on work adjustment and the Theory of Work Adjustment (TWA), 

professional isolation is the most influential factor in adjusting to telework (Carillo et al., 2021). 

The findings reveal that the need for social interactions is inherent to everyone, thus the lack 

of contact when working from a distance with other members can be more or less felt between 

individuals. Nonetheless, feedback from managers does represent an obstacle. While the results 

do not support a change in the quantity of feedbacks given when working from a distance (Park 

& Cho, 2020), there is a global consensus that the physical proximity that hybrid telework 

provides is beneficial to avoid possible misinterpretations through ICTs (Baralou & Dionysiou, 

2021; Carillo et al., 2021). Additionally, in line with the existing literature on team size and 

telework (Carillo et al., 2021), the latter does constitute an influential factor for the 

establishment of a common understanding within groups and thus, coordination at large. 

Different conditions in adjusting to telework can be distinguished from past research including 

appropriate telework conditions to work from home, a favourable environment, and the 

knowledge and support in using ICTs (Carillo et al., 2021). In fact, personal competences in 

using ICT tools appear to be necessary to efficiently work from a distance and the adjustments 

do take time as theory suggests (Carillo et al., 2021). Moreover, the adequate resources which 

can be translated into the appropriate conditions to telework is supported by the findings. Last 

but not least, the respondents often emphasize a calm environment when working from a 

distance which increases their efficiency until their needs for social interactions and exhaustion 

affect their productivity. Such a calm environment reveals to also be beneficial in urgent 

situations to avoid stress and keep their focus on tasks. Finally, all these conditions to be met 

depend on the very nature of the job, or tasks, for adequate coordination to be established. 

 

5.3.2 Limitations and nuanced findings 

While the existing research highlights ICTs for being poor substitutes for face-to-face 

interactions (Breu & Hemingway, 2004; Park & Cho, 2020), our findings do not really 

emphasize that purpose under hybrid telework. ICTs are used even when face-to-face 

interactions can be met, hence rather embody a complementary characteristic. However, some 

practices are indeed hindered when performed virtually. In fact, while the data support that 
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ICTs can help to overcome social status of dominant members and permit more straightforward 

communications (Baralou & Dionysiou, 2021), the flow of unique ideas and increased 

participation are still empowered when the physical proximity between members is met at the 

workplace. Moreover, extensive reliance on ICTs reveals to slow the building of trust (Baralou 

& Dionysiou, 2021; Schulze & Krumm, 2017; Breu & Hemingway, 2004). The results show 

that trust constructs faster when members physically encounter, which explains the difficulty 

of inclusion for new team members online. However, because in our cases team members’ trust 

heavily relied on the completion of tasks, sufficient trust between individuals permitted the 

coordination of work. Finally, O’Leary et al. (2020) fourth condition in ensuring an optimal 

use of ICTs consists of establishing an organisational culture to support collaboration. 

Interestingly, such culture manifested in our findings where team members created informal 

environments through ICTs to mimic the business culture present at the office to sustain a 

certain cohesion within the group in time and space. 
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CONCLUSION 

 

This section concludes our research by summarizing the contributions of this investigation to 

answer the research question. Theoretical and managerial implications as well as the 

limitations of this study are also presented for future research.  

 

6.1 Conclusion 

The purpose of this study was to get a better understanding of how teams create proximity 

among hybrid teleworkers to develop coordination. To reach that goal, the focus was given on 

familiarity and visibility, two facets of proximity, and how they manifest within teams of hybrid 

teleworkers. Hence, coordination mechanisms correlated with these two characteristics were 

also covered to highlight their contribution in establishing the three existing conditions for 

coordination namely, Accountability, Predictability, and Common understanding. 

The overall results revealed that certain conditions must be met for efficient coordination to 

develop under hybrid telework including matching personal needs to optimize the latter. 

Moreover, because the practices strongly involve the use of ICTs to unite members from 

different geographical locations, the methods employed to coordinate work become 

increasingly virtualized and structured in time and space. Hence, as coordination becomes 

embedded in the ICT tools used between team members, the visibility and familiarity between 

individuals are strongly influenced by such virtuality. The findings thus reveal that both facets 

of proximity are highly interrelated, and under the circumstances of hybrid telework different 

connected mechanisms permit the establishment of coordination. 

 

6.2 Theoretical and managerial implications 

The theoretical implication extended from the findings and the elaborated framework 

contribute with a deeper understanding of how teams can coordinate their work when adopting 

hybrid telework and creating proximity. Hence, organisations can use the knowledge from the 

findings and results of this research to elaborate their own strategies, create routines, and 
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establish rules and guidelines of how, when, and where to use ICTs for the coordination of 

work.  

 

This study may also shed light on how work coordinates among hybrid teleworker and thus 

inspire managers that are tempted to establish such configuration within their team. Indeed, by 

leveraging the advantages and barriers that resulted from the findings, as well as how 

coordination manifests, managers can decide if hybrid setups can be considered to reach their 

business goals.  

 

Lastly, this research contributes to provide further theoretical knowledge on digitally mediated 

coordination and hence how distance influences the coordination of work. Thus, by using 

existing theories this paper complements and challenges the existing background and 

knowledge from past research.  

 

6.3 Limitations and future research  

The conduction of this research has not been done without any limitations worth mentioning 

and taking into consideration. First, the sampling of the cases was performed through purposive 

sampling but also by adopting a convenient strategy. The cases were chosen because they had 

the criteria needed to contribute to this research, although they were reached out to because the 

authors had some connection with the teams. Accordingly, no major screening of different 

organisations and teams has been made for selection. Instead, the authors chose the first teams 

that agreed to participate within their network of contacts to save time.  

 

Another limitation of this study, although it was not a criterion considered for this research, is 

that an inequality in the amount of male and female exist among the participants chosen for 

investigation. Company A and B have a mix of male and female participants whereas company 

C consists of solely female respondents. Accordingly, there is exclusively a female perception 

in the cases from company C. This can appear as a limitation if the interest relies on getting 

perspectives from both sexes.  

 

Moreover, the selected organisations perform in different industries meaning the tasks 

performed by the different participants may significantly differ and could influence the 
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coordination differently between the companies. Future research could hence investigate teams 

operating in the same industry. What is more, the focus of this study has not given importance 

to the different ICTs used between the teams. Hence, coordination could manifest differently 

depending on the tools used by the participants to perform their tasks. 

 

In accordance with the qualitative approach, the data collection method in this research consists 

of semi-structured interviews. All of them were conducted digitally through Microsoft Teams 

or Zoom because of the geographical distance between the authors and the participants. 

Although interviews conducted digitally are well established by now, a clear understanding of 

the respondents’ body language is limited to what the authors could visualize through their 

screen. A greater visibility on the participants’ body language could have potentially increased 

the interpretation of the given answers.  

Future research could further investigate other mechanisms established by Okhuysen & Bechky 

(2009) such as routines, roles, objects and representations, and plans and rules under the 

conditions of hybrid telework to enrich the literature on the topic. Furthermore, hybrid telework 

is limited to the nature of the jobs that can be performed under such conditions, thus future 

research could explore teams with similar job tasks and scrutinise the similarities among them. 

Next but not last, the selected teams in this research paper have all properly established hybrid 

telework, thus further research could also examine teams that have failed to inaugurate such 

configuration of work. Finally, because this study was conducted during the COVID-19 

pandemic, future investigators could eventually reduce the scope of research by focusing on 

one single country, as governmental regulations apply differently on organisations. 
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Appendix-3: Interview Guide 

Participant role and job description: 

1. Can you please describe your job and the tasks you are performing at your organisation?  

2. For how long have you worked at your organisation?  

3. Could you please describe how the transition to telework took place in terms of impact on 

your job-related activities? How do you perceive the changes in your activities today? 

4. How often do you work from a distance? 

5. What information and communication technologies do you use when working from 

distance and at the workplace? (This includes, intranet, extranet, emails, zooms, phone calls, 

etc.) 

6. How often do you communicate with your teammates by using these technologies?  

7. With how many colleagues do you usually work with? (Team size) 

Coordination – Proximity (visibility): 

8. In your own words, how would you describe working from a distance is different from 

being at the workplace? What changes in your way of working? 

9. How do you perceive the proximity you can have with other workers today compared to 

before COVID-19 when working from distance was not an option? 

10. How is working with someone you can see and directly interact with at the workplace 

different from working from home and collaborating through ICTs? 

11. How would you describe the conduct of meetings occurring remotely compared to 

meetings at the workplace with face-to-face interactions? 

12. When working together with a colleague on a same task, where teamwork is demanded, 

how would you describe such cooperation when working remotely compared to at the 

workplace? 

13. When working remotely, how do you keep up-to-date with other employees or managers 

on the progress of your tasks? How is it different from when you are at the workplace? 

14. Would you say it is more often necessary to check on your colleagues' progress when 

working remotely (no matter the means used for that purpose: File sharing, communicating 

via ICTs)? If yes, what do you think the reason for this is? 
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Coordination – Proximity (familiarity): 

15. When working remotely, are you working with people you have met face-to-face before 

or do some of your colleagues include individuals you have never met physically? 

16. Would you say you have developed a familiarity (defined as the understanding that 

individuals have of others) with every individual you are actively working with (including 

those you have never seen)? 

17. According to theory, meeting someone physically helps to better collaborate when you 

meet again remotely, if you agree with that how would you explain this occurrence? If you 

don’t, please explain. 

18. How would you describe the process of getting a common understanding among the 

members of your team on the objectives and the task(s) you must perform when 

communicating and interacting remotely? 

19. When working together with another colleague, would you say it can be more 

complicated to completely rely and trust that colleague in doing their part of the job when 

collaborating remotely? Is this notion of trust influenced if you haven’t met the person 

physically before? 

20. Would you say that you are more tempted to anticipate the future actions, or progress of 

work, from the colleagues you are familiar with and skip small talks when working remotely? 

21. Can you please describe how the sharing of ideas and participation is different when it 

takes place remotely compared to physically? 

 

Coordination – ICTs: 

22. How do you use ICTs to reach a common understanding with other workers without 

direct communication (e.g., scheduling, deadlines, drawings, plans, memos)? 

23. How would you describe the transmission of information when working remotely 

compared to face-to-face? (In terms of accessibility of information, speed, accuracy of 

information shared, etc.).  

24. How safe does it feel to share important or confidential information using ICTs? Is there 

any difference in terms of security between exchanging such information remotely and at the 

workplace? 

25. How would you describe the feeling from the presence of different roles/status between 

members when meeting remotely compared to at the workplace?  
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26. How would you describe the process of getting feedback with ICTs compared to face-to-

face interactions where feedback is immediately received? 

27. Is there a difference in what ICTs you use when sharing private stuff versus work related 

stuff with your colleagues?  

 

Additional questions: 

28. When you are facing an urgent situation at work, where communication or interactions 

with other individuals are needed in order to deal with the situation, how would you describe 

such a process when they are occurring remotely compared to at the workplace?   

29. Would you say that establishing a routine with other members helps to organise work and 

get things done? What kind of routine do you have that permits you to coordinate or organise 

work with other members? 

30. When teleworking, would you say there is a feeling of need to make your work visible 

because of your absence at the workplace to show your activity? If yes, could you explain 

why you have this feeling and how you make your work visible? 
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Appendix-4: Company Descriptions 

 

Company A: 

 

Company A is an international organisation aiming to maintain peace and security, but also 

develop friendly relations and cooperation between nations. The organisation contains multiple 

specialized agencies, programs, and other entities having various functions. In this thesis, the 

participants were chosen from one of the organisation’s main offices in Switzerland and an 

internal operation based in Italy. Hence, three teams of two participants working in different 

departments have been selected to conduct interviews.   

 

Company B: 

 

Company B is a digital creative business school with a consultancy side preparing individuals 

and organisations to grow and stay competitive using digital technologies. The company is 

present in Sweden, UK, Brazil, Singapore, the U.S., and in Switzerland. It designs learning 

experiences by offering full-time or part-time education programs, or short-term training of 

working professionals. One team of four members has been selected and interviewed for the 

purpose of this study. 

 

Company C: 

 

Company C is a large producer of electronic devices specialized in the production of a variety 

of consumer and industry electronics. The company comprises numerous affiliated businesses 

providing solutions for retail, finance, hospitality, education, healthcare institutions, 

transportation, and government sectors. The organisation has its operations present in multiple 

geographical locations including Europe, Americas, Africa, the Middle East, and Asia-Pacific. 

Two teams of two members in each have been selected and interviewed for the purpose of this 

study. 
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Appendix-5: Literature Review Procedure 

 

The literature review present in this paper aims to reconcile the existing research on 

coordination with the new methods of working enforced by the pandemic involving a mix of 

face-to-face and online interactions. Henceforth, digitally mediated coordination through the 

use of information and communication technologies (ICTs) has now been central for many 

organisations. The attempt was thus to clarify the theory on coordination and relate the different 

concepts to the virtual setups of telework, thereby explaining how the tools used to organise 

work are essential in creating coordination.  

The research process of articles occurred on various platforms including Web of science, 

Jönköping’ University Library, Scopus, Google Scholar, and Emerald. The keywords used to 

research relevant scientific papers for this study include among many others: “Virtual 

collaboration”, “Covid” AND “ICT” AND “Collaboration”, “Coordination” AND “Digital”, 

“ICT” AND “Organizing work”, “Coordination” AND “Virtual”. The academic journals were 

then selected based on their publication and impact factor. The most recent papers were used 

in this study, hence a 20-year time frame was used to screen the articles. Because of the thesis’ 

subject related to COVID-19, a significant number of articles selected for the literature review 

were published in the last 5 years. Then, an impact factor of minimum 3 was used to limit the 

research with solely highly ranked journals to provide further credibility to the study.  

Finally, to analyse and compare the articles between them, each article was summarized in a 

shared document with all important information relevant for the thesis. The summaries include 

the articles’ reference, abstract, and information taken from their content. Thus, the scientific 

papers have been read through entirely by the person who has summarized the paper. This 

permitted the other author to access the relevant information more quickly to the study by 

reading the summary at first and then go through the paper for further details. Moreover, this 

system permitted to store and more quickly access important information while going through 

the existing research. Lastly, this process also permitted to reduce the probability of missing 

important academic research for the study by performing the process simultaneously by the 

two authors.  
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Appendix-6: Table of quotes extracted from findings 
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