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Agenda
- Why a virtual team driver’s license?

- What makes for a successful virtual team?

- Example Evernote EMEA: how we work

- How to hire virtual team members



Why a virtual team driver’s license?



Why?
- ⅔ of experienced people managers fail in their 

first virtual team setting

- might there be science behind virtual team 
management (VTM)? 



What makes for a successful virtual team?



Understanding the meaning of a team
Katzenbach & Smith (1993) define team as:

● small number of people

● with complementary skills

● who are committed to a common purpose, performance goals and 
approach

● for which they are mutually accountable



Understanding virtualness





Understanding degree of virtualness
• Virtuality can be seen as a continuum

(Gibson & Cohen, 2003)

• Ranging from slightly virtual to entirely virtual

slightly
virtual

entirely
virtual



Learning 1: Knowing the local situation 



Learning 1: Knowing the local situation 



Learning 2: Communication is key

How do I 
get to the 

other side?

Not needed -
you already 
are on the 
other side!



Sender versus receiver… basics, but...

Dell Employee, UK Citizen, Virtual Team Member
You know, sometimes, I make people angry, but when I go 
back to them and tell what I really meant, then they say: 
‘hmm... ok, I understood it differently.’

Help: ‘cultural one-pagers’ (appendix)



The golden rule of (email) communication

3W Rule



The golden rule of (email) communication

W: WHO
W: does WHAT
W: by WHEN

WER-WAS-WANN QUI-QUOI-QUAND



Learning 3: Email...



Learning 3: Email...



Learning 3: Email’s obvious limitation

No, we cannot send you the pizza as attachment...



Learning 3: Email’s less obvious limitation

Simple example:

Happy

YES

Unhappy

YES



Learning 3: Email’s less obvious limitation

Simple example:

Happy

YES

Unhappy

YES



Learning 3: Email’s missing cues



Email communication 
significantly

increases the 
likelihood of 

misunderstandings.



Learning 4: You lose control over emails

Dell Employee, Virtual Team Member:

There is a danger in forwarding or copying people (cc or bcc).

It is similar to talking behind someone's back.

So it was not agreed in the beginning to send this email chain to 
another person. It has happened to me several times.



The sender of an email 
loses control over his/her 

email... 

for the rest of his/her life!



Learning 5: Killing trust in a millisecond 

BCC



BCC emails are the  
ULTIMATE trust 

killer!



Learning 6: Combine channels

FTF: face to face     EMC: electronically mediated communication



Learning 6: Combine channels

FTF: face to face     EMC: electronically mediated communication



Learning 7: Linguistic Power Advantage

Dell Employee, UK Citizen
I am thinking more about what I am saying before I say it because I 
am aware of the fact that there are non-native English speakers on 
the call. You have to be careful using strange words or jargon.



Learning 8: Building trust



Learning 8: Interpersonal Trust



Learning 8: Task-based trust



Learning 8: Meet early for trust boost



So what to do?
• Joint, FTF or virtual Kick-Off

• Define Virtual Team Comms Charter (rules, responsibility, 
expectations, no-gos etc.)

• Sign it, share it, post it, print it… also with new hires

• Hire VTM-ready people



Example Evernote EMEA: How we work



Managing the triple overload



Managing the triple overload
- 2.5

- 14

- 80

- 3-5



Managing the triple overload
- 2.5h searching for information per day

- 14 months acc. to IDC

- 80% of working time is meetings & emails

- 3-5 min. until the next interruption



Managing the triple overload







Get free paper at evernote.com/triple-overload-challenge



Our one-page
team comms 
driver’s license



Our team comms driver’s license



Our team comms driver’s license



Our team comms driver’s license



Our team wall - 100% transparency



Hey, you mentioned ‘happiness’ in the title



Hey, you mentioned ‘happiness’ in the title



Hey, you mentioned ‘happiness’ in the title



How to hire virtual team members



Besides job skills, check for VTM skills

What is today’s ultimate killer skill?



Besides job skills, check for VTM skills

Step 1: phone interview

Step 2: two simple questions to be answered by email

Step 3: part of the interview via video-conference

Step 4: rest as usual



You are who you hire.
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APPENDIX



Cultural one-pagers

http://www.swissotel.com/promo/etiquette-map/



Book recommendations



Book recommendations


