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Abstract

Virtual teams are a common feature in many
organizations. Given the need to improve the
management of disease, and harness advances in
technology, virtual teams are increasingly seen in
healthcare. Two ingredients considered necessary
for an effective team are trust and psychological
safety. There are differences between co-located
and virtual teams, including face to face interac-
tion and social interaction. Understanding how to
develop and maintain trust and psychological
safety is crucial to ensure that a virtual team works
effectively.

Key words: Virtual team; Healthcare; Trust;
Psychological Safety.

Introduction

As the face of healthcare delivery has changed with
the COVID 19 pandemic, virtual interactions between
clinicians and their patients have increased (1). Clinicians
have worked in virtual settings before, for instance in
certain types of multidisciplinary meetings (2). The
pandemic is likely to see clinicians increasingly likely to
work as part of virtual teams.

A virtual team

characteristics: (3)

* That it is a functioning team

» The members of the team are geographically dispersed

* There is a reliance on technology mediated
communication to accomplish a task

is considered to possess certain

Virtual teams have several advantages, such as not
requiring the individual to leave to travel to undertake a
face to face interaction, thereby saving time travel and
cost. There is the opportunity to include individuals from
a wider pool who might otherwise not be able to join a
physically co-located team (4).

Virtual teams are particularly vulnerable to breakdown of
communications, conflicts, power struggles and mistrust
(5) 70 to 80% of medical errors were related to interactions
within the health care team (6). Two conditions considered
important for a team to accomplish a task effectively are
trust and psychological safety. Trust is likened to the “glue
of the workplace” (7). Psychological safety allows team
members to think freely and take risks with confidence

(8).
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Trust in virtual teams is positively associated with job
satisfaction (9) and improved working relationships (10).
Trust has been defined in terms of vulnerability and control
(11). One individual (trustor) is willing to be vulnerable to
the other individual (trustee) when the trustee cannot be
monitored or controlled by the trustor. There are also three
antecedent characteristics of trust:

 Ability refers to the skills that allow a trustee to be
perceived as being able to be competent within a certain
context.

« Integrity is the perception that the trustee is reliable
through demonstrating a set of principles, such as work
habit.

* Benevolence is the perception that the trustor will act
in a good way, demonstrating “interpersonal care and
concern...beyond an egocentric profit motive” (12).

The triad of antecedent characteristics is thought to arise
at different stages in the formation of trust. Early on,
trust is considered to develop from perceptions from the
trustor about the ability and integrity of the trustee (12).
Judgements based on benevolence would be made later
in the relationship between trustor and trustee (13).

Trust can develop even when there is limited time to form
interpersonal relationships. This is termed swift trust (14)
and can develop in co-located as well as virtual teams
(12). Swift trust is considered to arise from the trustor’s
own inclination to trust and an initial assumption of
trustworthiness, based upon factors such as the trustee’s
reputation. However, the trustor’s swiftly formed opinion
about the trustee is confirmed or refuted with the passage
of time. As such, swift trust is considered fragile (15).

Trust has been described as the glue of the global
workspace, but technology does not do much to create
relationships (16). Technology can enable communication
in a virtual team, but non-verbal cues will be less
apparent. Trust is influenced by the ability to directly see
what colleagues are doing (17). In the virtual setting, it is
important for team members to communicate what they
are doing. This will avoid resentment of other members
socially loafing (18), thereby undermining the perception
of integrity. Task deadlines also need to be met so as not
to undermine the belief in ability.

Technologically enabled communication should include a
focus on developing social bonds. For instance, starting an
email with a salutation such as “Hi” enhances trust in the
setting of a distributed team (19). Other methods include
allowing colleagues to discuss hobbies and interests.
These social bonds will help to introduce benevolence and
affective trust which will help to maintain trust.

Hunsaker and Hunsaker (20) suggested five things a
leader should do to boost trust in virtual teams:

1. Create face time. For instance, this helps individuals to
get to know each other, appreciate non-verbal cues and
develop team cohesion.

2. Set goals and expectations. This will make clear the
team agenda and what deadlines need to be met.

3. Provide ongoing feedback. Well delivered feedback
yields increased job satisfaction, less depression and
increased mental and physical longevity (21).

4. Show-case team members’ competence. It is especially
important that early interaction between colleagues
includes sufficient information such as previous work or
accomplishments.

5. Foster cultural understandings, such as particular
ways of greeting one another or asking for advice may
be different according to cultural practices, and these
differences need to be recognized (22).

Psychological safety

If trust is considered to focus on the benefit of doubt that
is given to others, psychological safety is concerned with
the benefit of doubt given to the individual by others (23). It
is a group phenomenon, allowing team members to think
freely and take risks which are key aspects of learning,
with confidence that there is mutual respect and trust
within the team (8).

Furthermore, with respect to trust, the long-term
consequences of trusting another person are considered,
whereas the calculus inherent in psychological safety
considers the very short-term interpersonal consequences
expected from engaging in a specific action (24).

Researchers originally suggested that psychological safety
was a response to organizational change and postulated
that, during the change process, it would enable the
individual to have a pro-active approach to team goals
rather than a focus on self-protection (25).

When three factors (co-worker relations, co-worker norms
and supervisor relations) were assessed, supervisor
relations had the strongest relationship with psychological
safety (26). If the supervisor or leader is authoritarian
and not welcoming the opinions of others, the team has
low psychological safety, potentially leading to disastrous
consequences (27).

In health care, learning and improvement can be made
harder if communication must cross traditional hierarchical
lines of status (23). Status differences which challenge
good communication have been identified as contributory
to many medical errors (28). A hostile team diminished
the members’ willingness to take part in problem solving
activities (29).

It has been suggested that health care providers should
be high reliability organizations preoccupied with the
possibility of failure (30). Research has found that high-
performing medical teams reported more mistakes than
their low-performing teams. Those high performing teams
possessed greater levels of psychological safety in
comparison to low performing teams (8).
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When Google’'s People Analytics Unit assessed the
characteristics of high performing teams, psychological
safety was found to be the most important characteristic
(31). The ability of team members to have their opinions
heard was one of the keys to success. Previous research
has also found “groups where a few people dominated the
conversation were less collectively intelligent than those
with a more equal distribution of conversation turn- taking”
(32, at page 688).

Team members are more inclined to speak up in the
team if a leader is democratic and supportive, welcoming
questions and challenges (29). Psychological safety
facilitated learning, experimenting and new practice
production in intensive care units within 23 hospitals
(33). Units with greater learning behaviors had lower risk
adjusted mortality rates after 2-3 years of observation
(34).

With respect to the virtual team setting, leaders need to
consider certain factors:

1. The way the team is configured to avoid ingroup and
outgroup if there is one large and one smaller subgroup
(35).

2. Team members require familiarity with the technology
that is being used to communicate. If there is a reporting
system that is in place, then this should be designed to be
easy to use and not disruptive to the normal ebb and flow
of patient care (36).

3. In the virtual meetings, expectation is established
that everyone gets an equal chance to speak and active
listening is encouraged from co participants (32).

4. The leadership approach needs to be one which
facilitates a sense of safety from team members to express
themselves authentically.

5. Most of the research on psychological safety has been
undertaken in Western countries, so its interpretation
might require adaptation if the virtual team spans other
countries (37).

Communication within a virtual team

There are barriers to successful communication in virtual
teams including communication that is lacking contextual
information, providinginaccurate information, interpretation
of silence and technical problems (38).

The lack of convenient nonverbal cues in digital
communication can make virtual team working challenging,
for instance, it is less conducive for the establishment of
mutual knowledge (39).

Communication media can be considered to exist on a
continuous scale based on the ability to communicate
a complex message efficiently. Videoconferencing, for
instance, is richer than using emails. The richer the media,
the more efficiently it can clarify ambiguous issues (40).
Use of richer media in virtual teams helps to increase
an individual contribution being noticed and valued and
reduces perceived social loafing (41).

Although it might be assumed that individuals would
choose to communicate messages using richer media,
when sending more equivocal messages, rather than
voice mail, the less rich medium of email was used (42).
The ideal communication system for a virtual team would
feature a variety of types of media, with a range of media
richness, in which team members are able to choose the
media that is best suited for them and the task (43).

With developments in technology and the impact of
disease, working patterns in healthcare continue to
change. Interacting remotely, not just with a patient but
also with colleagues, is becoming more common, such
that clinicians are now likely to be part of virtual teams.

For these virtual teams to be effective, trust and
psychological safety need to be developed and maintained.
Though they are not identical, one commonality is the
need for bonds to develop between colleagues based
upon confidence that a task can be completed, and any
questions can be raised.

For those bonds to develop, the communication systems
that are used and the interface between team members
and the team leader need to facilitate exchange of
information, both formal and informal, easily, and ideally,
as close to face to face exchanges as possible.

Key Learning points

Team members need to be confident in the ability and
integrity of colleagues and go on to build emotional bonds
with them. They need to feel able to express themselves,
for instance in a team meeting, and not feel at risk of
ridicule when doing so.

Team leaders need to understand how trust and
psychological safety are fostered and maintained in their
teams. They need to take care not to stifle the informal
aspects of teamwork. They should ensure that team
members feel able to approach them with suggestions or
concerns.

The technology used to communicate in the virtual team
needs to provide as many types of media possible to
facilitate timely communication and foster bonds within
the team to allow for work to be done effectively and with
positive participation.

References

1. Webster P. Virtual health care in the era of COVID-19.
The Lancet. 2020;395(10231):1180-1181.

2. Munro A, Swartzman S. What is a virtual
multidisciplinary team (vMDT)? British Journal of Cancer.
2013;108(12):2433-2441.

3. Gibson C, Cohen S. Virtual teams that work. San
Francisco, California: Jossey-Bass; 2013.

WORLD FAMILY MEDICINE/MIDDLE EAST JOURNAL OF FAMILY MEDICINE VOLUME 18 ISSUE 9 SEPTEMBER 2020

55



COVID-19 IN THE REGION

56

4. Bergiel BJ, Bergiel EB, Balsmeier PW. Nature of virtual
teams: a summary of their advantages and disadvantages.
Management Research News. 2008; 31(2): 99-110.

5. Malhotra A, Majchrzak A, Rosen B. Leading Virtual
Teams. Academy of Management Perspectives.
2007;21(1):60-70.

6. Schaefer H, Helmreich R, Scheidegger D. Human
factors and safety in emergency medicine. Resuscitation.
1994;28(3):221-225.

7. Kirkman B, Mathieu J. The Dimensions and
Antecedents of Team Virtuality. Journal of Management.
2005;31(5):700-718.

8. Edmondson A. Psychological Safety and Learning
Behaviorin Work Teams. Administrative Science Quarterly.
1999;44(2):350.

9. Morris S, Marshall T, Rainer Jr. R. Impact of User
Satisfaction and Trust on Virtual Team Members.
Information Resources Management Journal.
2002;15(2):22-30.

10. Sharifi S, Pawar K. Virtually co-located product design
teams. International Journal of Operations & Production
Management. 2002;22(6):656-679.

11. Mayer R, Davis J, Schoorman F. An Integrative Model
of Organizational Trust. The Academy of Management
Review. 1995;20(3):709.

12. Jarvenpaa S, Knoll K, Leidner D. IsAnybody out There?
Antecedents of Trust in Global Virtual Teams. Journal of
Management Information Systems. 1998;14(4):29-64.
13. Schoorman F, Mayer R, Davis J. An Integrative
Model of Organizational Trust: Past, Present, and Future.
Academy of Management Review. 2007;32(2):344-354.
14. Kramer R, Tyler T, Meyerson D, Weick K. Trust in
organizations. Thousand Oaks (Calif.): Sage publ.; 1996.
15. Crisp C, Jarvenpaa S. Swift Trust in Global Virtual
Teams. Journal of Personnel Psychology. 2013;12(1):45-
56.

16. O’Hara-Devereaux M, Johansen R. Globalwork. San
Francisco, California: Jossey-Bass; 1996.

17. Aubert B, Kelsey B. Further Understanding of Trust
and Performance in Virtual Teams. Small Group Research.
2003;34(5):575-618. Cited in Ford RC, Piccolo RF, Ford
LR. Strategies for building effective virtual teams: Trust is
key. Business Horizons. 2017; 60: 25-34.

18. Penarroja V, Orengo V, Zornoza A. Reducing
perceived social loafing in virtual teams: The effect of
team feedback with guided reflexivity. Journal of Applied
Social Psychology. 2017;47(8):424-435.

19. Walther J, Bunz U. The Rules of Virtual Groups:
Trust, Liking, and Performance in Computer-
Mediated Communication. Journal of Communication.
2005;55(4):828-846.

20. Hunsaker P, Hunsaker J. Virtual teams: a leader’s
guide. Team Performance Management: An International
Journal.2008;14(1/2):86-101. Citedin GazorH.ALiterature
Review on Challenges of Virtual Team’s Leadership.
Journal of Sociological Research. 2012;3(2):134-145.
21. Nowack K. Taking the Sting Out of Feedback. Talent
Development Magazine. 2014;(68):50-54.

22. Shachaf P. Cultural diversity and information and
communication technology affects global virtual teams:
An exploratory study. Information & Management. 2008;
42(2): 131-142.

23. Edmondson AC. Managing the Risk of Learning:
Psychological Safety in Work Teams. In West M, Tjosvold
D, Smith K. International handbook of organizational
teamwork and cooperative working. New York: Wiley;
2008.

24. Edmondson AC. Psychological Safety, Trust and
Learning: A Group-level Lens. In Trust and Distrust in
Organizations: Dilemmas and Approaches, edited by
Roderick Kramer and Karen Cook, 239—-272. New York:
Russell Sage Foundation; 2004.

25. Schein E, Bennis W. Personal and organizational
change via group methods. New York: John Wiley; 1965.
26. May D, Gilson R, Harter L. The psychological
conditions of meaningfulness, safety and availability
and the engagement of the human spirit at work.
Journal of Occupational and Organizational Psychology.
2004;77(1):11-37.

27. Bienefeld N, Grote G. Silence That May Kill. Aviation
Psychology and Applied Human Factors. 2012;2(1):1-
10. Cited in Marsden, E. Psychological safety. Risk
Engineering.2020.Available from: https://risk-engineering.
org/concept/psychological-safety.

Accessed 24/7/2020

28. Institute of Medicine. Keeping Patients Safe:
Transforming the Work Environment of Nurses. National
Academics Press. 2003

29. Nembhard |, Edmondson AC. Making it safe: the
effects of leader inclusiveness and professional status
on psychological safety and improvement efforts in
health care teams. Journal of Organizational Behavior.
2006;27(7):941-966.

30. Reason J. Human error: models and management.
BMJ. 2000;320(7237):768-770.

31. Bergmann B, Schaeppi J. A Data-Driven Approach
to Group Creativity [Internet]. Harvard Business
Review. 2020. Available from: https://hbr.org/2016/07/
a-data-driven-approach-to-group-creativity. Accessed
27/11/2020

32. Woolley AW, Chabris CF, Pentland A, Hashmi N,
Malone TW. Evidence for a Collective Intelligence Factor
in the Performance of Human Groups. Science. 2010;
330: 686-688.

33. Tucker AL. An empirical study of system improvement
by frontline employees in hospital units. Manufacturing &
Services Operations Management. 2007; 9(4):492-505.
Cited in Edmondson AC, Lei Z. Psychological Safety:
The History, Renaissance, and Future of an Interpersonal
Construct. Annual Review Organizational Psychology and
Organizational Behavior. 2014; 1:23—43.

34. Edmondson A, Lei Z. Psychological Safety: The
History, Renaissance, and Future of an Interpersonal
Construct. Annual Review of Organizational Psychology
and Organizational Behavior. 2014;1(1):23-43.

35. O’Leary M, Mortensen M. Go (Con)figure: Subgroups,
Imbalance, and lIsolates in Geographically Dispersed
Teams. Organization Science. 2010;21(1):115-131.

36. Hartnell N, MacKinnon N, Sketris I, Fleming M.
Identifying, understanding and overcoming barriers to
medication error reporting in hospitals: a focus group
study. BMJ Quality & Safety. 2012;21(5):361-368.

WORLD FAMILY MEDICINE/MIDDLE EAST JOURNAL OF FAMILY MEDICINE VOLUME 18 ISSUE 9 SEPTEMBER 2020



COVID-19 IN THE REGION

37. Hofstede G. Culture’s consequences: Comparing
values, behaviors, institutions, and organizations across
nations. 2nd ed. Sage. 2001. Cited in Marsden, E.
Psychological safety. Risk Engineering. 2020. Available
from: https://risk-engineering.org/concept/psychological-
safety.

Accessed 24/7/2020

38. Cramton C. The Mutual Knowledge Problem and Its
Consequences for Dispersed Collaboration. Organization
Science. 2001;12(3):346-371.

39. Cramton CD. Finding Common Ground in Dispersed
Collaboration. Organizational Dynamics 30.4 (2002): 356-
67

40. Carlson JR, Zmud RW. Channel Expansion Theory and
the Experiential Nature of Media Richness Perceptions.
The Academy of Management Journal. 1999. 42 (2): 153—
170.

41. Bryant S. The effects of reward structure, media
richness and gender on virtual teams. International Journal
of Accounting Information Systems. 2009.10 (4): 190

42. EI-Shinnawy M, Markus M. The poverty of media
richness theory: explaining people’s choice of electronic
mail vs. voice mail. International Journal of Human-
Computer Studies. 1997;46(4):443-467.

43. Workman M, Kahnweiler W, Bommer, W. The effects
of cognitive style and media richness on commitment to
telework and virtual teams. Journal of Vocational Behavior.
Special Issue on Technology and Careers. 2003. 63 (2):
199-219

WORLD FAMILY MEDICINE/MIDDLE EAST JOURNAL OF FAMILY MEDICINE VOLUME 18 ISSUE 9 SEPTEMBER 2020 57



