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Growing number of organiza-
tions explored the virtual envi-
ronment as a means to achieve
increased responsiveness. Use of
virtual teams appears to be on
the rise. The present study ex-
plores the relationship between
perceived organizational climate
and interpersonal trust among
virtual workers. The sample con-
sisted of 100 virtual workers
working in different organiza-
tions in Delhi-NCR. A correlation
based research design was em-
ployed. The correlation between
overall perceived organization
climate and trust has been found
insignificant among virtual work-
ers. However, perceived organi-
zational climate’s domains like
performance standards, conflict
resolution, reward system and
identity problems are found posi-
tively correlated with trust in an
organization.
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Introduction

As technology advanced and liber-
alization came in the early nineties in In-
dia, not only it changed individual’s
lifestyle to a large extent but it also
brought the world closer. This globaliza-
tion has brought a big change in organi-
zations also. Virtual working is one of
them.

The radical change in the market took
place due to liberalization, globalization
and technological advances by the ef-
fect of which customers can get a prod-
uct made in America or anywhere in the
world and survive in a local market
where businesses are expanding. India’s
growth story shows that those who em-
braced change post-1991 had not only
survived but excelled. With globalization,
organizations are becoming more service
oriented with the help of fast technology
which has metamorphosed the work cul-
ture and the work setting. If a customer
in Jaipur wishes to buy a book from the
US or New Delhi, he/she does not have
to go to America or New Delhi, and prob-
ably not even to a bookshop in Jaipur.
With a click on the website selling books,
the person can receive it within 24 hrs at
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home itself. Globalization and advance-
ment in technology has influenced orga-
nizational structure and culture. As a re-
sult globalization has become a big chal-
lenge says organization behavior experts.

Cultural, geographic, and time differ-
ences make it challenging for a leader to
provide structure to followers, evaluate
their performance, inspire and develop
them and enable them to identify with the
organization. Organizational behaviorists
have helped to provide new alternative
work arrangements to today’s workforce.
This workforce is very different and
sounds interesting. Here the individual
works from anywhere e.g., while travel-
ling, visiting customer etc. In all the cases,
the worker remains linked electronically
with the home and office.

The numbers of workers who are
telecommuting are growing by the day,
with organizations such as Cisco report-
ing that more than 50% of their workers
telecommute at least part of the time.
Many organizations like IBM embraces
virtual work not only as a means of help-
ing employees with work- life balance
issues, but also for bottom line interests.

The Virtual Model- Organization
One model that looks increasingly
robust in difficult times is the virtual

model-organization that orchestrates the
activities of many independent actors

‘ The major virtue of virtuality is
that, if it is done right, it creates \

truly agile organizations.

rather than owning, employing and con-
trolling lots of people. The major virtue
of virtuality is that, if it is done right, it
creates truly agile organizations well
equipped to negotiate the crumbling mar-
kets of recession (Birkinshaw, 2010).

Drori, Meyer and Hwang (2006) con-
ceive the organizations as a reflecting
model of their environment. Today the
information based organizations are be-
coming a reality. In fact, Bell and
Kozlowski (2002) maintain that virtual
teams will play a key role in the design
of organizations in the new millennium.
For multinational companies and organi-
zations who work across the borders cost
cutting is one of the issues. With increas-
ing efficiencies in terms of customer fo-
cus, this might be proving profitable as in
the case of IBM which reports firm esti-
mates that $ 100+million are saved each
year. However, from the psychological
perspective whether this concept of vir-
tual working creates organizations where
people perceive their organizational cli-
mate as positive and whether they can
form the kind of trusting relationships with
others in the office setting while formal
and informal meetings (including gossips)
are going on as virtuality.

Lipnack and Stamps (1997) stated
that managing a successful virtual com-
pany requires 90% people and 10% tech-
nology. As this concept is new and little
is known about it scientifically, in the past
not many relevant researches in psychol-
ogy has been taken to throw light on the
virtual work force, we consider it rel-
evant to study this new area as it is be-
coming one of the challenges in the field
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of organizational behavior in the present
digital age. With these questions in mind
we have taken virtual workers as a
sample of this study. Another important
and associated aspect is that organiza-
tion climate and the interpersonal trust
between people in these organizations
where members do not meet face to face
play an important role irrespective of the
type of organization. Does interpersonal
trust get affected in these organizations?
Therefore, the study of organizational
climate is an important part of this re-
search.

We consider two approaches here.
The first regards the concept of climate
as an individual perception and cognitive
representation of the work environment.
The second emphasizes the importance
of shared perceptions as underpinning
the notion of the climate (Anderson &
West, 1998; Mathisen & Einarsen, 2004).
A study conducted by Hart, Griffin,
Wearing and Cooper (1996) shows that
the organizational climate model accounts
for at least 16% on a single-day sick
leave and 10% separation rates in one
organization. Other studies support the
links between organizational climate and
many other factors such as employee
retention, job satisfaction, well-being, and
readiness and change (Bushell, 2007).

Organizational climate has many
constituents. Among all of them
OCTAPACE culture is one which was
introduced by T.V. Rao. It includes 1.
Openness 2.Confrontation 3. Trust 4.Au-
thenticity 5.Proactivity 6.Autonomy
7.Collaboration and 8.Exprementing
(Singh, 2010). Current research suggests

that virtual teams’ failure is directly re-
lated to the difficulties of building trust,
and positive relationships across the three
boundaries of geographical distances,
time zones, and cultural differences
(Kimble, Li & Barlow, 2001).

Wilson (1993) believes that although
trust is a significant concept for study, it
is a topic which has different interpreta-
tions. Lewicki, Allister and Bies (1998)
define trust as “The perception of one
about others, decision to act based on
speech, behavior and their decision”.
Mayer (1995) believes that trust is “the
tendency of a group to susceptibility to-
wards the actions of other group, it is
expected that group will do a special ac-
tion which is important in the view of the
one who trusts regardless of supervision
and control of the group”. Mishra (1996)
defines organizational trust as a unidirec-
tional tendency toward susceptibility to
other party based on the expectation or
believe that the other party is reliable,
open and trustable.

Swift Trust in Temporary Teams

When the team begins to interact,
trust is maintained by a “highly active,
proactive, enthusiastic, generative style
of action” (Meyerson 1996). High levels
of action have also been shown to be
associated with high performing teams
(lacono and Weisband, 1997). Action
strengthens trust in a self-fulfilling fash-
ion: action will maintain member’s con-
fidence that the team is able to manage
the uncertainty, risk, and points of vul-
nerability, yet the conveyance of action
has a requisite of the communication of
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individual activities. In summary,
whereas traditional conceptualizations of
trust are based strongly on interpersonal
relationships, swift trust de-emphasizes
the interpersonal dimensions and is based
initially on broad categorical social struc-
tures and later on action. Since members
initially import trust rather than develop
it, trust might attain its zenith at the
projects inception (Meyerson, Weick &
Kramer, 1996).

‘ Trust might attain its zenith at the
projects inception.

Trust is critical for unblocking com-
munication between members and sus-
taining motivation of each person in-
volved. The issue of trust needs special
attention at any stage of team’s exist-
ence (Wellman, 2001). Keeping in per-
spective the importance of trust for or-
ganizations and the increasing change
in organization’s structure and climate
due to virtual work settings, the aim of
this study is to find out whether per-
ceived organizational climate is related
to trust among virtual workers. The fol-
lowing hypothesis is formulated for the
study:

There will be significant positive
relationship between perceived orga-
nizational climate and trust among vir-
tual workers of different organiza-
tions.

Sample

Virtual working is still in its early
stages in India. A sample of 100 male

virtual workers who are qualified post-
graduates, possess three years of work
experience and fall under 26.5 years of
age were selected adopting the purpo-
sive sampling method on the bases of
availability as well as willingness to par-
ticipate in this study. Respondents were
selected from various organizations in IT,
ITES, and Hospitality sectors residing in
Delhi and NCR (National Capital Re-

gion).

Organizational Climate Inventory
(ocn

OCl is developed by Chattopadhayay
& Agarwal (1976) and is used to mea-
sure perceived organizational climate
consisting of 70 items. OCI dimensions
were: performance standards, communi-
cation flow, reward system, responsibil-
ity, conflict resolution, organizational
structure, motivational level, decision
making process, support system, warmth
and identity problems. Reliability coeffi-
cient by Spearman-Brown Formula was
.898, P being.001 and 68 out of 72 items
valid.

Organizational Trust Inventory
(oTIh

Trust was measured with OTI devel-
oped by Nyhan & Marlowe (1997). The
OTI reflects the assumed differentiation
of systems and personal trust in
Luhmann’s theory. It is a 12-item scale,
with 8 items measuring trust in supervi-
sor and 4 items measuring trust in the
organization as a whole. The scale is
formed in a 7-point Likert-type format.
Internal consistency tests show that each
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of the study groups’ coefficient alphas
was very high (.96 and .95, respectively
for both types of trust). CFA
(conformatory factor analysis) used to
test the validity of the dichotomized scale.
Discriminant validity is supported by the
X2 difference test. Convergent validity
was assessed using the data from all
study groups. It exhibited internal homo-
geneity and consistency, temporal reliabil-
ity, and discriminant and convergent va-

lidity.
Procedure

The sample of the present study in-
volved virtual workers of different orga-
nizations. The information about the
sample was collected initially from the
company’s website and social websites
and then by meeting them face to face.
Initial rapport was established through
social websites like Linkedin. After get-
ting their informed consent and accord-
ing to the convenience of virtual work-
ers, a specified time and duration for fill-
ing questionnaires was fixed. Before ad-
ministering the questionnaires, the re-
spondents were assured of the confiden-
tiality of their responses. Special care
was taken to administer the test properly,
minimizing the effect of fatigue by ad-
ministering the test in three sessions. To
get more clarity and to verify the gener-
alized results, researchers administered
focus group discussions and non-struc-
tured interviews in the organizations’
conference rooms or cafeteria by taking
due permission from organizations’ ad-
ministration departments. The sample
was chosen randomly to get justified re-
sults in the line of questionnaires filled.

Results & Discussion

A close analysis of the results shows
that in the total sample of virtual workers,
correlation between overall perceived or-
ganization climate and trust has not been
found significant among virtual workers.
Perceived organizational climate’s do-
mains performance standards (P<.05),
conflict Resolution (P<.05), reward sys-
tem (P<.05) and identity problems (P<.05)
dimensions were found positively corre-
lated with trust in the organization. The
results of this study partially support the
hypothesis of relationship between per-
ceived organizational climate and interper-
sonal trust among virtual workers of dif-
ferent organizations. As virtual work cli-
mate is different from face to face work
environment the past theories and re-
searches in virtual context do not remain
unchanged and this could be one of the
reasons for the partial correlation between
the variables. The finding goes in conso-
nance with the interview schedule taken
by the researchers for exploring the fac-
tors affecting the overall trust with the or-
ganization and supervisors and long term
commitment for the organization.

‘ Correlation between overall per-
ceived organization climate and

trust has not been found significant
among virtual workers.
Views of Employees

“Although, I am working in India’s
best MNC in the IT sector, the sector
has its own complexities. Everything was
good but after working for so long in this
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reputed company, many people will be
fired in a month or two”, comments X
case Senior Project Head.

“Itis like the boss is more concerned
checking whether | am on a holiday or
working”, rues G case, hotel business
developer/ travel firm.

“The digital age has shifted many
things. | can work from my home town
also. No need to go to office. My work
is project- based. My boss is not both-
ered whether I am at home or in the
market or the office. This way the com-
pany has no issues. Our clients are in US
so | can work in the night time also,”
claims B Case, IT.

“Although it is one of the best com-
panies in the hospitality sector, | cannot
think more than two years. One needs to
grow. Right now | am not married, so |
can shift anywhere whether Bombay or
Noida”, according to A case, hotel solu-
tions.

“Things have changed from few
years back and now. At the end of the
day, money matters. So | do not think in
the corporate world one marries with the
company. Whenever there is a good op-
portunity, | can shift even if it’s a smaller
organization”. So believes H case, ITEs
firm.

“Most of our organizations tend to
be arranged on the assumption that
people cannot be trusted or relied upon,
even in tiny matters. It is unwise to
trust people whom you do not know
well, whom you have not observed in

action over time, and who are not com-
mitted to the same goals....Trust needs
touch....high tech has to be balanced
by high touch to build high trust orga-
nizations. Paradoxically, more virtual an
organization becomes, the more its
people need to meet in person” (Handy,
1995).

Cultivating trust among team mem-
bers in global teams has been ranked as
the most difficult task by global team lead-
ers. People trust one another more when
they share similarities, communicate fre-
quently and operate in a common cultural
context that imposes sanctions for be-
having in an untrustworthy manner.
Building trust is even more difficult when
thereis:

1. Ahigh level of risks in the tasks

2. A low level of interdependence be-
tween team members for accom-
plishing their tasks.

3. Membership that is distributed over
a wide geographic area.

4. A high cultural distance between
members.

Thus, it will be easier to build trust in
a team with members distributed across
one continent, say for instance, all the
Spanish countries in Latin America,
rather than a team whose members come
from many different countries. More-
over trust is a part of organizational cli-
mate and the finding goes consonant with
this theoretical assumption.

Trust development in virtual teams
may be more difficult in the absence of
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‘ Trust development in virtual teams
may be more difficult in the ab-
sence of face-to-face contact. \
face-to-face contact (McDonough, Kahn,
& Barczak, 2001). Studies have identified
the difficulty of communicating in virtual
teams because of the lack of media rich-
ness (Watson-Manheim & Belanger,
2002).Computer mediated communication
depersonalizes the interaction so there is
a greater focus on the actual words in the
message (Sproull & Kiesler, 1991). If the
communication only serves to report or
inform, the possibility of misunderstand-
ing may be low. However, when commu-
nications go beyond simple reporting to
task allocation and negotiation, the re-
ceiver may misinterpret the meaning of
the message (Furomo & Pearson, 2007).

Sullivan, Peterson, Kameda and
Shimada, (1981) investigated whether
the manner in which conflicts are re-
solved in Japanese-American joint ven-
tures in Japan influences the level of
future mutual trust. Japanese managers
perceived a higher level of future trust
when disputes are resolved through con-
ferrals, except when an American is in
charge of operations. Otherwise they
designate contracts requiring binding ar-
bitration.

Employee’s perceptions of organi-
zational trust on service climate and em-
ployee satisfaction were studied by
Chathoth, Mak, Jauhari and Manaktola,
(2007). Multidimensional constructs of
trust and service climate were devel-
oped using the literature in the trust and

service management domains. Results
supported that trust affects service cli-
mate and employee satisfaction,
whereas service climate affects em-
ployee satisfaction in a significant way.
Implications for practitioners and future
research ensue, which underscored the
importance of building trust and service
climate to ensure employee satisfaction
in hotel firms.

The results of researches (Ellonen,
Blomqvist & Puumalainen, 2008: Erturk,
2007:Lamsa & Pucetaite, 2006;
Ratnasingam, 2005; Smith, 2005; Politis,
2003; Wang, 2003; Dirks & Ferrin, 2001)
have shown the effects of organizational
trust on organizational innovation, orga-
nizational citizenship behavior, organiza-
tional commitment, motivation, organiza-
tional performance, continuance of rela-
tions, effectiveness, knowledge manage-
ment and group performance, collabora-
tion in decision making, cooperation level
and team process.

Al-Alawi, Al- Mrzoogi and
Mohammed (2007) investigated the role
of certain factors in organizational cul-
ture in the success of knowledge shar-
ing. Such factors as interpersonal trust,
communication between staff, informa-
tion systems, rewards and organization
structure play an important role in defin-
ing the relationships between staff and
in turn, providing possibilities to break
obstacles to knowledge sharing. The re-
search findings indicated that trust, com-
munication, information systems, rewards
and organization structure were positively
related to knowledge sharing in organi-
zations.
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Conclusion & Implications

As virtual working is not for every-
one and virtual work place has fragile
trust, for developing supportive climate
and building trust in virtual workers, policy
makers can:

I. Encourage face to face interviews
and plan long orientation and induc-
tion programs.

I1. Organize frequent or monthly face to
face meetings. Option to work in of-
fices and having temporary cabins and
office spaces can give the required
touch with coworkers at times, like in
IBM and other organizations.

I11. Combine work arrangement like Job
Sharing with virtual work to develop
sense of responsibility and trust.

IV. Organize informal meetings like so-
cial events, celebrating birthdays, an-
niversaries together by which team
members can maintain strong social
bonds. Team building activities like
outbound training can build social
bonds.

V. Prepare and facilitate some recre-
ational activities to develop a sense
of affiliation. One of them could be
an international holiday for virtual
workers with their families, club
memberships etc.

V1. Understand and analyze the virtual
distance in the context of this study
as one important step that leaders
can take to be more effective in man-
aging organizations in the virtual, digi-
tal world.

Suggestions for Future Research

Owing to less information and re-
search found in this new area of virtual
work, for future research there is enor-
mous opportunity to explore this topic for
drawing concrete conclusions and impli-
cations for organizational behaviorists.
Some of the suggestions include compari-
son with face to face working profession-
als, cross cultural and longitudinal re-
search, large sample, coverage of more
sectors, and including more demographic
variables.
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