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ABSTRACT 

RHONDA LASHON ANDERSON 
AN ANALYSIS OF DYADIC RELATIONSHIPS BETWEEN ADMINISTRATORS 
AND EMPLOYEES WORKING VIRTUALLY IN HIGHER EDUCATION 
Under the direction of EDWARD L. BOUIE, JR., Ed.D. 

The use of virtual teams has become a common practice for organizations across 

all industries nationally and internationally (Carmel & Agarwal, 2001; Hertel, Geister, & 

Konradt, 2005; Martins, Gilson, & Maynard, 2004; McDonough, Kahn, & Barczak, 

2001). Institutions of higher education are also embracing the use of virtual teams 

(Parmenter, 2009). Although there are many advantages for organizations who are 

utilizing virtual teams, there are some disadvantages that make managing these teams 

complex. According to Neti (2011), managers of virtual teams find themselves struggling 

with communication issues, trust, work control, productivity, and accountability. The 

problem is that due to virtual employees being dispersed geographically, managers are 

having difficulty developing trust and communicating performance and developmental 

feedback (Bell & Kozlowski, 2002; Neti, 2011). The purpose of this quantitative study 

was to analyze how virtual employees in higher education rate their managers in the areas 

of the quality of Leader Member Exchange (LMX), communicating performance 

feedback and developmental feedback, and managerial trust. 

Participants in this study were virtual employees in higher education who had 

been employed in a virtual capacity for two or more years. After snowball sampling, the 

final sample size was N=100. The researcher used descriptive statistics (non-parametric 

xiii 



tests) to evaluate the data. The Likert-type questions on the survey were analyzed using 

SPSS and the four open-ended questions were analyzed using content analysis. Although, 

most virtual employees in this study stated they experience high-quality LMX with their 

managers, were satisfied with how performance and developmental feedback is 

communicated, and experienced trusting work relationships, there were a number of 

participants who shared they were not satisfied. In addition, participants were asked to 

share what areas of performance and developmental feedback were effective and offer 

suggestions to enhance the experience of receiving feedback altogether. Content analysis 

was used to analyze the data and there were themes identified that could assist managers 

with improving how they communicate feedback. 

xiv 



CHAPTER 1 

INTRODUCTION TO THE STUDY 

Globally, virtual teams are being used with increased frequency in organizations 

(Heller, Laurito, Johnson, Martin, Fitzpatrick, & Sundin, 2010). By the year of 2013, 

75% of the American workforce and 35% of the global workforce will be virtual 

(International Data Corporation, 2011). Due to advancements in electronic 

communication and information technology in the workplace, organizations needing to 

obtain the ability to compete globally and competitively, and the need to have 

accessibility to a skilled workforce, organizations are forced to embrace virtual team 

structures (Bal & Teo, 2000; Powell, Piccoli, & Ives, 2004; Purvanova & Bono, 2009). 

Virtual teams experience more complex challenges than face-to-face teams and this is 

what makes them more difficult to manage (Nunamaker, Reneig, & Briggs, 2009). 

Kayworth and Leidner (2002) emphasize leaders of virtual teams face a fundamentally 

different and more complicated work environment than their traditional team 

counterparts. 

Researchers define what "virtual" means across multiple institutional contexts in 

different ways, even though virtual teamwork is a current topic in the literature on global 

organizations (Chudoba, Wynn, Lu, Watson-Manheim, & Beth, 2005). In this study, a 

virtual team will be defined as a group of geographically, organizationally, and/or time 

dispersed workers brought together by information and telecommunication technologies 

to accomplish one or more organizational tasks (Piccoli et al., 2004). According to 
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Bergiel, Bergiel, & Balsmeier (2008), employees involved in virtual teams are able to 

work and communicate in real time around the globe and the popularity of utilizing these 

teams has grown due to the many advantages associated with their use. "Virtual teams 

drastically reduce travel time and cost, organizations can recruit the most talented 

employees in the field, diversity engenders creativity and originality among virtual team 

members, these teams allow organizations to accommodate the needs of a range of 

disadvantaged employees, and discourages age and race discrimination are some of the 

advantages of utilizing virtual teams" (Bergiel et al., 2008, p. 105-106). In addition, 

organizations wanting to implement the use of virtual teams must ensure that they are 

aware of the disadvantages associated with these teams. Mature senior managers and 

virtual team members having a lack of expertise in technological expertise in 

applications related to virtual teaming, the virtual team structure may not fit the 

operational environment, and some employees may be unsuited psychologically to work 

in a virtual environment are some of the disadvantages associated with utilizing virtual 

teams (Bergiel et al., 2008). 

Several components of traditional organizations have changed as traditional 

structures evolve into virtual structures (Peters & Manz, 2007). Bell and Kozlowski 

(2002) posit that virtual teams exhibit features that make them different from 

conventional face-to-face teams. With virtual teams, "the tasks, goals, or missions they 

are designed to accomplish are not necessarily different from those of conventional 

teams" (Bell & Kozolowski, 2002, p.20). The authors further state that spatial distance 

and communication are two characteristics that differentiate virtual teams from 

conventional teams. In virtual teams spatial distance is distributed; and is proximal in 
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conventional teams. In addition, communication in conventional teams is conducted 

face-to-face, while communication in virtual teams is technologically mediated the 

majority of the time (Bell & Kozlowski, 2002; Pape, 1997; Townsend, DeMarie, & 

Hendrickson, 1998). In traditional teams, the coordination of tasks is straightforward and 

performed by the members of the team together; in virtual teams, tasks must be highly 

structured (Ebrahim, Ahmed, & Taha, 2009). The formal design of traditional 

organizational structures tends to reflect a centralized, hierarchial nature (Allcorn, 1997; 

Lipnack & Stamps; 1999; Peters & Manz, 2007). Virtual structures tend to be 

decentralized, flat, and informal with organizations often joining forces in order to 

conform to new processes and other innovations more rapidly (Peters & Manz, 2007; 

O'Leary, Turoff, & Fjermestad, 1995; Yager, 2000). 

Virtual teams continue to pose challenges to organizations (Wakefield, Leidner & 

Garrison, 2008) and effective team development and performance management present 

even more challenges for virtual teams. In addition, finding managers with the right mix 

of skills, temperament, and other attributes will be necessary to direct, monitor, and 

motivate workers they may rarely, if ever, meet in person (Neti, 2011). Due to the lack 

of face-to-face contact within these teams, the ability of leaders to monitor team member 

performance and to implement solutions to work problems is severely restricted (Bell & 

Kozlowski, 2002). "Furthermore, leaders of virtual teams are finding it challenging to 

perform typical mentoring, coaching, and developmental functions" (Bell & Kozlowski, 

2002, p.26). 
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Statement of the Problem 

Issues of communication, trust, work control, productivity, and accountability are 

major problems associated with leading a virtual workforce and managers continuously 

find themselves struggling to conquer these issues (Neti, 2011). These issues have 

resulted in added complexity to managing virtual teams and represent major challenges to 

management (Wiesenfeld, Raghuram, & Garud, 2001). The problem is that due to virtual 

employees being dispersed geographically, managers are having difficulty developing 

trust and communicating performance and developmental feedback (Bell & Kozlowski, 

2002; Neti, 2011). The purpose of the study is to analyze how virtual employees in higher 

education rate their managers in the areas of the quality of Leader Member Exchange 

(LMX), communicating performance feedback and developmental feedback, and 

managerial trust. 

In today's rapidly changing business environment, managers and employees alike 

are increasingly challenged to find new ways to get things done better, faster, and cheaper 

(Neti, 2011). Globalization has caused organizations to implement solutions to address 

increased competitive challenges, rapid technological advances, an increased emphasis 

on accelerated change and innovation, demands for higher quality and customer service, 

and the risks and rewards of managing a diverse workforce (Sawyer, Revels, & Ciampa, 

2010). Firms are able to utilize the skills of employees from dispersed locations and 

achieve closer coordination with supply chain partners with the rapid increase of 

organizations utilizing virtual teaming. Academia is also experiencing a rapid increase in 

the emergence of virtual teams as a result of the growth of online courses and programs 
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(Parmenter, 2009). The tremendous growth in distance education is causing a virtual 

revolution in American higher education (Kriger, 2001). 

Research Questions 

According to Bell & Kozlowski (2002), the future of organizations will be shaped 

by the success of virtual teams. Furthermore, virtual teams have received some attention 

that has been directed toward understanding their potential problems and challenges, and 

it is difficult to determine what implications these teams will have for critical 

organizational processes. The purpose of the study is to analyze how virtual employees in 

higher education rate their managers in the areas of the quality of Leader Member 

Exchange (LMX), communicating performance feedback and developmental feedback, 

and managerial trust. 

Creswell (2003) posits that the research questions shape the purpose of the study. 

The following questions guided this research study: 

1. What quality of Leader-Member Exchange (LMX) do virtual employees in higher 

education experience with the academic administrators who oversee them? 

2. How do virtual employees in higher education rate the ability of academic 

administrators to communicate performance and developmental feedback? 

3. How do virtual employees in higher education rate the level of managerial trust 

they experience with the academic administrators who oversee them? 

4. What strategies do virtual employees identify that can be implemented to increase 

the effectiveness of communicating performance and developmental feedback by 

academic administrators in higher education? 
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Theoretical Framework 

According to Sparrow and Liden (1997) the dominant theoretical basis for the 

Leader-Member Exchange Theory (LMX) is provided by the Social Exchange Theory 

(SET). Social Exchange Theory is among the most influential conceptual paradigms for 

understanding workplace behavior (Cropanzano & Mitchell, 2005). In addition, 

according to Cropanzano and Mitchell, the roots of the Social Exchange Theory can be 

traced back to the 1920s bridging such disciplines as anthropology, social psychology, 

and sociology. Cropanzano, R. & Mitchell, M. (2005) states that, 

Social exchange relationships evolve when employers "take care of 
employees" which thereby engenders beneficial consequences. In other 
words, the social exchange relationship is a mediator or intervening 
variable: Advantageous and fair transactions between strong relationships 
and these relationships produce effective work behavior and positive 
employee attitudes. This line of reasoning has received much attention-
most of which uses Blau's (1964) framework to describe social exchange 
relationship, (p. 882) 

As stated in Emerson (1976), social exchange has been defined by Blau (1964) as actions 

that are based on rewarding reactions from others. It is implied that this exchange is two-

sided and is a mutually rewarding process for both parties involved (Emerson, 1976). 

Leader member exchange (LMX) is the exchange between a leader (supervisor) 

and employees and was defined by Graen and Scandura (1987). With the Leader-Member 

Exchange Theory, an interpersonal relationship emerges between leaders and 

subordinates against the background of a formal organization (Graen & Cashman, 1975). 

This theory, once known as the Vertical Dyad Linkage (VDL), was developed by Graen 

and his colleagues in 1975 to explain the dyad that exists between a leader and a 

subordinate. According to Dienesch and Liden, (1986), there are factors other than 

behavior affect how the relationship develops in the relationship building process. In the 
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dyad, the leader and subordinate commits to investing resources in the development of 

the relationship (Bauer & Green, 1996). With the Leader-Member Exchange Theory, the 

leader and each individual member of a work group have a unique relationship (Burns & 

Otte, 1999). Burns and Otte further state that the quality of the relationship leaders have 

with each subordinate affects efficiency and effectiveness of the manager. Green, 

Anderson, and Shivers (1996) stated that some of the relationships will evolve 

into high-quality exchanges (in-groups) and the other relationships will be low-quality 

exchanges (out-groups) due to the time and resources of leaders and their subordinates 

being limited. High-quality exchange relationships occur when leaders have mutual 

respect and trust the employees they oversee. Lagace, Castleberry, and Ridnour (1993) 

found that in-group members experienced less role-related stress and were higher on 

motivational factors and evaluations of their bosses. Some of the literature indicates that 

in-groups receive more support than out-group members (Graen, Novack, & 

Sommerkamp, 1982). Primarily, lower-quality exchanges are based on the formal 

employment contract between the leader and subordinate. Furthermore, the development 

of interpersonal trust and respect within the leader-member relationship that goes beyond 

the formal employment contract are the key components of building a high-quality 

leader-member exchange (Dienesch & Liden, 1986). According to LMX, organizational 

outcomes at the individual, group, and organizational level of analysis is predictive of the 

quality of the relationship that develops between a leader and a follower (Gerstner & 

Day, 1997). 

Communication is one of the most significant concerns of managers and workers 

in virtual organizations and one of the largest drawbacks to effective telecommuting 
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(Akkirman & Harris, 2004). Primarily, managerial communication is tied to leading and 

motivating employees to perform at a level that achieves organizational objectives 

(Ahmed, Shields, White, & Wilbert, 2010). Furthermore, managers in organizations must 

understand the significance of establishing meaningful relationships with employees 

(Ahmed, Shields, White, & Wilbert, 2010). Moreover, achieving organizational goals, 

providing performance feedback, and engaging in formal and informal communication 

networks proves to be beneficial for managers when trying to build relationships with 

employees (Ahmed, et al.., 2010). In order for leaders to be effective at communication, it 

is important for them to frequently dialogue and be responsive to questions and problems 

concerning virtual employees (Heller et al.., 2010). The dyadic relationship developed 

between leaders and subordinates depend on managerial communication, trust, 

performance, and developmental activities (Scharff, 2005). 

Significance of the Study 

The International Data Corporation (2011) has predicted that by 2013, 75% of the 

American workforce and 35% of the global workforce will be using virtual teams. Virtual 

teams have changed the way traditional teams conduct business and is enabling 

organizations to become involved in more complex and dynamic projects (Oakley, 1998; 

Townsend, et al., 1998). "Leaders find it more difficult to execute performance 

management functions and to perform team development functions when virtual teams 

are distributed across time or utilize asynchronous communication media" (Bell & 

Kozlowski, 2002, p. 36). According to Martins, Gilson, and Maynard (2004), there is a 

need for more literature on leadership responsibilities, management strategies, the 
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leader's role in mentoring, evaluating performance, providing feedback to virtual 

employees, and how virtual environments affects leader-member exchange. 

According to Leonard (2011), the evolution of virtual and flexible work options is 

causing more organizations to formalize their virtual work policies and gain better control 

on how to manage virtual workforces. This study also calls attention to the need for 

institutions of higher education to create and implement virtual work policies and gain a 

deeper understanding of managing virtual employees in higher education as well. Human 

resources professionals are trying to confront the challenges associated with developing 

and adjusting policies and procedures for virtual work (Leonard, 2011). Innovative 

management methods are needed to deal with managing virtual teams effectively 

(Lahenius & Jarvenpaa, 2004; Mogale & Sutherland, 2010). When supervising virtual 

employees, selection, engagement, communication, and performance management 

matters (Leonard, 2011). Conducting this research is valuable to administrators employed 

at proprietary, public, and private institutions of higher education because the results of 

this study provided higher education administrators with effective management strategies 

that could possibly assist them with improving how they communicate feedback and 

develop trusting work relationships with their virtual employees. 

Although virtual teams have been studied extensively, the results of this study did 

add to the body of literature in the areas of how managers in higher education 

communicate performance feedback, developmental feedback, and develop trust with 

virtual employees. This research study gives administrators in higher education a real 

account of the perceptions of virtual employees in higher education in the areas of the 
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quality of LMX, communicating performance and developmental feedback, and 

developing trusting work relationships. 

Procedures 

In this study, a quantitative design approach was used to collect the data to answer 

the research questions. Creswell (2008) posit that "quantitative research tends to address 

research problems requiring a description of trends or an explanation of the relationship 

among variables" (p. 51). More specifically, a concurrent quantitative nested strategy was 

used. In this strategy, the instrument mostly consists of quantitative questions with open-

ended questions embedded within the survey (Creswell, 2003). Researchers use this 

strategy to gain a deeper understanding of the phenomenon as opposed to using one 

method of collecting data (Creswell, 2003). 

The purpose of the study was to analyze how virtual employees in higher 

education rate their managers in the areas of the quality of Leader Member Exchange 

(LMX), communicating performance feedback and developmental feedback, and 

managerial trust. The research sample consisted of virtual employees working for 

institutions of higher education. In order to participate in this study, the virtual employees 

had to be employed with their organization for two or more years. The researcher used 

snowball sampling to obtain participants. The participants came from the researcher 

asking colleagues and other participants if they could recommend other participants. The 

researcher also obtained three e-mail lists obtained from three different types of 

institutions. The e-mail lists came from a technical college, a private university, and a 

proprietary university. In addition, the researcher posted information and the link to the 

survey on Linkedln. Participation in the study was voluntary. 
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In this quantitative study, Morrill's (1997) seven-point Likert-type instrument 

with several open-ended questions was used to collect the data. This survey measures 

performance feedback as it relates to the Leader-Member Exchange Theory (LMX). In a 

research study conducted by Scharff (2005), a section on developmental feedback was 

added to the questionnaire. The differences in the quality of the LMX relationship 

experienced by virtual employees with academic administrators, levels of organizational 

trust, performance feedback, and developmental feedback were evaluated in the 

quantitative portion of the study. The qualitative portion of the study explored possible 

strategies for managers of virtual employees can utilize in order to improve managerial 

communication with the virtual employees they manage. The researcher obtained 

permission from the creators of this survey prior to collecting the data for this study. This 

survey was sent via e-mail. 

Limitations and Delimitations 

Limitations in research studies are possible weaknesses or issues that may have an 

impact on the results of the study (Creswell, 2008). Some participants may have been 

reluctant to be totally honest about how their managers provide feedback. In order to 

make participants feel comfortable about being honest when answering the survey, the 

researcher informed participants that their identity will be confidential and that the survey 

was designed in such a way that the IP addresses of participants will remain unknown. In 

addition, some of the participants who responded to the survey did have only strong 

positive opinions or strong negative opinions, but this did not influence the results of the 

study. According to Johnson and Christensen (2008), self- report is a "test-taking method 

in which the participants check or rate the degree to which various characteristics are 
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descriptive of themselves" (p. 159). Johnson and Christensen posit that self-report 

inventories can be subjected to contamination because in some instances participants can 

either "fake good" (provide only positive responses) or "fake bad" (provide only negative 

responses). When participants answer in a mostly positive or negative manner, a response 

set occurs. A response set is the tendency for participants to answer surveys in one 

direction (Christensen & Johnson). The researcher did not have to eliminate those 

surveys that appeared to have either mostly positive or mostly negative responses because 

there were not a substantial number of surveys that reflected either strong positive or 

strong negative responses. Lastly, the survey was sent in an electronic format to the 

participants' email addresses and via the social media website called Linkedln. Although 

a number of employees did not respond to the survey, the results of the study were not 

affected in a negative manner. On average, online surveys have a response rate of 33% 

(Nulty, 2008). The researcher sent the survey to the sample four times in two week 

increments in order to increase the chances of participants responding to the survey. 

According to Creswell (2003), "delimitations are used to narrow the scope of the 

study and may focus on specific variables or a central phenomenon" (p. 148). The first 

delimitation is the study was conducted using virtual employees working for institutions 

of higher education only. Lastly, the sample surveyed in the study consisted of only 

virtual employees in higher education employed in a virtual capacity for two or more 

years. 

Definitions of Terms 

1. Developmental Feedback: For the purpose of this study, developmental feedback 

is a way any communication is received from a supervisor or mentor, which is not 
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directly associated an individual's current role, goals, or objectives. 

Developmental feedback is focused on areas needed to further an individual's 

career (Ryan, Brutus, Greguras, & Hakel, 2000; Scharff, 2005). This will be 

surveyed in section three of the questionnaire. 

2. High-quality LMX Relationships (In-Group): The relationship between the leader 

and the follower is based on mutual trust, respect, liking, and reciprocal influence. 

The subordinates in this group receive more information, influence than the rest 

of the subordinates. Additionally they are more dependable, highly involved and 

more communicative than the rest of subordinates. (Northouse, 2004) 

3. Low Quality LMX Relationships (Out-Group): The relationship between the 

leader and the follower is such that the leader uses traditional supervisory 

approach, and the employee helps the leader strictly based on his responsibilities 

as a subordinate, nothing further. In other words, they come to work, do the job, 

and then go home. (Northouse, 2004) 

4. Managerial Communication: The downward, horizontal, or upward exchange of 

information and transmission of meaning through informal or formal channels 

that enables managers to achieve their goals (Bell & Martin, 2008). 

5. Performance Feedback: Performance feedback is any information communicated 

to an employee from his or her supervisor designed to inform the employee on 

their performance relating to meeting their individual goals (Ashford & 

Cummings, 1985; Reinke & Baldwin, 2001; Scharff, 2005). 
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6. Trust: An expectancy held by an individual or group that the word, promise, 

verbal or written statement of another individual or group can be relied upon 

(Rotter, 1967). 

7. Virtual Workforce/ Employees: An organization's workforce is said to be virtual 

when its employees are geographically dispersed, or operating through the 

differences of time, place and organizational boundaries. In simplified terms, the 

members of the virtual workforce work from places distant from their offices 

(their homes, office branches in different states or even different countries) and 

collaborate effectively even after not being in physical contact with each other 

(Neti, 2011). 

Summary 

Advancements in technology and globalization has contributed to many 

organizations implementing virtual teams as a means to remain competitive in today's 

global economy (Bal & Teo, 2000; Powell, Piccoli, & Ives, 2004; Purvanova & Bono, 

2009). Due to the growth and need for virtual teams, organizations must realize that 

managing these teams is more complex than managing onsite employees and must 

implement ways to manage them in an effective manner (Nunamaker et al.., 2009). These 

teams have changed the way organizations traditionally communicate, manage, and 

evaluate team performance. Although there are many advantages for companies utilizing 

virtual teams, there are some challenges that need to be addressed to ensure that the 

employees and the managers who oversee them are operating at optimal levels (Bergiel et 

al., 2008). Managers of virtual teams find themselves struggling with building high 

performing work relationships and providing constructive performance and 
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developmental feedback to their virtual employees (Bell & Kozlowski, 2002; Neti, 2011). 

The data collected from this study may provide leaders in higher education and in other 

industries with strategies on how to communicate performance and developmental 

feedback to virtual employees in a way that will positively impact the performance of the 

employee and organization as a whole. In addition, the data will reflect how virtual 

employees view organizational trust and give managers insight on how to increase trust 

between them and the virtual employees they oversee. 

This study utilized a quantitative approach to collecting data. The participants 

were virtual employees who have been employed in institutions of higher education for a 

minimum of two years in a virtual capacity. Participation in the study was voluntary. 

Morrill's (1997) seven-point Likert-type instrument with several open-ended questions 

was used to collect the data. This survey measures performance feedback as it relates to 

the Leader-Member Exchange Theory (LMX). In addition, there is a section in the 

survey on developmental feedback that tested Thibodeaux and Lowe's 1996 findings that 

mentoring relationships are related to in-group or high LMX relationship (Scharff, 2005). 

The survey was sent via e-mail to participants. 

Chapter 2 provides an overview of virtual teams and an in-depth review of the 

literature relating to distance education leadership, Leader-Member Exchange Theory, 

performance feedback, developmental feedback, and organizational trust. Chapter 3 

discusses the research methodology and the research design of this study. Chapter 4 

covers the results of the study and an analysis of the data collected. Lastly, Chapter 5 

provides an overview of the results, implications, and directions for future research. 



CHAPTER TWO 

REVIEW OF RELATED LITERATURE 

Across all industries, the use of virtual teams is on the rise and has become 

common in organizations today (Carmel & Agarwal, 2001; Hertel, Geister, & Konradt, 

2005; Martins, Gilson, & Maynard, 2004; McDonough, Kahn, & Barczak, 2001). Heller 

et al. (2010) posit that these teams have transformed how traditional organizations form, 

manage, and evaluate team performance. "Managers are increasingly losing the ability to 

control and effectively manage the growth of employees working in virtual 

environments" (Scharff, 2005, pg. 22). Although many forward thinking companies are 

adopting the virtual teaming concept and its benefits (Jungalwalla, 2000), there are a 

number of barriers that exist as well. Developing trust, effective communication, strong 

leadership, and access to sufficient technology can have a negative impact on virtual 

teams (Bergiel et al., 2008). 

According to Powell et al. (2004), research on virtual environments is still in a 

state of infancy. In addition, there seems to be an insufficient amount of research 

conducted on how managers leading virtual teams effectively communicate performance 

and developmental feedback (Scharff, 2005). This quantitative study will explore whether 

the quality of LMX has an impact on how performance and developmental feedback is 

communicated by managers to virtual employees working in institutions of higher 

education. Furthermore, virtual employees' perceptions of organizational trust will be 

16 
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evaluated. In addition, this study will identify effective strategies for managers to utilize 

when providing feedback to their virtual workforce. The overarching goal of chapter two 

is to display a review of literature on the evolution of higher education, the social 

exchange theory, the leader-member exchange theory, virtual environments, performance 

feedback, developmental feedback/ mentoring, managerial communication and 

organizational trust. 

Higher Education: The Evolution of Distance Education Leadership 

Currently, higher education is experiencing what may be its most significant 

changes since the fifteenth century invention of the printing press (Matheos & Archer, 

2004). Learners are demanding higher levels of accessibility and convenience, decreased 

costs, and wanting education outcomes to be applicable to work settings (Hanna, 1998). 

Levine and Sun (2002) suggest that the landscape of university education in North 

America will be reconfigured by advances that are happening with technology and will 

result in three types of institution: brick, click, and click and brick. The brick institutions 

are the traditional universities that deliver only face-to-face instruction; the click 

universities are virtual universities that deliver instruction electronically, and click and 

brick institutions deliver programs through a combination of traditional and e-learning 

modes. Today distributed learning is serving on-campus students as well as off-campus 

students traditionally served by distance education (Matheos & Archer, 2004). 

According to the United States Department of Education (2006-2007), there were 

approximately 11,200 college-level programs that were designed to be completed totally 

through distance education; 66 percent of these programs were reported as degree 

programs and the remaining 34 percent were reported as certificate programs. Globally, 
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the education and training market is a $2 trillion dollar industry and a $750 billion dollar 

industry in the United States alone (United States Department of Education). By 2010, 

there were 97 million students enrolled in higher education institutions and by 2025, there 

will be 150 million students enrolled (United States Department of Education). 

The use of virtual teams is increasing in higher education due to the growth of distance 

education programs (Parmenter, 2009). Kezar (2009) believes that one of the most 

important conditions for the health and future of higher education is the development of 

its leader. Beaudoin (2003) explains that leaders employed in institutions of higher 

education in the new millennium will have to evaluate their experiences and internalized 

understandings about their capacity to lead. 

Social Exchange Theory: The Theoretical Roots of LMX 

The Social Exchange Theory (SET) provides the dominant theoretical basis for 

the Leader-Member Exchange Theory (LMX) (Sparrowe & Liden, 1997). Four figures 

were largely responsible for the emergence of the Social Exchange Theory: George 

Homans, John Thibaut, Harold Kelly, and Peter Blau (Emerson, 1976). In addition, 

Emerson (1976) posits that Homan's work emphasized more of the psychology of 

instrumental behavior and took more of a reductionist approach. He had an abundance of 

knowledge of group level processes and dwelled upon psychological principles of 

reinforcement. In 1958, Homans developed the exchange perspective and explicated 

those ideas in his book Social Behavior: Its Elementary Forms, which was written in 

1961. In this book, Homans (1961) focused on the direct exchange systems typically 

found in dyads and small groups and he presumed that the dynamics of social groups 

would be better understood by evaluating the individuals involved in those groups. 
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"Drawing on behavioral psychology, he developed general propositions about interaction 

that would be applicable across social contexts (e.g., the more valuable a man perceives 

the result of his action to be, the more frequently he will perform that action) (Collett, 

2010). 

Conversely, the work of Thibaut and Kelley (1959) utilized different strategies of 

theory construction by starting with psychological concepts, built up to the dyad, and 

from there, built up to the small group (Emerson, 1976). In 1959, Thibaut and Kelley 

wrote The Social Psychology of Groups. This book took a more sociological approach 

and associated the behaviorist approach with an understanding of how context might 

influence an individual's behavior (Collett, 2010). "Thibaut and Kelley (1959) focused 

on dyadic relations and thought about the role rewards and costs in exchange" (Collett, 

2010). 

For the purpose of this study, Peter Blau's contribution to the Social Exchange 

Theory will be used because it stipulates that certain workplace antecedents lead to 

interpersonal connections referred to as social exchange relationships (Cropanzano, 

Byrne, Bobocel, & Rupp, 2001). Peter Blau was born February 7, 1918 and is known as a 

leading figure is sociology. His contribution to the field of sociology includes the study 

of the macro-social structure. This entailed analyzing the large scale systems of 

organizations, social classes, and the dimensions around which societies are structured. 

Peter Blau was an author, one of the founders of organizational sociology, a mentor, a 

dynamic teacher, and held many different high level positions with organizations like the 

American Sociological Association. In 1964 he wrote "Exchange and Power in Social 
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Life", which made a major contribution to the field of sociology and the social exchange 

approach. This book was revised in 1986. 

"Social exchange" refers to voluntary actions of individuals that are motivated by 

the returns they are expected to bring and typically do in fact bring from others (Blau, 

1986). One of the basic tenets of the Social Exchange Theory is that relationships evolve 

over time into trusting, loyal, mutual commitments (Cropanzano & Mitchell, 2005). Blau 

(1986) posits that social exchange involves the principle that one person does another a 

favor, and while there is a general expectation of some future return, its exact nature is 

definitely not stipulated in advance. In addition, he further states that social exchange 

also" involves favors that diffuse future obligations, not precisely specified, and the 

nature of the return cannot be bargained about but must be left to the discretion of the one 

who makes it" (Blau, 1986, p. 93). At times, social exchange processes may originate in 

pure self-interest, but can generate trust in social relations through their recurrent and 

gradually expanding character. Feelings of obligation, trust, and gratitude are often 

engendered by social exchange. 

Blau (1986) asserts that the basic and most crucial distinction is that social 

exchange entails unspecified obligations. "The benefits involved in social exchange do 

not have an exact price in terms of a single quantitative medium of exchange, which is 

another reason why social obligations are unspecific"(Blau, 1986). (pp. 94-95) 

Blau (1986) posits: 

The following conditions affect processes of social exchange: the stage in 
the development and the character of the relationship between exchange 
partners, the nature of the benefits that enter into the transactions and the 
costs incurred in providing them and the social context in which the 
exchanges take place. In the long run, social exchange is about 
commitment and an investment in people, (pp. 97-98) 
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Blau (1986) emphasizes that: 

the establishment of exchange relations involves making investments that 
constitute commitments to the other party. Since social exchange involves 
trusting others to reciprocate, the initial problem is to prove one-self 
trustworthy. As individuals regularly discharge their obligations, they 
prove themselves trustworthy of further credit. Both partners gain 
advantages from a stable exchange partnership, but greater commitment of 
one constitutes a particular advantage for the other, (pp. 98-99) 

With trust being the foundation of stable social relations, and with exchange obligations 

promoting trust, special mechanisms exist to perpetuate obligations and thus strengthen 

bonds of indebtedness and trust. In a social exchange situation, individuals become 

interdependent upon one another because of the expanding exchange of benefits they are 

experiencing within the relationship. Generally, this establishes mutual trust and fortifies 

their social bond. In order for social relationships to become stable and beneficial for all 

parties involved, each person has to make a conscious effort to ensure they are nurturing 

the relationship. Blau (1986) posits: 

A stable social relationship requires that individuals make some 
investments to bring it into being and maintain it in existence, and it is to 
the advantage of each party to have the other or others assume 
disproportionate share of the commitments that secure their continuing 
association, (p. 113) 

In essence, in every exchange transaction, each participant hopes to gain much at little 

cost, yet to profit at all both parties must come to some agreement (Blau, 1986). 

The History of the Leader Member Exchange (LMX) 

According to Schreisheim, Castro, and Cogliser (1999), LMX, a relationship 

based leadership approach developed by Dansereau, Graen, and colleagues over two 

decades ago (Dansereau, Graen, & Haga, 1975; Graen & Cashman, 1975) has undergone 

an interesting metamorphosis since its infancy. Since then, this theory has evolved into a 
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dyadic approach to understanding supervisor-subordinate relationships. The theoretical 

basis of LMX is that dyadic relationships and work roles are developed and negotiated 

over time through a series of exchanges or interactions between the leader and the 

member (Bauer & Green, 1996). Research shows that the leader-member exchange 

theory is related to important organizational outcomes such as subordinate turnover, 

subordinate satisfaction, promotions, ratings of member performance and member extra 

role performance (Northouse, 2004). 

According to Northouse (2004), "most leadership theories focus on leadership 

from the point of view of the leader (e.g., trait approach, skills approach, and style 

approach) or the follower and the context (e.g., situational leadership, contingency 

theory, and path-goal theory)". He further posits that LMX conceptualizes leadership as a 

process centered on the interactions between the leader and the follower and that the 

dyadic relationship experienced between the two is the focal point of the LMX process. 

Over twenty-eight years ago, the LMX theory was first researched and studied by 

Dansereau, Graen, and Haga (1975), Graen and Cashman (1975), and Graen (1976). This 

theory has undergone many revisions and is still an interest of many researchers in the 

leadership arena. Furthermore, Northouse (2004) posits that prior to LMX leaders treated 

their subordinates collectively, as a group. "LMX challenged this and directed 

researchers' attention to the differences that might exist between the leader and each of 

his followers" (p. 147). 

In earlier studies, the LMX theory was called the Vertical Dyad linkage (VDL) 

and focused on these linkages that were formed between the leader and each one of their 

followers. There were two types of linkages or relationships found between the leader 
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and the follower. For in-group employees the relationship is based on an expanded and 

negotiated role of responsibilities. Employees in this group are given the opportunity to 

negotiate with the leader and are willing to do extra roles in support of the group. 

Conversely, out-group employees' relationship with their leader is based on a formal 

employment contract. The employees in the out-group usually has no interest in taking on 

new job responsibilities or their managers do not trust them enough to assign them 

additional job duties (Northouse, 2004). Based on how well subordinates work with the 

leader and vice versa determines whether they become members of the in-group or out-

group (Graen, 1976). Dansereau et al. (1975) states that the personality of and other 

personal characteristics of both parties are related to this process. Furthermore, Graen 

(1976) emphasizes that how subordinates involve themselves in expanding their 

responsibilities with their leaders will also determine whether they become a part of one 

group or the other. Likewise, Dansereau et al. (1975) posits that in-group subordinates 

receive more information, influence, confidence, and concern from their managers than 

do out-group subordinates. In-group subordinates tend to be more dependable, involved, 

and communicative than the out-group members (Dansereau et al., 1975). Out-group 

subordinates come to work, carryout their job responsibilities, and go home. Northouse 

(2004) notes that leaders form individual dyadic working relationships with their 

subordinates and the types of exchanges that take place are based upon the type of 

relationship being built between the two. 

Initially, LMX studies focused on the differences between the in-group and out-

group subordinates. Subsequently, a line of research emerged that addressed how LMX 

theory was related to the effectiveness of organizations. In summary, these studies 
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focused on the leaders, followers, and the organization as a whole and how these 

outcomes were related to the quality of the leader-member exchange theory. Current 

research on LMX now focuses on the "leadership making" process which was created by 

Graen and Uhl-Bein in 1991. Northouse (2004) defines leadership making as: 

a prescriptive approach to leadership that emphasizes that a leader should 
develop high-quality exchanges with all of his or her subordinates, rather 
than just a few. It attempts to make every subordinate feel as if he or she is 
a part of the in-group and by doing so, avoids the inequities and negative 
implications of being in an out-group. Leadership making suggests that 
leaders can create networks of partnerships throughout the organization, 
which will benefit the organization's goals as well as their own career. 
(p. 151) 

In leadership making process, there are three stages involved that develops progressively 

over time. These stages are listed below: 

1. Phase One- Stranger Phase- Interactions between the leader and follower are 

formal and are rule bound, relying on pure contractual relationships. Leaders and 

subordinates relate to each other within prescribed organizational roles and the 

leader gives the subordinate only what is needed to perform. When subordinates 

are in this stage, they experience lower-quality exchanges with their leader that is 

similar to out-groups. The subordinate complies with formal leader, who has 

hierarchal status for the purpose of achieving the economic rewards the leader 

controls. The subordinate is for self-interest rather than the group (Graen & Uhl-

Bien, 1995). 

2. Phase Two- The Acquaintance Phase- In this stage, an "offer" by the leader or the 

subordinate for improved career-oriented social exchanges is made. The sharing 

resources and personal/work related information signifies the leader and 



subordinate are in the phase. There is a testing period for both the leader and the 

subordinate to assess whether the subordinate is interested in taking on more roles 

and responsibilities and to assess whether the leader is willing to provide new 

challenges for subordinates. During this phase, the dyad shifts towards toward 

new ways of relating and moves way from interactions that are strictly governed 

by job descriptions and defined roles. The leader and subordinate experience an 

improved quality of exchange and there is a greater level of trust and respect for 

each other if the dyad is progressing in a positive direction. The subordinate tend 

to now focus less on own self-interests and more on the purposes and goals of the 

group. 

Phase Three- Mature Partnership Phase- During this phase, high-quality leader-

member exchanges should be taking place between the leader and subordinate. A 

high degree of mutual trust, respect, and obligation toward each other is 

experienced. Due to the leader/follower relationship being tested, they can now 

depend on each other for favors and special assistance. The leader will begin to 

entrust subordinates with extra assignments, and subordinates may look to leaders 

for support and encouragement. The work relationship between the leaders and 

subordinates is highly productive and goes beyond a traditionally hierarchically 

defined work relationship. Positive outcomes for the leaders/subordinates and for 

organization are produced. During this phase, partnerships are transformational 

and assist leaders and followers in moving beyond their own self-interests and to 

accomplish the greater good of the team and organization. 



As with any theory, there are strengths and weaknesses of LMX. The Leader-

Member Exchange Theory is a descriptive theory that describes work units in 

terms of how employees contribute to the organization. Some employees 

contribute more to organizations and others contribute less to organizations. Most 

times, how employees contribute to organizations depends on the type of 

relationship they have with their leader. Although harmful to the ultimate success 

of organizations, leaders tend to form close relationships with employees who to 

tend to be high contributors to the organization. "LMX validates our experience 

of how other people within organizations relate to each other and the leader" 

(Northouse, 2004, p. 154). The Leader Member Exchange is different from other 

leadership approaches because it makes the concept of the dyadic relationship 

shared between leaders and subordinates the center of the leadership process. The 

main focal point of many other leadership approaches is the characteristics of the 

leaders, followers, contexts, or a combination of these. In addition, other 

leadership approaches do not evaluate the distinct relationships formed between 

leaders and each subordinate. Northouse (2004) posits that LMX highlights that 

when leaders deliver effective leadership, it is a sign that subordinates are 

experiencing effective leader member exchanges. 

Communication is one of the most important aspects of leadership, and is also an 

important component of the Leader-Member Exchange Theory. In order for subordinates 

to experience high-quality leader member exchanges, effective communication has to 

take place. Mutual respect, trust, and commitment are all essential characteristics needed 

for effective leadership when leaders are communicating with their subordinates. 
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Furthermore, the LMX theory is related to other important organizational outcomes such 

a performance, organizational commitment, job climate, innovation, organizational 

citizenship, empowerment, procedural and distributive justice, career progress, and many 

other important organizational variables (Grean & Uhl-Bein, 1995). 

The Leader-Member Exchange Theory and Managerial Communication 

Based on the findings of Akkirman and Harris (2004), communication is a major 

concern facing managers who lead virtual teams. Mueller and Lee (2002) conducted a 

quantitative study that explored subordinates' perceptions of communication satisfaction 

and if the quality of LMX played a role in those perceptions. According to the results of 

this study, the quality of LMX did have a positive effect on subordinates' perception of 

communication satisfaction in interpersonal, group, and organizational contexts. Higher 

levels of communication satisfaction experienced by subordinates equated to these same 

subordinates experiencing high-quality LMX exchanges with their leader. These findings 

are consistent with past research on LMX and its relationship to communication 

behaviors that exist in the superior-subordinate relationship (Mueller & Lee, 2002). As 

stated in Mueller and Lee (2002), subordinates experiencing high-quality LMX enjoyed 

consistently more favorable formal and informal rewards and open communication 

(Dansereau et al., 1975; Graen & Scandura, 1987; Graen & Uhl-Bein, 1995; Jablin, 

1987). Consequently, subordinates experiencing low quality LMX closed communication 

and less formal and informal rewards. 

Historically, literature on communication has taken a conventional approach to 

the supervisor-subordinate relationship and the role of communication and has attempted 

to identify strategies that can be applied to all situations (Yrle, Hartman, & Galle, 2002). 
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One primary problem area with the supervisor and subordinate relationship is that there 

are distortions arising from a lack of congruence between the two, leading to a need to 

improve communications, overall satisfaction, and/or performance outcomes" (Yrle et 

al., 2002). In a research study conducted by Yrle et al. (2002), the relationships between 

communication style of leaders and leader member exchanges experienced by 

subordinates was investigated. Based on the data from this research, there is evidence that 

there is a direct relationship between the quality of LMX and communication styles. 

High-quality supervisor-subordinate dyads confirmed that subordinates were privileged 

to experience high levels of communication, were given high-quality information by 

supervisors, and were allowed to participate in activities (Yrle et al., 2002). 

Subsequently, subordinates in low quality dyads did feel that the information shared by 

their supervisors was adequate, but they were not allowed to participate in activities (Yrle 

et al., 2002). 

Madlock, Martin, Bogdan, and Ervin (2007) conducted research on how 

communication traits affected the quality of leader member exchange. The 

communication exchange process between superiors and subordinates may be determined 

by the personality and personal characteristics of the individuals involved (Dansereau, 

Graen, & Haga, 1975). Positive relationships were found between communicator 

competence, affirming communicator style, and the quality of LMX. In addition, 

according to the data, communication apprehension and LMX were negatively related. A 

lower quality of LMX was experienced by subordinated who were apprehensive about 

communicating with their manager than those who were less apprehensive (Madlock et 

al., 2007). 



Communication is essential for supervisors to develop effective interpersonal 

relationships with their subordinates (Eichhorn, 2009). According to Eichhorn (2009), 

organizational climate is impacted negatively if subordinates perceive that supervisors are 

offering differential treatment and can often times affect how these individuals seek 

feedback from their supervisor. Eichhorn (2009) conducted a quantitative study that 

addressed the quality of LMX and feedback seeking strategies. In essence, this research 

evaluated how supervisors communicated feedback and whether employees experienced 

high-quality or low quality feedback. As a result, the data on conversational 

effectiveness and the quality of LMX reflected a direct, positive, and significant 

relationship. Subordinates who experienced a high-quality LMX perceived their 

conversations to be effective with their superiors. Individuals experiencing high-quality 

LMX are more likely to pursue feedback from their supervisors than subordinates 

experiencing low quality LMX. Eichhorn (2009) posits that before a subordinate will 

approach his/her supervisor, that subordinate will probably first evaluate the quality of 

communication behaviors and the overall exchange experienced with their supervisor. 

Subordinates may be less likely to engage in direct questioning if they perceive they have 

a low quality relationship with their supervisor. In any event, communication variables 

play a vital role in developing high-quality LMX relationships between supervisors and 

subordinates (Eichhorn, 2009). 

Leader-Member Exchange Theory and Performance Feedback 

Historical research studies suggest that LMX and performance related and 

attitudinal job outcomes are linked to the quality of exchanges experienced between 

leaders and their employees (Gerstner & Day, 1997; Graen & Scandura, 1987; Graen & 



Uhl-Bein, 1995; Schriesheim, Neider, & Scandura, 1998). Based on the findings of 

Scandura & Graen (1984) in reference to performance, in-group employees received 

more communication from their mangers and this resulted in these employees gaining 

additional influence with their managers and increased latitude in their jobs. 

According to Janssen and Yperen (2004), organizations are trying to investigate 

why employees perform their jobs poorly or well and why are they satisfied with their 

jobs. Janssen and Yperen (2004) conducted a study where the achievement theory and the 

Leader-Member Exchange Theory were combined to explore whether the interpersonal 

mechanism of LMX is linked to employees' goal orientations and the outcome variables 

of job performance and job satisfactions. The data revealed that there was a positive 

relationship between the quality of LMX, job performance, and job satisfaction. 

Harris, Wheeler, and Kacmar (2009) examined if empowerment had an impact on 

LMX, job satisfaction, job performance, and organizational citizenship behaviors. 

Recently, empowerment programs and how they impact the workplace, have received 

considerable attention from academics and practitioners alike (Harris, Wheeler, & 

Kacmar, 2009). Meaning, competence, impact, and self-determination are the four 

cognitions that describe the increase in task motivations of psychological empowerment 

(Sprietzer, 1995). The results of this study provided evidence that empowerment has an 

impact on LMX and organizational outcomes. When empowerment and the quality of 

LMX is low, negative organizational outcomes were found. Conversely, when 

empowerment and quality of LMX was high, positive organizational outcomes were 

found. Previously, a few studies conducted on LMX and job outcomes failed to find a 

positive link (Graen et al., 1982; Seers & Graen, 1984). 
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Employee performance and the quality of LMX, whether low or high, between 

managers and subordinates tends to impact communication frequency (Kacmar, 

Zivnuska, Witt, & Gully, 2003), relationship development (Sin, H., Nahrgang, J., & 

Morgeson, 2009; Nahrgang, J., Morgeson, F., & Ilies, R., 2009), and workplace attitudes 

(Cogliser, C., Schrieshiem, C., Scandura, T., & Gardener, W, 2009) as well. Based on the 

literature, in-group employees tend to benefit in the work place from experiencing high-

quality leader-member exchanges with their supervisors. Leaders must recognize the 

importance of establishing a better relationship with employees experiencing low- quality 

LMX as well. Scandura and Graen (1984) conducted a study in leadership intervention 

and how it impacts LMX. The data collected from this study indicated that employees 

experiencing low quality exchanges, responded positively to leadership intervention. 

After twenty six weeks of receiving leadership intervention, the low quality employees 

significantly improved their overall job performance and productivity. Furthermore, these 

employees experienced increased levels of job satisfaction; they supported their leader 

more, and were more committed to the success of the work unit (Scandura & Graen, 

1984). 

Leader-Member Exchange Theory and Developmental Feedback 

According to Stone (2007), in order for an organization to remain competitive, it 

will have to consist of employees who are motivated, eager to learn, and are able to adapt 

as their role changes within the organization. In order for this to happen, managers must 

be able to coach, counsel, and mentor their teams (Stone, 2007). Zhou (2003) states that 

supervisor developmental feedback takes place when supervisors equip their employees 

with helpful and valuable information that allows them to learn, develop, and improve 
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job performance. In order for employers to achieve excellence and positive organizational 

outcomes, people development must be incorporated into the management gene structure 

of organizations (Crawford, 2010). 

Scandura and Schrieshiem (1994) conducted a study to investigate if LMX was 

linked to career mentoring. The data were collected from supervisors and subordinates. 

Based on the results, the supervisors and subordinates had distinct perspectives on LMX 

and career mentoring. Furthermore, performance, salary progress, and promotion rates 

were associated with LMX and career mentoring. The literature holds that LMX and 

career mentoring tend to take place in hierarchical dyads and career success is related to 

the subordinate in the dyad (Scandura and Schrieshiem, 1994). 

Thibodeaux and Lowe (1996) explored how the quality of LMX was linked to the 

development of mentoring relationships. Participants had to describe the type of 

relationship they developed with their supervisors: mentored or not. According to the 

data, employees who experienced high-quality LMX with their supervisors regularly 

described their relationship as a mentoring relationship. Employees experiencing low-

quality LMX did not. Supervisor power was also evaluated in the study. Out-group 

employees tended to experience coercive power, whereas in-group employees 

experienced legitimate power (Thibodeaux & Lowe, 1996). 

The Leader-Member Exchange Theory and Developing Organizational Trust 

Peter Blau's (1964) contribution to the social exchange theory is the theoretical 

foundation for many theories of trust and assumes when beneficial exchanges are taking 

place between individuals, trust transpires (Whitener, Brodt, Korsgaard, & Werner, 

1998). In the subordinate-supervisor relationship, interpersonal trust plays a pivotal role 



in employees experiencing a sense of fairness within the relationship (Deluga, 1994). 

According to Kouzes and Posner (1987), in order for leadership effectiveness and work 

unit productivity to take place, supervisors must be seen as trustworthy leaders. Deluga 

(1994) conducted a study that examined if there was a link between the social exchange 

theory and the equity theory having an impact on supervisors building trust, the quality of 

LMX, and subordinate organizational citizenship behavior. The data showed that 

perceived fairness was linked to trust, which was most connected with organizational 

citizenship behavior (Deluga, 1994). In addition, although fairness perceptions were not 

positively linked to the quality of LMX, subordinate organizational citizenship behaviors 

were linked to the quality of LMX (Deluga, 1994). 

Chen, Wang, Chang, and Hu (2008) examined whether LMX influenced trust and 

evaluated subordinates' perceptions of their supervisors in a medical organization. The 

results reflected that LMX had a significant effect on the level of trust the participants 

had for their supervisors. High-quality LMX was positively linked to increased levels of 

trust. Also, perceived supervisor support was affected by the quality of the exchange 

relationship between the supervisors and subordinates (Chen et al., 2008). The findings of 

this study maintained that in-group/ out-group relationships exist and that high-quality 

LMX is related to trust, support, and relationship interactions, rewards, and desirable 

work assignments (Dienesch & Liden, 1986; Murphy, Wayne, Liden, & Erdogan, 2003). 

Scandura and Pellgrini (2008) posit that in order for professional relationships to be 

successful, trust has to be embraced by the parties involved. In numerous studies 

conducted previously, trust was examined in a unilateral dimension (Dienesch & Liden, 

1986; Graen & Scandura, 1987; Graen & Uhl-Bein, 1995). Scandura and Pellgrini (2008) 
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explored the multidimensional nature of trust and how these dimensions may have an 

impact on the quality of LMX. The research data suggested that there was a positive link 

between the quality of LMX and identification-based and calculus-based trust (Scandura 

& Pellgrini, 2008). 

The Emergence of Virtual Work Environments 

During the 1990s, a new team process emerged- virtual teams or virtual teaming 

(Furst, Reeves, Rosen, & Blackburn, 2004). According to Bergiel et al. (2008), virtual 

teaming is, however, something no one really planned methodically- rather, it developed 

because the appropriate technology became available. Bergiel et al. (2008) further stated 

that technological applications allowed team operations to move beyond face- to-face 

situations to teleconferences and on to virtual conferences. Due to the evolution of virtual 

teams, organizations are capable of rapidly creating teams of talented people who can 

respond to the needs of their customer are destined for success in the competitive and 

complex economy of today (Kankanhallie, Tan, & Wie, 2007). Although there are many 

advantages to organizations forming virtual teams, there are many challenges 

organizations face as well. Virtual teamwork is more complex than working face-to-face 

(Heimer & Vince, 1998). Bergiel et al., (2008) emphasize that a shortage of local talent 

of a sufficient quality drives many companies to create virtual teams. The shift from 

production to service related businesses has also created a new generation of knowledge 

worker not bound by physical work locations (Mongale & Sutherland, 2010). In addition, 

these factors indicate that firms are faced with increased challenges to coordinate tasks in 

teams across time zones, physical boundaries, and organizational contexts (Bal & Teo 

2000; Kayworth & Liedner, 2002). One of the largest and most obvious challenges in 
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monitoring virtual team performance is the inability of managers to physically observe 

their employees' performance and efforts, and how to implement effective methods for 

measuring productivity, building trust, and managing teams given their particular 

constraints (Kirkman, Rosen, Tesluk, & McPherson, 2002). Scharff (2005) states that one 

area where there appears to be a lack of empirical research involving virtual 

environments is how these settings, with minimal face to face contact, influences the 

success of managerial communication regarding the performance and developmental 

feedback to employees. 

Virtual Team Leadership: Competencies Needed For Effective Leaders 

Heller et al. (2010) state that in order for there to be an understanding of 

competencies required by virtual leaders, it is imperative to first understand how a virtual 

leader's role differs from a leader managing a traditional organization. One of the main 

core competencies of virtual leaders is just being a leader (Fisher & Fisher, 2011). In 

organizations, these virtual leaders usually come from the ranks of middle management 

and these leaders tend have the ability to thrive and survive on multidimensional 

relationships (Grenier & Metes, 1995). Usually, middle managers are chosen to lead 

virtual teams because they have experience working with and forming relationships with 

the workforce, executive management, suppliers and regulators (Grenier & Metes, 1995). 

Cascio and Shurygailo (2003) posits that a loss of face- to-face synergies, lack of trust, 

greater concern with predictability and reliability, and a lack of social interactions are the 

main disadvantages of utilizing virtual teams. Leaders of virtual teams seem to struggle 

the most with effectively communicating and building trust on their teams (Heller et al., 

2010). 
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Hambley, O'Neill, and Kline (2007) conducted a study on virtual team leadership. 

The purpose of this inductive-based qualitative study was to gain a better understanding 

of virtual team leadership in a range of organizations. The sample consisted of nine 

leaders and members of virtual teams from six different organizations in Western 

Canada. The researchers utilized semi-structured interviews to collect the data. A 

combination of closed and open-ended interview questions was used to obtain the data. 

According to the data, there were several recurring themes. The first theme emphasized 

by the virtual employees was that leaders need to focus on building their teams and those 

leaders should have a certain set of virtual team leadership skills. A leader providing 

vision and direction to their virtual employees is highly important for obtaining virtual 

team success. Another recurring theme was for virtual team leaders being able to conduct 

effective virtual team meetings. Due to the lack of face to face contact between team 

members, conducting productive virtual team meetings become an integral part of virtual 

team success. In addition, instead of focusing on the work itself, virtual leaders should 

also focus on cultivating and personalizing virtual work relationships. Lastly, virtual 

leaders and employees need to increase their knowledge of technology. 

Oertig and Buergi (2006) explored the challenges faced by project leaders 

managing cross-cultural virtual teams. The participants were employed at a Switzerland-

based organization with multiple locations across the country. This study was conducted 

to investigate the perceptions project managers had in reference to the challenges arising 

from managing dispersed teams and how these challenges were managed. Based on the 

findings, the challenge of leadership, managing virtual aspects of communication, and 

developing trust were significant key themes (Oertig & Buergi, 2006). In addition, 
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managing the task, managing people, managing language and cultural issues, and 

managing the matrix were significant sub-themes. 

The development of virtual team leaders is a crucial factor when differentiating 

between mediocre and high performing virtual teams (Armstrong & Cole, 2002; 

Hambley, O'Niell, & Kline, 2007; Powell et al., 2004). In a qualitative study conducted 

by Mongale and Sutherland (2010), the overall purpose was to explore virtual employee 

perceptions of leadership preferences and factors that contribute to leadership 

effectiveness in virtual teams. The data revealed that socio-emotional leadership 

capabilities are imperative to the success of leading multi-national virtual teams. 

Relationship-based skills like interpersonal skills, the ability to energize and inspire 

others, a good listener, networking, and the ability to coach and develop people were 

ranked the highest in importance when managing virtual teams. 

Currently, the role that virtual teams play in organizational life has become 

increasingly important for them to remain competitive (Mowshowitz, 1997). 

Consequently, the growth in the use of virtual teams has outpaced general understanding 

of virtual team dynamics and unique characteristics and is causing leadership challenges 

for the leaders managing these teams (Cramton & Weber, 2000; Oakley, 1998). Pauleen 

(2003) posits that: 

Whereas the global, organizational, and technological pieces are in place 
for a revolutionary change in the way people work together, it is 
imperative that virtual team members and leaders have the cognitive 
models they need to operate effectively in this new environment. The 
importance of relationship building in a virtual environment and methods 
to build relationships are significant factors when practitioners engage in 
virtual work. (p. 229) 



Pauleen (2003) conducted a study that explored how virtual team leaders develop 

relationships with virtual employees and to come up with a model to assist leaders with 

building those relationships effectively. The results of the study did reflect that building 

some level of personal relationships with virtual employees is essential for building 

effective virtual work relationships (Pauleen, 2003). A three-step model for building 

virtual team relationships was developed as a result of this study. The first step involves 

assessing conditions. In this step, the virtual leader evaluates what positive or negative 

factors could impact the teams' success. The second step involves targeting level of 

relationship. "Level of relationship can be defined as the "level" of personal relationship 

that the leader thinks is appropriate to develop with a team member to accomplish the 

project goal or task" (Pauleen, 2003, p. 244). Creating strategies is the third step in the 

relationship building process for virtual teams. In this step, the leader ensures that proper 

communication channels exist and their virtual employees are properly trained on how to 

use them all. Based on the data from this study, it is beneficial for organizations to 

support virtual leaders developing relationships with their virtual employees. 

Historically, data from past research have reflected that a significant number of 

managers are clueless about what it takes to manage a virtual team successfully and are 

reluctant about implementing these teams (Watad & DiSanzo, 2000). Although 

performance is a significant challenge to managers of virtual teams (Kurland & Cooper, 

2002; Watad & DiSanzo, 2000; Wiesenfeld et al., 1999), "low commitment, role 

overload, role ambiguity, absenteeism, and social loafing" are other concerns of 

managers leading virtual teams as well (Jarvanpaa & Leidner, 1999, p. 791). 



Malhotra, Majchrzak and Rosen (2007) explored virtual teams and wanted to 

identify best leadership practices for leaders to use to increase effectiveness. In this 

qualitative study, the researchers collected data by using surveys, conducting interviews, 

and performing observations. Based on the data, Malhorta et al. (2007) concluded that in 

order for managers to be successful at e-leadership, they must form trusting relationships 

via ICT (information and communication technology), ensure that diversity is understood 

and appreciated by the virtual employees, adequately manage virtual team life cycles, 

manage how the team uses technology, make virtual employees feel connected to the 

team and to the organization, and help ensure that all team members benefit from being a 

part of the team. 

Virtual Teams and Managerial Communication 

Although effective communication plays a pivotal role in all organizations, it is 

paramount to the success of virtual organizations (DeSanctis & Monge, 1998, Emelo & 

Francis, 2002; Hoegl & Proserpio, 2005; Kerber & Buono, 2004; Roebuck & Britt, 2002; 

Solomon, 2001). Grenier and Metes (1995) define virtual communication as "a set of 

designed interpersonal communication protocols and technologies that support virtual 

work, teaming, and learning" (p. 229). Fisher and Fisher (2011) state that in order for 

virtual team effectiveness to occur, managers must view communication as important. 

Furthermore, communication takes practice and discipline in virtual environments (Fisher 

& Fisher, 2011). According to Grenier and Metes (1995), some of the characteristics of 

effective virtual communication are building trust, ensuring that each team member 

knows what is going on, allowing for creative expression, cultivates learning, produces 
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positive outcomes and returns for the organization, and assists with developing the need 

for change in the team, the organization, and the environment. 

Akkirman and Harris (2005) explored the differences in levels of communication 

satisfaction and the causes of the differences between virtual and traditional workplace 

employees. The participants were all from the same organization and were surveyed by 

utilizing the Down and Hazen's Communication Satisfaction Questionnaire. The data 

from this study reflected that virtual employees had higher communication satisfaction 

levels than traditional workplace employees. Akkirman and Harris (2005) stated that this 

may have resulted due to demographics of the sample and mature more tenured 

employees may have had more positive than negative experiences. Based on the results of 

earlier studies, effective communication had more of a negative impact on virtual 

workforces than in traditional work environments (Conner 2003; DeSantis & Monge, 

1999; Kayworth & Leidner, 2000). 

Neufeld, Wan, and Fang (2010) conducted a study that explored whether physical 

distance had an impact on leader-follower communication effectiveness or leader 

performance. The sample consisted of executive MBA alumni who graduated from a 

Canadian business school. According to the data, transformational leadership behavior 

had a positive link to perceived leadership performance. Conversely, there was no link 

found between physical distance and leader performance or communication effectiveness. 

Communication did have a positive impact on leader performance. 

Virtual Teams and Performance Feedback 

In order for virtual leaders to be successful, these managers must recognize that 

they have to lead their teams differently from managers of traditional workplace teams 



(Powell et al., 2004). Performance management tends to be a major challenge for virtual 

team managers (Cascio, 2000). It is highly important for virtual employees to receive 

outcome feedback from their leaders (Duarte & Snyder, 2001). When virtual employees 

receive performance feedback from their leaders, trust develops and team performance 

increases as well (Fisher, K. & Fisher, M. 2011; Jarvenpaa & Leidner, 1999). Potter 

(2002) explored whether factors that affect traditional workplace team performance are 

also prevalent in virtual work environments. The data reflected that performance and 

process outcomes both impact virtual teams in ways that are consistent with how 

performance and process outcomes affect conventional face-to-face teams. 

Scharff (2005) states that it is not easy for leaders to manage the performance of 

virtual employees and there seem to be some conflicts in the current state of the literature 

related to the performance of virtual teams versus co-located teams. In prior research 

studies, there have been results that indicated virtual teams experience increased 

performance over co-located teams (Majchrzak, Malhotra, Stamps, & Lipnack, 2004; 

Maznevski & Chudoba, 2000; Shilling, 1999a) and other studies have indicated the 

opposite as true (Andres, 2002; Kurland & Cooper, 2002; Redman & Sankar, 2003). 

Physical observation limitations, employee equity and organizational injustice issues, 

barriers to team performance knowledge and awareness, and the overemphasis on output 

evaluation are some of the challenges managers face when monitoring the performance of 

virtual teams (Heller et al., 2011). Heller et al. (2010) posit that when managers are 

unable to visually assess the performance of their subordinates, managers struggle to 

harness the full potential of their team and are not able to provide their employees with 

true constructive performance feedback. 



Geister, Konradt, and Hertel (2006) conducted a study to investigate whether 

team process feedback increases virtual team performance. Team process feedback can 

improve interpersonal processes and has a positive link to motivation, communication, 

cooperation, and team performance (Dominick, Reilly, & McGourty, 1997; Geister et al., 

2006). A lack of motivation, poor relationship building, and incompetent leaders can all 

have a negative impact on virtual team collaboration (Geister et al., 2006). The regular 

exchange of feedback and information becomes difficult in virtual teams due to decreased 

face to face interactions and can also affect team performance (Geister et al., 2006). The 

results from the data reflected that team process feedback did have a positive impact on 

team performance, motivation, and satisfaction in virtual teams. 

A research study conducted by Kirkman et al., (2004) focused on the impact of 

team empowerment on virtual team performance. The first objective of the study was to 

investigate whether or not empowerment had a positive or negative link to virtual team 

performance. Secondly, this study explored if face-to-face interactions had an effect on 

the team empowerment-team performance relationship. Based on the research data, team 

empowerment was positively linked to customer satisfactions and process improvement, 

which are two assessments of virtual team performance. Lastly, the number of face-to-

face meetings that virtual teams had did have an impact on the team empowerment- team 

performance relationship. Kirkman et al., (2004) posit that increased team empowerment 

experienced by virtual teams lead to " team members who collectively feel enabled to 

improve processes and respond to changing customer demands, often coming up with 

creative solutions to resolve problems and emergency situations" (pg. 185). 



In effective virtual teams, feedback is a team effort and everyone provides one another 

with feedback to continually improve team performance (Fisher & Fisher, 2011). 

Feedback is given to celebrate team members, to promote performance 

improvement, and to correct performance issues (Fisher & Fisher 2011). Employees must 

be cognizant of when their performance declined if managers want to improve inadequate 

performance (Ilgen & Davis, 2000; Mani, 2002). McGregor (1957) emphasized that 

managers despise communicating constructive feedback. In many instances, managers 

delay providing negative feedback (Sussman & Sproull, 1999) or seek ways to alleviate 

the burden of giving negative feedback altogether (Ilgen & Davis, 2000). In historical 

studies conducted on the effects of negative feedback on performance, a positive link 

between performance and negative feedback was reflected in the results (Ilgen & Davis, 

2000; Liden & Mitchell, 1985; Mani, 2002). 

Virtual Teams and Developmental Feedback 

Training on the unique challenges of virtual leadership is imperative for the 

development of future managers (Heller et al., 2010). In organizations, training has 

transitioned to be more performance based and is utilized to improve employee 

performance and to produce positive business outcomes (Noe, 2008). Providing 

developmental feedback and mentoring for virtual employees has been challenging for 

managers leading these teams (Bell & Kozolowski, 2002; Cascio, 2000). According to 

Scharff (2005), developmental feedback is distinctively different from performance 

feedback and coaching. Employee self-improvement and specific job objectives are the 

overall focus of developmental feedback (Ryan et al., 2000). Due to leaders and virtual 

employees not having face-to-face interaction, feedback sessions should be conducted on 
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a regular basis and should be structured to ensure virtual team success (Feldman, 2002). 

When feedback is conducted between a manager and a virtual employee on a consistent 

basis, employees tend to become more comfortable with receiving feedback altogether 

(Holton, 2001). 

Mentoring has been classified as an ancient form of human development (Shea, 

1994). According to Crawford (2010), inspiring all employees to reach their highest 

potential is a major responsibility for managers. "When managers fail to this, they subject 

the organization to losing shareholder value when employees are not performing up to 

their abilities" (Crawford, 2010, pg. 82). Mentoring is being used in highly diverse 

workforces of Information Age organizations to improve the quality of work/life balance 

for employees, training on additional technical skills, to improve the overall operations of 

organizations (Shea, 2003). 

Hamilton and Scandura (2003) conducted a study on the concept of e-mentoring. 

In this study they examined the concept of e-mentoring in a digital world and how it 

impacts e-leadership; sought to identify the potential benefits and challenges of e-

mentoring; and examined whether this concept could positively impact relationship 

building in virtual teams. Some of the barriers of e-mentoring included organizational 

barriers, individual barriers, interpersonal barriers, and the changing nature of work. 

Technology plays a vital role in utilizing e-mentoring. The use of technology in e-

mentoring can be influenced by situational factors, social factors and usability factors. In 

addition, gender, ethnicity, age and personality also play a part in how e-mentoring is 

used. Organizations must find a way to integrate technology with the traditional 

mentoring models. Hamilton and Scandura concluded that e-mentoring is valuable to 
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organizations and has the capability of enhancing the use of traditional mentoring models 

and extending the use of mentoring across time and space. Shea (2003) posits that 

mentoring stimulates employee development, promotes change, retains employees, and 

increases performance. 

Virtual Teams and Developing Organizational Trust 

The ability to develop trust is important and tends to be difficult for leaders in all 

organizational structures, however the issues become even more challenging in virtual 

organizations (Aubert & Kelsey, 2003; Fisher & Fisher, 2011; Kerber & Buono, 2004; 

Pauleen, 2003; Raghuram, Gamd, Wiesenfeld & Guptaa, 2001; Sarker, Valacich, & 

Saker, 2003). Duarte and Snyder (2001) state that three factors must exist consistently to 

build high levels of trust: people performing competently, people who act with integrity 

and people who are concerned with the well-being of others. Handy (1996) posits that 

leaders cannot trust employees they do not know, employees who are not committed to 

the organization and its goals, and employees who do not perform at optimal levels on a 

consistent basis. Organizational environments where low levels of trust exist tend to 

breed hostility (Handy, 1996; Maslach & Leiter, 1997). 

Greenberg, Greenberg, and Antonucci (2007) conducted a study that explored 

trust in a virtual team environment. In traditional workplaces, if there is a history of 

reliable behavior, trust is usually evolves over time. Due to there being no physical 

contact in virtual teams, building trust tends to be challenging for managers leading these 

teams. Based on the results of the study, swift trust can be developed expeditiously in a 

virtual team environment. Consequently, swift trust can be considerably fragile. There are 



three components of trust building include ability, integrity, and benevolence. All of 

these components are linked to different stages of the life cycle of virtual teams. 

Rusman, Bruggen, Sloep, and Koper (2009) investigated how interpersonal trust 

forms in co-located teams versus virtual teams and how to prevent low levels of trust. 

The differences between virtual teams and face- to-face teams that influence the 

formation of interpersonal trust was discussed in this article. In addition, the authors 

introduced a model for developing trust called the Trustworthiness Antecedent Schema 

(TWAN Schema). In this model, Rusman et al. (2009) give more details about the well-

accepted antecedents ability, benevolence, and integrity and added communality and 

accountability. The aforementioned antecedents are relevant for teams when it comes to 

assessing the trustworthiness of other team members in virtual environments. 

The development of trust in virtual teams was explored by Kanawattanachai and Yoo 

(2002). The differences between high-performing virtual teams and low-performing 

virtual teams and how trust influenced virtual team performance was investigated. The 

study reflected differences in the amount of trust in the early stage, middle stage, and late 

stage of a project. The study lasted for eight weeks and found that both high performing 

and low performing teams start out with corresponding levels of trust at the beginning of 

the project. Furthermore, the high performing virtual teams were better at establishing 

and cultivating trust throughout the lifecycle of the project. 

Managerial Communication & Organizational Effectiveness 

Communication is viewed as fundamental to the processes of management and is 

necessary for organizations to be functional (Burke & Wilcox, 1969). According to 

Scharff (2005), it is critical that organizations ensure effective communication is taking 
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place between team members. Communication plays an integral role in collaboration 

success in virtual teams (Duarte & Snyder, 2001). 

Ahmed et al., (2010) posit that: 

Frontline managers are able to establish a positive rapport with their staff 
through the use of effective communication. Managerial communication is 
one mechanism that can assist frontline managers with cultivating an 
environment of mutual respect and high productivity, thus, achieving 
organizational goals and objectives, (p. 107) 

Boyd and Jensen (1972) investigated the communication levels of authority 

between first line and second line managers. "The degree of effective communication 

within a corporate organization often has been tied to the degree of managerial success of 

the organization" (pg. 331). The sample consisted of managers employed in 

manufacturing firms located in the United States with 50 or more employees. Based on 

the results of the study, the first line managers were not communicating effectively with 

the second line managers. Communication levels of this magnitude tend to have a 

negative impact on the overall success of organizations. The results of this study agreed 

with other studies linking communication to the overall effectiveness of organizations 

and its performance (Campbell, 1993; Garnett, Marlowe, & Pandey, 2008; Lull, Frank, & 

Piersol, 1955; Pincus, 1986). 

Paulraj, Lado, and Chen (2007) conducted a study exploring inter-organizational 

communication. The researchers investigated the concept of inter-organizational 

communication as a relational competency and how it was linked to three antecedents 

(relationship building, network governance, and information technology) and 

organizational performance. According to the results of the study, inter-organizational 

communication was found to have a positive link to relationship building, network 
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governance, and information technology. The data from this study reflects that if 

managers develop their inter-organizational communication skills, this could have a 

positive impact on the organization's bottom line. In essence, "inter-organizational 

communication can be viewed as a relational competency that yields a strategic 

advantage for collaborating firms" (Paulraj, Lado, & Chen, 2007, pg. 59) 

Bambacas and Patrickson (2008) explored HR managers' perceptions of which 

interpersonal communication skills were needed by managers, which interpersonal skills 

were needed to enhance organizational commitment, and which interpersonal skills were 

lacking most in managers in supervisory roles. Managers maintaining clear and consistent 

messages throughout the organization were the interpersonal communication skills that 

were considered highly important to the HR managers that were interviewed in this study. 

Being clear and consistent can have a positive impact on employee commitment and 

organizational outcomes. In addition, mangers that tend to be truthful, open, and honest 

with their employees are able to build trust. Once trust is experienced between managers 

and employees, the levels of organizational commitment and support of organizational 

goals will also increase. 

Performance Feedback and Organizational Outcomes 

Organizations that rely heavily on the performance of employees as a means to 

gain a competitive advantage must invest in the time and resources needed to manage the 

behavior and performance results of these employees (Noe, Hollenbeck, Gerhart, & 

Wright, 2010). "Because some managers may dislike confrontation and feel that they 

don't know how to give effective evaluations, they spend as little time as possible giving 

subordinates feedback" (p. 350). According to Noe et al. (2010), most managers and 
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employees dislike the performance appraisals because they are not used consistently 

across the organization, it is difficult to assess performance levels, the evaluation does 

not provide useful data for employee development, and they do not assist in building a 

high-performance environment. "While many companies use performance management 

to manage employee performance and make pay decisions, less than 25 percent of the 

companies use performance management to help manage talent through identifying 

training needs and developing leadership talent" (p. 352). 

There are three purposes linked to performance management systems: strategic, 

administrative, and developmental (Noe et al., 2010). An organization's goals should be 

linked to its performance management system. Evaluating company results, employee 

behaviors and characteristics, and developing effective feedback systems will assist 

companies with implementing strategies and increasing employee performance (Noe et 

al., 2010). In addition, Noe et al. posit that performance management plays a pivotal role 

in companies executing their talent management strategy as well. It allows companies to 

identify employees' strengths and weaknesses, offer employees the proper training and 

developmental activities, and reward high performing employees with compensation or 

other incentives. Administratively, organizations use performance management 

information to make decisions related to compensation, promotions, retaining or 

terminating employees, downsizing, and to recognize the performance of individuals 

(Noe et al., 2010). The last purpose of performance management is to develop high 

performing employees and to assist in improving the performance of low performing 

employees. 
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Research studies conducted the effects of feedback on performance dates back to 

over 100 years (Kluger & DeNisi, 1996). According to McGregor (1957), the business 

practice of managers conducting performance appraisals began in the late 1930s and 

became a standard of practice by most organizations by 1957. As stated in Kluger and 

DeNisi (1996), in some of classical studies on performance feedback, there were many 

terms used in these studies to describe performance feedback. Some of the terms included 

feedback interventions/ knowledge of results (Arps, 1920; Kluger & DeNisi, 1996), 

knowledge of performance interventions (Amnions, 1956), augmented feedback (Annett, 

1969; Salmoni, Schmidt, & Walter, 1984), or extrinsic feedback (Annett, 1969; Frese & 

Zapf, 1994). 

Arps (1920) conducted a three year study to see if complete awareness or partial 

awareness of results is more or less favorable to efficiency. The ultimate goal of the study 

was to see if knowledge of results increased efficiency, curtailed efficiency, or if it had an 

effect on efficiency at all. Based on the data, Arps (1920) found that" both the absolute 

amount of work and the rate of work done under conditions of knowledge of results 

exceeded those done under conditions of ignorance or results" (p. 40). Thorndike (1927) 

conducted a study on the Law of Effect. This study consisted of two experiments that 

focused on the effects of feedback on performance. In experiment A, although training 

did not assist in producing optimal results, the subjects receiving instantaneous feedback 

on their performance did increase overall accuracy. In experiment B, the results were 

different. There was no increase in performance. The results of Trowbridge and Cason 

(1932) were different from Thorndike's (1927) study that was conducted on the effects of 

feedback on performance. According to the data, they found that increasing the amount 
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of feedback did increase the participants' rate of accuracy. In addition, they found that 

explaining what was done incorrectly in more detail to the participants increased 

performance as well. De Waal and Coevert (2007) posit that: 

in recent years many organizations have been busy implementing new or 
improved performance management systems. Recent research shows that 
the regular use of these systems leads to better organizational results 
(Ittner, Larker, & Randall, 2003; Lawson, Stratton, & Hatch 2005; Said, 
HassabElnaby, & Weir, 2003). (p. 397) 

According to McColl and Anderson (2002), the ultimate goal of leaders is to 

ensure they maximize the performance of their subordinates regardless of their 

organization's size or structure. Achieving organizational goals is the responsibility of 

leaders and subordinates (McColl & Anderson, 2002). McColl and Anderson conducted 

a study to explore if the leadership style of the leader and emotions had an impact on 

subordinate performance. The results of the study reflect that leaders having a high level 

transformational leadership style can directly increase employee optimism and indirectly 

increase performance. Langan-Fox, Waycott, Morizzi, and McDonald (1998) states the 

effectiveness of performance feedback will rely on how leaders lead their teams. By 

allowing employees to participate in the feedback process, leaders can increase the 

effectiveness of conducting performance reviews altogether (Burke & Wilcox, 1969). 

Developmental Feedback and Organizational Outcomes 

Noe (2008) states there are many internal and external forces influencing 

organizational work and learning: globalization, the need for leadership, value being 

placed on human capital and intangible assets, companies needing to link goals to 

business strategy, attracting and retaining talent, the quality of customer service, 

workforce diversity, technology, high-performance work models, and the state of the 
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economy. The Internet, e-mail, and video conferencing are making it imperative for 

organizations to deal with the global economy, whether an organization has global 

operations or not. "The aging of the work force and globalization mean that companies 

will need to identify, train, and develop employees with managerial talent. Executive, 

administrative, and management occupations will experience the greatest turnover due to 

death and retirement. This will result in a significant loss of managerial talent"(p. 10). 

Intangible assets and human capital is known to assist organizations in gaining a 

competitive advantage and training and development help organizations in that aspect. 

Furthermore, now organizations see the importance of linking training and development 

needs to business strategies as a way to increase profitability, market share, and quality 

(Noe, 2008). With the United Stated population increasing to 162.1 million by 2014, 

employment being expected to increase by 18.9 million (13%), and the increased demand 

for goods and services, there will be an increased need to attract and retain a talented 

employee pool. Noe (2008) stated that due to consumers judging an organization's ability 

to produce quality products and customer service, this will force companies to evaluate 

customer needs and strive for customer-driven excellence. Increased work force diversity 

is another challenge organizations will need to take into consideration when assessing 

skill deficiencies and changes where work is performed (Noe, 2008). "Companies must 

face the issues of race, gender, ethnicity, and nationality to provide a fair workplace and 

they must also develop training programs to help immigrants acquire the technical and 

customer service skills required in a service economy" (p. 21). The delivery of training 

has changed drastically due to advances in technology and the reduction in the cost of 

technology, making training a reality for organizations and employees are now able to 
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choose where and when they will work (Noe, 2008). High-performance models of work 

systems are a result of the advances in technology and the evolution of work roles and 

organizational structures, like the emergence of virtual reams. Currently, the state of the 

economy has made companies and employees more uncertain about the future of the 

workforce as we continue to recover from 9/11 and the dot-com bust in the early 2000s 

that has caused an economic recession (Noe, 2008). 

Based on some training facts and figures, 70% of employers provide some type of 

formal training for employees (Noe, 2008). According to Noe, across all employers, 

between $50 and $60 billion is budgeted for formal training. Employees tend to spend 

about 30 hours in employer-provided training programs. Of the employers being trained, 

36% of training was received by nonexempt employees, 25% by managers, and 14% by 

upper level executives. The amount of money spent on training does vary by industry. 

Noe states that transportation, finance, insurance, real estate, pipeline, utility, and service 

industries tend to spend the most money on training. Government, health care, and trade 

industries tend to spend the least amount (Noe, 2008). In addition, most organizations 

utilize both in-house and outside suppliers of training. Outsourced training suppliers 

deliver 36% of the training to organizations, while 27% is technology based. The delivery 

modes are as follows: 70% instructor-led in a classroom, 16% is instructor-led from a 

remote location, 7% is by a computer with no instructor, and 7% of the training was 

delivered through other methods (Noe, 2008). Training programs are developed both 

internally and externally. Outside contractors are developing 44% of the traditional 

training programs and 38% of technology-based training programs (Noe, 2008). 

Organizations overall are spending $13.5 billion on training products and services. 



Joo and Park (2010) conducted a study that evaluated whether personal 

characteristics and contextual characteristics had an impact on employees' career 

satisfaction, organizational commitment, and turnover retention. Personal characteristics 

were goal orientation and contextual characteristics were organizational learning culture 

and developmental feedback. The participants were drawn from Fortune 500 companies 

in Korea. Overall, personal factors and contextual factors did have an impact on career 

satisfaction, organizational commitment, and turnover retention. "First, employees 

exhibited the highest career satisfaction, when they had higher performance goal 

orientation and when they perceived that their organization provides 

a better learning culture" (p. 493). In addition, when organizational commitment and 

learning goal orientation was high, the employees' perceptions of organizational learning 

culture and developmental feedback were high as well. Lastly, the significant predictors 

of turnover retention were organizational learning culture, career satisfaction, and 

organizational commitment. In this study, a significantly positive relationship was found 

between developmental feedback and organizational commitment. 

In order for organizations to experience an environment where both individual 

and organizational learning is occurring, the manager and the employee will have to 

support and collaborate on developmental activities (Roberts, 2003; Senge, 2003). 

According to Scharff (2005), managers and subordinates can benefit professionally from 

creating an environment that encourages developmental activities. Walker and Smither 

(1999) conducted a five year study on managers to see if upward feedback had a positive 

impact on improving managerial performance and if the manager's response to the 

feedback had an impact on performance. The data reflected that the performance of 
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managers improved more when they held consistent feedback sessions with their direct 

reports. Walker and Smither posit that "by devoting developmental resources to support 

upward feedback and by increasing accountability of ratees, organizations create a 

climate where ratees know they are expected to use the feedback to improve 

performance" (p. 416). 

According to Noe (2008), all employees need to have a formal development plan 

that identifies the type of development needed, development goals, the best approach for 

development, and the plan determines whether the goals have been reached. Furthermore, 

interpersonal relationships can also be beneficial to the development of employees. In 

addition, "mentoring and coaching are two types of interpersonal relationships that are 

used to develop employees" (p. 435). 

Organizational Trust: How it Links to Organizational and Employee Performance 

According to Seppanen, Blomqvist, and Sundqvist (2007), studies have been 

conducted on the importance of trust and its relationship to performance since the early 

1990s. Based on previous research studies, the data reflects that trust plays an important 

role in any relationship (Atkinson& Butcher, 2003; Contu,1998; Morris, Marshall, & 

Rainer, 2002; Sonnenfield, 2002). Mayor, Davis, and Schooran (1995) defines trust as 

"the willingness of a party to be vulnerable to the actions of another party based on the 

expectation that the other will perform a particular action important to the trustor, 

irrespective of their ability to monitor or control the other party" (p. 711). 

Clegg, Unsworth, Epitropaki, and Parker (2002) indicates that supervisors 

creating trusting dyadic relationships with subordinates can obtain a competitive 

advantage by creating an atmosphere that will allow creativity, change, and innovation to 
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take place. Subordinates experiencing high levels of trust with their supervisor tend to 

explore new and innovative ways of completing job responsibilities and are more creative 

(Tan & Tan, 2000). Mathers (2009) state that trust is fundamental for organizations and 

without it, effective communication is impeded and performance suffers. Furthermore, 

"developing trust takes time and can easily be damaged" (Mathers, 2009, p. 35). 

"Managers can often be concerned about the somewhat unclear link that can exist 

between their own perception of their performance and others' evaluation of their 

performance" (Sashittal, Berman, & liter, 1998, p. 163). These researchers investigated if 

trust had an impact on performance evaluations conducted on managers. The sample 

consisted of 105 participants from 35 different organizations. In this study, they assessed 

the elements of trust (cognitive/affective and dyadic/unilateral), the managers trust levels 

of upper management, the CEO, and the internal environment, and the evaluation of 

managers' performance by their colleagues and peers. Based on the results, there was an 

intense relationship found between trust and performance evaluations. In addition, 

making an emotional investment in liking and caring for colleagues and trusting the 

internal environment of an organization leads to positive performance outcomes. Lastly, 

the results indicated that managers are viewed as creative when they are liked by their 

superiors and they are viewed as risk takers when they are not liked by their superiors. 

Conversely, colleagues tended to like managers when they were viewed as risk takers. 

Erdem, Ozen, and Atsan (2003) conducted a study that examined the relationship 

between interpersonal trust in teams and team performance. The sample consisted of 

participants from four different organizations. The results of the study indicated that trust 

was linked to the overall performance of the organizations. The results of this study 



agreed with the results of other studies that have been conducted on whether trust impacts 

performance (Davis, Schoorman, Mayer & Tan, 2000; Kiffin-Petersen & Corday, 2003; 

Ning, Jin, & Mingxuan, 2007). 

Summary 

The overall goal of the literature review in Chapter 2 was to explore past 

empirical research studies conducted on virtual teams, the Leader-Member Exchange 

Theory, performance feedback, developmental feedback, and trust and how all of these 

variables have had an impact on how managers achieve overall organizational success by 

having to lead virtual teams. With it being estimated that by 2013, 75% of the United 

States work force will be virtual (International Data Corporation, 2011), managers must 

be able to find innovative processes and new approaches to managing virtual teams that 

will allow them to work across boundaries through systems, processes, technology, and 

people (Duarte & Snyder, 1999; Powel et al., 2004). Due to there being a lack of face to 

face interaction between managers and virtual employees, managers are finding it 

difficult to deliver performance and developmental feedback, communicate with these 

employees, and develop trusting relationships (Bell & Kozlowski, 2002). According to 

Bell & Kozlowski (2002), more descriptive research studies conducted on leading virtual 

teams is needed and would make a valuable contribution to the field of leadership. 

Lastly, Kirkman, Rosen, Gibson, Tesluk, and McPherson (2002) posit that a great deal of 

existing research conducted on virtual team leadership have been case studies where the 

participants came from a single organization. "Managerial support and establishing trust 

between managers and workers are the key ingredients to success in the virtual 
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workplace. Both of these depend on effective commnnication"(Akkirman & Harris, 2004, 

p. 405). 

Chapter 3 will give an in-depth description of the methodology selected to carry 

out this research study. In this chapter, the research design, the steps utilized to conduct 

the study, instrumentation, and a detailed data analysis plan will be discussed based on 

the purpose of the study. Chapter 4 is where the results of the data collection and an 

analysis of the data for this study will be discussed. Lastly, Chapter 5 will highlight the 

data and findings, any conclusions based on the overall study, implications for 

professional practice and recommendations, and future research. 



CHAPTER 3 METHODOLOGY 

Introduction 

Rapid technological advancements have led to a new paradigm of work- it 

can now be conducted anytime, anywhere, in real space or through technology 

(Cascio & Shurygailo, 2003; Hambley et al., 2007). Virtual teams are emerging 

with increased frequency in organizations around the globe (Heller et al., 2010). 

According to the International Data Corporation (2011), (75%) of the American 

workforce and 35% of the global workforce will be using virtual teams by 2013. 

Based on a report published by World at Work (2011), as of 2010, there were 26.2 

million people who worked from home or remotely at least once a month. The lack 

of communication, trust, work control, productivity, and accountability are some of 

the major problems managers of virtual workforces find themselves struggling with 

on an ongoing basis (Neti, 2010). The ability of leaders to monitor team member 

performance and to implement solutions to work problems is severely restricted by 

the lack of face-to-face contact within these teams (Bell & Kozlowski, 2002). 

Furthermore, this also makes it difficult for virtual team leaders to perform typical 

mentoring, coaching, and developmental functions (p. 26). 

The purpose of the study was to analyze the relationship between the 

quality of the Leader Member Exchange (LMX) and how academic administrators 

communicate performance feedback, developmental feedback, and develop trust 

with virtual employees in higher education. In this study, the data was collected 

59 
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utilizing a quantitative research approach. Morrill's (1997) 7-point Likert-type 

instrument with several open-ended questions was used to investigate perceived 

feedback effectiveness and strategies for communicating feedback to virtual 

employees working for institutions of higher education. Virtual employees who 

were employed at least two years with the same institution were identified to 

participate in the study. According to Martins et al. (2004), there is a lack of 

literature on leadership responsibilities, best practices, as well as the studies into the 

leader's role in mentoring, evaluating performance, providing feedback to virtual 

employees, and how virtual environments may impact the quality of leader-member 

exchange. This chapter contains a description of the research design, methodology, 

research questions, participants, and a description of the instrument will be 

provided. 

Research Questions 

According to Horn, Snyder, Coverdale, Louie, and Roberts (2009), the 

researcher must formulate clear, well-focused research questions, goals, and/or 

hypotheses in order to construct a well-designed and executed study. Such efforts 

are important because the research questions "guide the choice of methodological 

approach and serve to delineate the parameters of the study" (Horn et al., 2009, p. 

261). In quantitative studies, the research questions provide "a means for guiding 

and directing researchers' thinking" (Leedy & Ormond, 2005, p. 60). Bell and 

Kozlowski (2002) posit that there is a need for more descriptive studies on 

managers leading virtual teams. The following research questions guided this study: 
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1. What quality of Leader-Member Exchange (LMX) do virtual employees in 

higher education experience with the academic administrators who oversee 

them? 

2. How do virtual employees in higher education rate the ability of academic 

administrators to communicate performance and developmental feedback? 

3. How do virtual employees in higher education rate the level of managerial 

trust they experience with the academic administrators who oversee them? 

4. What strategies do virtual employees identify that can be implemented to 

increase the effectiveness of communicating performance and 

developmental feedback by academic administrators in higher education? 

Research Design 

In research studies, the purpose statement is the most important part of the 

study and it establishes the direction of the research (Creswell, 2003). According to 

Johnson and Christensen (2008), the purpose statement conveys the researcher's 

intent or objective of the study. Newman, Ridenour, Newman, and DeMarco (2003) 

posit that research methodology and design of the study is dictated by the overall 

purpose of the study in any research. The purpose of the study was to analyze how 

virtual employees in higher education rate their managers in the areas of the quality 

of Leader Member Exchange (LMX), communicating performance feedback and 

developmental feedback, and managerial trust. Morrill's (1997) and Scharff s 

(2005) instruments was used to evaluate the aforementioned variables and to 

identify any strategies that would assist academic administrators with effectively 
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managing their virtual employees and enhancing the overall performance of their 

institutions. 

A quantitative methodology was selected to guide this research study. The 

researcher used descriptive statistics to analyze how virtual employees in higher 

education rate the quality of LMX, how performance and developmental feedback 

was communicated by their managers, and how they view managerial trust. 

Morrill's (1997) 7-point Likert instrument was used in this study to assess LMX, 

performance feedback, and trust. This survey was e-mailed to virtual employees in 

higher education who have been employed in a virtual capacity for two or more 

years. 

Population 

According to Creswell (2008) populations in research studies consist of 

individuals with the same characteristic. The target population for this study was 

virtual employees working at institutions of higher education. All participants had 

to have been employed with an institution for two or more years as a virtual 

employee. The institutions were private, public, or proprietary institutions. The 

virtual employees worked for technical schools, community colleges, institutions 

offering bachelor degrees or advanced degrees, or online institutions. These virtual 

employees were employed throughout the continental United States. This 

population was selected by the researcher because of the use of virtual teams is 

increasing in academia (Parmenter, 2009). 



63 

Sample 

When conducting research, the ultimate goal is to obtain a sample from a 

target population that allows to researcher to produce accurate generalizations about 

the population (Neuman, 2006). Selecting the largest sample has the potential to 

assist researchers with compensating for potential bias (Leedy & Ormond, 2005). 

The researcher utilized snowball sampling to obtain the sample. Babbie (2005) 

states that when conducting research on a unique population that poses a major 

challenge to locate, a non-probability sampling technique called snowball sampling 

can be used. According to Johnson and Christensen (2008), in snowball sampling, 

participants are asked if they know of other people who fit the criteria of the study 

who may be willing to participate in the study. The researcher asked participants 

and colleagues to recommend others who could participate in the study. One major 

advantage to utilizing snowball sampling is that a researcher can obtain a large 

number of participants (Creswell, 2008). The survey was sent via e-mail with an 

embedded link to all participants and some participants were able to access the link 

via Linkedln. In addition to snowball sampling to obtain participants, the researcher 

also obtained access to three e-mail lists from three different types of institutions. 

The lists came from a technical college, a private Christian institution, and a 

proprietary institution. In an effort to protect the identity and privacy of their staff 

members, the contact person at each institution e-mailed the list to their staff 

members for the researcher. All staff members who fit the criteria to participate in 

the study were invited to complete the survey. Participants responded to the survey 

on a voluntary basis. The identity and responses of participants remained 
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anonymous and confidential. After utilizing snowball sampling, the researcher 

actually sent the survey to an estimated 750 people and obtained a sample of 110 

participants. 

Instrumentation 

A quantitative approach was used to guide this research study. The research 

design is a concurrent quantitative model where the survey consisted of mostly 

Likert-type questions with several open-ended questions embedded in the survey 

(Creswell, 2003). The survey contains forty-three Likert-type questions, four open-

ended questions, and nine demographic questions. The participants were informed 

that the overall objective of the study was to obtain their perceptions of how 

effective their managers were at providing performance and developmental 

feedback, how they view managerial trust, and for them to share their opinions in 

reference to how managers could communicate feedback effectively. 

The survey instrument, found in Appendix A, is comprised of four sections. 

In this study, the variables are participants' perceptions of performance feedback, 

developmental feedback, organizational trust, and the quality of Leader-Member 

Exchange (LMX) they received from their managers. Sections 1 and 2 of the survey 

came from Morrill's (1997) research that was conducted on the effectiveness of 

performance feedback in a manufacturing plant. Section 1 (questions 1-23) of the 

survey assesses performance feedback and section 2 (questions 24-30) assesses the 

Leader-Member Exchange 7 (LMX-7). Scharff (2005) added section 3 (questions 

33-48) to Morrill's (1997) questionnaire that assessed developmental feedback. In 

section 1, trust is measured in questions 6, 7, 8, and 17. A 7-point Likert-type scale 
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was used in sections 1 and 3. Dawes (2007) states that utilizing a 5- or 7- point 

scale tends to increase reliability and validity in simulation studies and empirical 

studies. Lehmann and Hulbert (1972) posit that using a 5 or 7 point Likert scale is 

favorable in quantitative methodology when the data are based on individual 

behavior and these scales may decrease the number of rounding errors. Johnson and 

Christensen (2008) state that the two key advantages of using multiple-item rating 

scales include more reliable scores and these scales tend to produce more 

variability. 

In addition, Scharff (2005) added four open-ended questions to the 

instrument in sections 2 and 3 (questions 31, 32, 47, & 48). These questions ask 

participants to give more specific details about the feedback they are currently 

receiving and to give possible solutions that could improve the feedback process 

with their managers. The open-ended questions were analyzed by using content 

analysis. According to Creswell (2008), open-ended questions allow participants to 

voice their opinions in an unconstrained manner. Neuman (2006) defines content 

analysis as "a technique for gathering and analyzing the content of text" (p. 322). 

Furthermore, utilizing content analysis allows the researcher to compare content 

and analyze it using quantitative methods (Neuman, 2006). The open-ended 

questions may assist in identifying a typology of the effective strategies for 

academic administrators to use when providing developing relationships, building 

trust, and providing any type of feedback to their virtual employees. Section four is 

the demographics portion of the survey (questions 49-58). Table 1 lists the variable 

being measured, which section of the survey is measuring the variable, and the 
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number of the survey question that corresponds to the variable. In addition, the 

questions associated with the demographics for participants are listed as well. The 

instrument consisted of a total of 58 survey questions, four of those questions were 

open-ended. Permission was obtained from Dr. Michael Scharff (2005) and Dr. Ann 

Morrill (1997) to utilize the instrument. The permission letters are located in the 

Appendices of this dissertation. 

Table 1 

Variables Measured and Corresponding Survey Questions 

Variable 
Survey Question 

Section Number 
Performance Feedback 

Feedback Delivery Patterns 
Respect 
Supervisor's Supportiveness 
Feedback Satisfaction 
Trust 

3, 11, 12 
4, 10, 15, 18 
5 
6, 7, 8, 17 
13, 14, 16 

1-2 

Supervisor's Intent in Giving 
Feedback 
Employee's Perceptions of 
Supervisor's Expertise 
How Often Performance Feedback 
Is Given 
Frequency Employee Requests Feedback 
Positive vs. Negative Feedback 

21 
22 
23 

19- 20 

Leader Member Exchange 
Quality of LMX 

2 24-30 

Developmental Feedback 
Career Related Functions 
Psychological Support 

3 27,28, 33, 34, 36, 37, 
38, 39,42 
1,9, 35, 40,41,43,44, 
45 

Open-Ended Questions 
Performance Feedback 
Developmental Feedback 

2,3 
31-32 
47-48 

Demographic Questions 4 49-58 
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Reliability and Validity 

According to Creswell (2008), an instrument is considered to be reliable 

when the scores are stable and consistent. In order for an instrument to be classified 

as reliable, the size of coefficient alpha should be greater than or equal to 0.70 

(Johnson & Christensen, 2008). Empirical data can be considered unreliable when 

questions on the survey are ambiguous and unclear, when test administration 

procedures are not consistent, and when participants feel uneasy, tired, or do not 

understand the questions in the survey (Creswell, 2008). The reliability of section 1 

of the instrument, which measures performance feedback is reliable with an alpha 

of 0.91 (Morrill, 1997). In previous studies in other industries, the LMX-7 

questionnaire is has been identified as having a high level of reliability (Cogliser & 

Schriesheim, 2000; Gerstner & Day, 1997; Scharff, 2005).The reliability of section 

2, which measures LMX-7 reported alpha above 0.90 (Epitropaki & Martin, 1999; 

Muller & Lee, 2002; Scharff, 2005). The alpha for the developmental feedback 

section is 0.93. The questions on the survey measuring trust have an alpha of 0.87 

(Scharff, 2005). 

When the scores of participants makes sense, have meaning, and allow the 

researcher to draw good conclusions from the sample, then the instrument is 

considered to be valid (Creswell, 2008). When dealing with validity, it is imperative 

to ensure that the instrument is measuring what it is intended to measure and that 

the interpretations made based on the test scores are correct (Johnson & 

Christensen, 2008). Morrill (1997) had established content validity previously on 

the performance feedback section and the Leader-Member Exchange section. Both 
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of the alphas were .90 or higher for each section. Scharff (2005) conducted a pilot 

study on all sections of the instrument to ensure it was valid because the 

developmental feedback section was added to the instrument. First, a small focus 

panel of experts in the business industry reviewed the survey to address any 

concerns in reference to the questions on the survey. The survey was then 

administered electronically via e-mail to a convenience sample of 25 employees 

from a different corporate company who were not participating in the study and 19 

employees actually participated in the pilot study. In order to measure the 

consistency of the instrument, Scharff (2005) conducted a Chronbach's alpha (a) 

analysis. Based on the results of the study, all of the alphas for each section of the 

instrument were 0.87 or better (See Table 2). This instrument has not been used in 

higher education environments. 

Table 2 

Reliability of Survey Variables 

Variable Survey Questions a 

Performance Feedback 1-23 .94 

Trust 6,7, 8, 17 .87 

LMX 24-30 .90 

Developmental Feedback 33-46 .93 

Due to the validity of the instrument in the manufacturing and business industries, 

the researcher is hoping to provide an in-depth discussion of the results of this study 
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that will be valuable to academic administrators and virtual employees in higher 

education. 

Institutional Review Board (IRB) Approval 

Researchers are required to ensure that participants will be exposed to 

minimal risk when conducting studies by colleges and universities for over thirty 

years (Creswell, 2008). Institutional review boards were created to approve student 

and faculty research and to protect the rights of participants (Creswell, 2008). The 

Research with Human Subjects application was submitted to Mercer University's 

IRB by the researcher. The researcher completed and submitted the application for 

IRB approval and ensured that the study adhered to all IRB policies and procedures. 

In reviewing the application, the IRB makes certain that the researcher will treat all 

participants ethically and that the identity and participant responses were kept 

confidential. Upon approval of the IRB application, the researcher did not make any 

deviations to the procedures of the study. 

The researcher was careful to take all ethical issues seriously and make 

every effort to protect the rights of the participants in this study. The approval letter 

from Mercer's IRB can be found in Appendix D. The purpose of the study and the 

procedures of the study were explained to participants so they had an understanding 

of what the study was about and could get an idea of what was expected of them 

when completing the survey. In addition, the researcher ensured that the anonymity 

of participants and the institutions where they were employed was protected. 

Participants did not have to give their names at any time during the data collection 

phase. Pseudonyms were used to mask the names of institutions if participants 
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mentioned the name in the data. The questionnaire was designed in such a way that 

it did not collect the Internet Protocol (IP) addresses of the participants while they 

completed the survey. Lastly, there were no biases against participants due to their 

gender, sexual orientation, race, disability, or age. The researcher will keep the data 

in a file cabinet under lock and key 

Data Collection 

The researcher solicited the assistance of Mercer University to create the survey 

in a program called Zoomerang. This allowed for the survey to be easily e-mailed to 

participants. Participants had to have computer access to complete the survey. The 

researcher chose an online survey because according "to Wright (2005), many 

groups and organizations utilize the internet and promote their presence through the 

use of search engines, e-mail lists, and banner advertisements. Through these 

organizations, consumers are able to obtain information and researchers are able to 

target a multitude of populations affiliated with these groups (Wright, 2005). Upon 

obtaining IRB approval, researcher used snowball sampling to get the e-mail 

addresses of participants from public, private, and proprietary institutions of higher 

education. In addition, the researcher also obtained e-mail lists from a technical 

college, a small private four year institution, and a proprietary institution. All data 

from the completed surveys was exported into a Microsoft Excel spreadsheet and 

then imported into SPSS to complete the data analysis. All participants were 

informed of the purpose, the possible benefits of the study, and electronically 

signed an informed consent form. "Federal regulations as well as the guidelines 

established by the American Educational Research Association (AERA) state that 
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research participants must give informed consent before they can participate in a 

study" (Johnson & Christensen, 2008, p. 109). Participants in the study were sent an 

e-mail with a link to the survey embedded within the e-mail. The participants came 

from all types of institutions of higher education that employ virtual employees. 

Before participants were allowed to complete the survey, there was an initial screen 

that displayed the informed consent agreement. The form stated the following: 

• Participation in the study is voluntary and you can withdraw at any time. 

• The researcher will have the right to publish the results of the study. 

• The researcher guaranteed that the anonymity of each participant was 

protected. 

Before each participant began taking the survey, he/she had to check a box stating 

that they understood the information displayed in the informed consent and agreed 

to participate in the study. 

A researcher is responsible for protecting the privacy and confidentiality of 

the participants in a study (Creswell, 2008). Johnson and Christensen (2008) posit 

that confidentiality provides a way for researchers to protect the identity of the 

participants in the study. The identity of the participants in this study was kept 

confidential. On the demographic portion of the survey, participants were not asked 

to identify themselves in great detail. They supplied only generic information about 

themselves. The demographic portion of the survey asked participants for their 

position title, the number of years in their current position, number of years under 

their current manager, how long had they worked in a virtual capacity, what type of 

institution they work for, their education level, if their manager was a male or 
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female, their gender, how often they met with their manager face-to-face, and to 

describe their last performance review ranking. In addition, the survey was 

designed so that it did not capture the Internet Protocol (IP) addresses of 

participants and if respondents felt uncomfortable about completing the survey, 

they could discontinue at any time. The informed consent used in this study can be 

found in Appendix E. 

Response Rate 

Johnson and Christensen (2008) define response rate as "the percentage of 

people in a sample that participates the research study" (p. 224). A response rate of 

70% or higher is needed in order for a sample to represent the population (Johnson 

& Christensen, 2008). According to Nulty (2008), on average, online surveys have 

a response rate of 33%. Due to the researcher using snowball sampling, the 

response rate is not as important because it is a non-probability type of sampling. A 

survey is weakened if the researcher fails to get a valid response from every 

sampled participant (Neuman, 2006). High non-response rates cause many issues 

for survey research because it makes it difficult to generalize the results of the study 

(Neuman, 2006). There are many factors contributing to why people do not want to 

respond to surveys. According to Neuman (2006), people decline to participate in 

surveys because there are too many surveys being conducted, fear of identity theft, 

they are too busy, and fear a loss of privacy. 

Electronic data collection has become popular in quantitative research due 

to the use of the Internet (Creswell, 2008). Although this type of data collection is 

quick and easy, there are some limitations of using this type of data collection 
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(Creswell, 2008). The researcher may experience difficulty in obtaining e-mail 

addresses and permission to use listservs, there could be some limitations in the 

technology itself, it could be challenging to locate a population list, sample data 

may not be representative, participants may not be comfortable using a computer, or 

they may not have access to a computer at all (Creswell, 2008). Wright (2005) 

posits that the advantages of using an online survey includes researchers having 

access to unique populations, saves time for researchers, and saves money. 

Data Analysis 

Data analysis entail researchers dissecting the data of the participants and then 

putting it back together to provide an overall summary of the outcomes of a study 

(Creswell, 2008). The following research questions guided this study: 

1. What quality of Leader-Member Exchange (LMX) do virtual employees in 

higher education experience with the academic administrators who oversee 

them? 

2. How do virtual employees in higher education rate the ability of academic 

administrators to communicate performance and developmental feedback? 

3. How do virtual employees in higher education rate the level of managerial 

trust they experience with the academic administrators who oversee them? 

4. What strategies do virtual employees identify that can be implemented to 

increase the effectiveness of communicating performance and 

developmental feedback by academic administrators in higher education? 

Coding errors were minimal due to the quantitative data being immediately 

exported in to a Microsoft Excel spreadsheet once participants complete that 
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portion of the study. The researcher analyzed the data using The Statistical Package 

for Social Sciences (SPSS). Descriptive statistics were utilized to analyze the data 

for all variables. According to Johnson and Christensen (2008), the overall purpose 

of descriptive statistics is to describe and summarize data. Due to the data for 

research questions 1, 2, and 3 using Likert scales in which ranking is involved, the 

data from these questions are ordinal. Allen and Seaman (2007) states that data are 

considered ordinal when an ordering or ranking of responses is possible and there is 

no measure of distance possible. Although parametric tests tend "to have better 

statistical power and there is a better chance of obtaining a statistically significant 

outcome using parametric tests" (Warner, 2008, p. 23), descriptive statistics were 

chosen. Parametric test procedures are generally used on interval data and ratio 

data (Allen & Seaman, 2007). If the dataset and the objectives of the analysis are 

not examined properly, the data analysis could be misrepresented or be misleading 

if ordinal data were treated as interval data (Allen & Seaman, 2007). Descriptive 

statistics procedures such as frequency distributions and percentages were used to 

evaluate the results of the data. Jamieson (2004) states "the mean and standard 

deviation are inappropriate for ordinal data" (p. 1217). 

Research question 4 consists of the four open-ended research questions in the 

survey and was analyzed using content analysis. Neuman (2006) maintains that 

content analysis allows the researcher to uncover and record information that could 

go unnoticed. According to Scharff (2005), using content analysis to analyze the 

open-ended questions could lead to identifying a typology of methods that may be 
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most effective for managers responsible for providing feedback to their virtual 

employees. 

Reporting Results 

Creswell (2008) states that after data collection and analysis, the results of 

statistical tests must be described in great detail. Descriptive statistics were used to 

analyze the data. Frequencies and percentages were used to explain the results. 

Upon completion of the analysis of the data in SPSS, the findings were reported in 

chapter 4. In this chapter, the researcher used tables to display the data. The results 

of the study were presented in the order of the research questions, chronologically. 

Summary 

The purpose of Chapter 3 was to introduce the research methodology used 

in this study. In this chapter, the research design, procedures, and data 

collection/analysis were all discussed in detail. The purpose of the study is to 

analyze how virtual employees in higher education rate their managers in the areas 

of the quality of Leader Member Exchange (LMX), communicating performance 

feedback and developmental feedback, and managerial trust. There were four 

research questions that guided this study. 

A quantitative methodology was used to conduct this survey study. The 

sample consisted of employees in higher education who had been employed in a 

virtual capacity for two or more years. The participants came from public, private, 

and proprietary institutions of higher education. After IRB approval was obtained, 

the survey and the informed consent form were e-mailed to participants. The survey 

results were imported into an excel spreadsheet and exported into SPSS. In order to 
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interpret the data effectively, descriptive statistics were used. The open-ended 

questions in the survey were evaluated by using content analysis. Chapter 4 will 

give the results of the data collection and data analysis. 



CHAPTER4 

RESULTS OF DATA ANALYSIS 

Introduction 

Virtual teams emerged during the 1990s and are now being used by all 

types of organizations (Furst et al., 2004). These teams are being utilized more due 

to the rapid growth and advancement of technology (Bergiel et al., (2008). 

Although there are many advantages and disadvantages to using virtual teams, these 

teams assist organizations in remaining competitive by allowing companies to reach 

a greater and diverse customer base (Kankanhallie et al., 2007). Kirkman et al., 

(2002) posit that one of the largest and most obvious challenges in monitoring 

virtual team performance is the inability of managers to physically observe their 

employees' performance and efforts, and how to implement effective methods for 

measuring productivity, building trust, and managing teams given their particular 

constraints. 

The purpose of this study was to analyze how virtual employees in higher 

education rate their managers in the areas of the quality of Leader Member 

Exchange (LMX), communicating performance feedback and developmental 

feedback, and managerial trust. A quantitative methodology was utilized to conduct 

this study. Morrill's (1997) and Scharff s (2005) instrument was used in this study 

to survey participants. The instrument assesses performance feedback, 

developmental feedback, trust, and Leader Member Exchange (LMX-7) was used to 

survey participants. The participants were all employed in institutions of higher 

77 
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education in a virtual capacity for two or more years. In addition to snowball 

sampling to obtain participants from public, private, and proprietary institutions of 

higher education, the researcher was also provided access to three e-mail lists from 

a technical college, a private university, and a proprietary university. The survey 

was e-mailed to all participants. In addition, the researcher posted a web link to the 

survey on a professional social networking website called Linkedln. The web link 

was posted to the following groups: Higher Education Professionals, Doctoral 

Students and Practitioners, Higher Education Management, Higher Education 

Teaching and Learning, Online Adjunct Professors, Online Adjunct Rolodex, and 

Online Professionals: Teaching College Online and Hybrid. Data collection lasted 

for approximately eight weeks. In this chapter, the research questions, 

demographics of respondents, and the findings will be discussed. 

Research Questions 

The results of this study are reported chronologically in the order of the research 

questions. There were four research questions. In the first three questions, the data 

are classified as ordinal data because the participants were asked to rank their 

manager's ability to communicate performance feedback, developmental feedback 

and develop trusting work relationships. The fourth research question was evaluated 

by the use of open-ended questions. The following research questions were 

investigated in this study: 

1. What quality of Leader-Member Exchange (LMX) do virtual employees in 

higher education experience with the academic administrators who oversee 

them? 
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2. How do virtual employees in higher education rate the ability of academic 

administrators to communicate performance and developmental feedback? 

3. How do virtual employees in higher education rate the level of managerial 

trust they experience with the academic administrators who oversee them? 

4. What strategies do virtual employees identify that can be implemented to 

increase the effectiveness of communicating performance and developmental 

feedback by academic administrators in higher education? 

Demographics of Respondents 

In order to be eligible to participate in this study, respondents had to have 

been employed in an institution of higher education in a virtual capacity for two or 

more years. At the close of data collection, a total of 111 respondents completed the 

survey. Warner (2008) states that researchers should conduct a preliminary data 

screening to remedy the possibility of errors, missing data, outliers, and any 

inconsistencies in responses. After completing a preliminary data screening, the 

researcher found that 11 participants had to be removed from the data set because 

for question 53 in the survey they answered that they met with their managers face-

to-face either daily (5 participants) or not daily, but more than once per week (7 

participants). Based on the definition of a virtual employee used for the purposes of 

this study, they did not qualify to participate. 

Overall, a total of 100 respondents participated in the study. Male 

respondents represented 35% of the sample, females represented 64% of the sample 

and two individuals did not answer this question, representing 2% of the sample. 

More than half of the participants had completed some type of post-secondary 
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education (Table 3).Eighty-Five percent (85%) of the participants had completed 

graduate school or higher. 

Table 3 

Percentages of Participants' Educational Levels (N=100) 

Level Percentage 

Some College 1.0 

College Graduate 13.0 

Graduate School 85.0 

Missing 1.0 

The respondents were employed in a variety of types of institutions of higher 

education. As seen in Table 4, most of the participants (42%) were employed in 

public institutions. 

Table 4 

Percentages of Participants' Institutional Type (N—100) 

Type Percentage 

Public 42.0 

Private 34.0 

Proprietary 24.0 

In addition, 39% were employed in multi-site institutions offering bachelor 

degrees and graduate degrees online and face-to-face (Table 5). Participants were 

asked to report on the gender of their managers. According to the data, there were 

slightly more female managers (52%) than male managers (47%). 
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Table 5 

Percentages of the Type of Institutions Where Participants Are Employed (N=100) 

Type of Institution Percentage 

Technical College 
Community College 
Bachelors or Higher 
Online 
Multi-site 

Lastly, participants were asked to state how often they met with their immediate 

managers face to face. The data for this survey question is displayed in Table 6. 

Table 6 

Percentages of the Frequency of Participants Meeting Face to Face With Their 
Managers (N=100) 

Meeting With Manager Percentage 

Less than quarterly 64.0 

Quarterly 7.0 

Less Than Once a Month, More Than Quarterly 7.0 

Once a Month 3.0 

Less Than Once a Week 7.0 

Once a Week 8.0 

Missing 4.0 

Sixty- four percent (64%) of the respondents stated that they met face-to-face with their 

immediate managers less than quarterly. Seven percent (7%) of participants met with 

their managers on a quarterly basis and 8% stated that they met with their managers at 

least once a week. 

17.0 

3.0 
15.0 
26.0 

39.0 
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Findings 

In this section, the findings for research questions 1 -4 will be discussed. The 

results from the data on how virtual employees in higher education rated their managers 

on the quality of LMX, communicating performance feedback and developmental 

feedback, and developing trusting work relationships is presented. Although most of the 

employees were satisfied with how their managers were performing, there were a number 

of employees who were not satisfied. 

Research Question 1: Quality of Leader-Member Exchange (LMX-7Questionnaire) 

The first research question focused on the quality of Leader-Member Exchange 

that is being experienced by virtual employees in higher education. In order to evaluate 

the dyadic relationships experienced by virtual employees in higher education, the LMX-

7 questionnaire was used. This questionnaire was used in Morrill's (1997) and Scharff s 

(2005) studies to measure the quality of LMX. Before entering the data in SPSS, 

questions 24-30 were assigned values of 1 through 4. A value of 1 and 2 indicated a low-

quality LMX, while a value of 3 or 4 indicated a high-quality LMX. 

In question 24, participants were asked if they usually knew where they stood 

with their managers and if they knew how satisfied their managers were with the work 

they were doing (Table 7). Twenty-four percent (24%) of participants stated they always 

knew where they stood with their managers and believed that their managers were 

satisfied with the work they do. Fifty-seven percent (57%) of virtual employees shared 

that they usually knew where they stood with their managers. Eighteen percent (18%) of 

participants stated that they either seldom knew or never knew where they stood with 

their managers. 
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Table 7 

Percentages of Participant Responses to Knowing Where They Stand With Their 
Managers (N=100) 

Where I Stand Percentage 

I never know 6.0 

I seldom know 12.0 

I usually know 57.0 

I always know 24.0 

Missing 1.0 

In question 25, participants were asked if they believed that their managers 

understood their problems and needs. The data are displayed in Table 8. 

Table 8 

Percentages of Participant Responses to Their Managers Understanding Their Problems 
and Needs (N=100) 

My Manager Understands Percentage 

Not at all 8.0 

Some but not all 28.0 

Well enough 41.0 

Completely 23.0 

Twenty-three percent (23%) of respondents shared that their managers understood their 

problems and needs. Forty-one percent (41%) stated that their managers understood their 

problems and needs well enough. Furthermore, 28% of participants stated that their 

managers understood some of their problems and needs, but not all of them. 
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Question 26 from the survey asked participants if their managers recognized their 

potential and 36% of participants believe their managers fully recognize their potential 

(Table 9). Thirty-five percent (35%) of respondents shared that they believed their 

managers recognized their potential as well as the next person. Twenty-two percent 

(22%) stated that their managers recognized their potential some, but not enough. Seven 

percent (7%) of the respondents stated that their managers do not recognize their 

potential at all. 

Table 9 

Percentages of Participants Stating My Manager Recognizes My Potential (N= 100) 

Manager Recognizes My Potential Percentage 

Not At All 7.0 

Some But Not Enough 22.0 

As Much As the Next Person 35.0 

Fully 36.0 

In question 27, 37% of virtual employees shared that their managers would use 

their power to help them solve problems at work, while 26% stated that their managers 

would probably use their power (Table 10). Twenty-seven percent (27%) shared that their 

managers may or may not use their power to help them solve problems at work. Eight 

percent (8%) stated that their managers would not use their power at all to assist them in 

solving problems at work. Two participants chose not to provide a response to this survey 

question. 
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Table 10 

Percentages of Participants Stating My Manager Will Use Power to Help Me Solve 
Problems at Work (N=100) 

My Manager Will Use Power Percentage 

No Chance 8.0 

Might or Might Not 27.0 

Probably Would 26.0 

Certainly Would 37.0 

Missing 2.0 

In question 28, participants were asked if they believed that their managers would 

"bail them out" at his/her expense if they really needed it (Table 11). The data revealed 

that 22% of virtual employees in higher education believed that their managers would 

bail them out and 29 % shared that their managers probably would bail them out. Thirty-

one (31%) stated that their managers may or may not bail them out, while 18% of 

participants stated that there was no chance of their managers bailing them out. 

Table 11 

Percentage of Participants Stating My Manager Will Bail Me Out at His/ Her Expense 
(N=100) 

My Manager Will Bail Me Out Percentage 

No Chance 18.0 

Might or Might Not 31.0 

Probably Would 29.0 

Certainly Would 22.0 
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Question 29 of the survey evaluates if the virtual employees had confidence in 

their managers and if they would justify their managers' decisions if he/she were not 

present. Thirty-eight percent (38%) of participants stated that they were confident in their 

manager and would defend their decisions in their absence (Table 12). Forty-one percent 

(41%) stated that they probably would justify their managers' decisions in their absence, 

while 20% stated that they might defend their managers' decision. None of the 

participants stated that they would not defend their managers' decisions at all. 

Table 12 

Percentages of Participants Stating I Would Defend My Manager's Decisions (N=100) 

Defend My Manager's Decisions Percentage 

Probably Would Not 0.0 

Might 20.0 

Probably Would 41.0 

Certainly Would 38.0 

Missing 1.0 

Lastly, question 30 for the LMX portion of the survey evaluates how participants 

characterized their working relationship with their managers (Table 13). Twenty-nine 

percent (29%) of the participants considered their work relationship to be extremely 

effective and 31% considered their working relationship to be better than average. Forty 

percent (40%) consider their relationships to be about average. None of the participants 

stated that their working relationship with their managers were worse than average. 

Overall, the participants surveyed experience high-quality LMX relationships 

with their managers, but there were a number of participants who experience low-quality 
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LMX relationships as well. In each of the questions in the LMX portion of the survey, the 

results reflect that some virtual employees in higher education are experiencing low-

quality LMX relationships with their managers. 

Table 13 

Percentages of Participant Perceptions of Their Working Relationship with Their 
Managers (N=100) 

My Working Relationship Percentage 

Worse Than Average 0.0 

About Average 40.0 

Better Than Average 31.0 

Extremely Effective 29.0 

Research Question 2: Performance Feedback & Developmental Feedback 

Research question two asks virtual employees in higher education to rate their 

managers' ability to communicate performance feedback and developmental feedback. 

The survey questions associated with performance feedback are discussed first. 

Performance feedback. Questions 1-5, 9-16, and 18-23 of the survey all assess 

performance feedback. In Table 14, SD means strongly disagree, D means disagree, MD 

means mostly disagree, N means neutral, MA means mostly agree, A means agree, SA 

means strongly agree and M means missing value. The questions in the table are listed in 

numeric order. 

Question 1 of the survey asked participants if their managers were open to 

considering their point of view when he/she disagreed about their performance. Overall 

55% of participants strongly agreed or agreed that their managers were open to 
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considering their point of view when he/she disagreed about their performance. In 

question 2 of the survey, 57% of the participants believed that they could freely discuss 

their performance with their managers and give their opinions about how things were 

done. For question 3 in the survey, 67% of the participants strongly agreed or agreed that 

their managers respect their opinions on work matters. In question 4, 55% of the 

participants expressed that they either strongly agreed or agreed that their managers 

would stand up for them. Question 5 asked whether participants are satisfied with the 

amount of feedback they receive. Forty-seven percent (47%) of participants stated that 

they were satisfied with the amount of feedback they receive from their managers. In 

addition, question 9 asked if participants were satisfied with the quality of performance 

feedback given, and 67% of participants were satisfied with the quality of feedback they 

are being given. 

Question 10 asked if managers care about how work affects an employee as a 

person. Forty-four percent (44%) of participants expressed that they believed that their 

managers care about how work affects them. Sixty-three percent (63%) of participants 

stated that they believed their managers respected their ability to contribute to the 

improved performance of their work group (Question 11). Furthermore, 68% of 

participants stated that their managers believe that they are giving their best effort at all 

times (Question 12). Question 13 from the survey asked if managers gave feedback to 

benefit the employees. A little more than half (56%) of the participants who stated that 

the feedback received from their managers was given to benefit them professionally. In 

question 14, 55% of participants shared that their managers want to see them improve 

their performance so they can receive raises in pay or a good performance review. 
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Furthermore, 59% of the participants expressed that their managers had their best interest 

at heart. Sixty-one percent (61%) of participants strongly agreed or agreed that their 

managers give them feedback because they believe that they can contribute to the 

performance of the work group. In each of the survey questions addressing performance 

feedback, there were at least 7 to 15 participants who were neutral in their thoughts on 

how their managers provide developmental feedback. 

Table 14 

Percentages of Participant Perceptions of Performance Feedback Survey Questions (1-5, 
9-16) (N=100) 

Question SD D MD N MA A SA M 

Considers My Point of View 5.0 3.0 11.0 13.0 13.0 21.0 34.0 

Both Discuss Opinions 2.0 9.0 8.0 8.0 16.0 21.0 36.0 

Respects My Opinions 3.0 2.0 7.0 7.0 13.0 28.0 39.0 1.0 

Stands Up For Me 6.0 3.0 13.0 12.0 11.0 18.0 37.0 

Satisfied With Feedback 6.0 7.0 10.0 15.0 13.0 17.0 30.0 2.0 

Quality of Feedback 8.0 6.0 8.0 7.0 17.0 27.0 26.0 1.0 

How Work Affects Me 9.0 5.0 12.0 12.0 17.0 20.0 12.0 3.0 

Contributes to Performance 5.0 5.0 5.0 7.0 14.0 24.0 39.0 1.0 

Give Best Effort All Times 2.0 5.0 5.0 9.0 11.0 29.0 39.0 

Feedback Benefits Me 6.0 7.0 7.0 9.0 12.0 23.0 33.0 3.0 

Feedback Given To Improve 5.0 8.0 7.0 9.0 16.0 26.0 29.0 

Has My Best Interest 8.0 6.0 8.0 8.0 11.0 35.0 24.0 

Group Performance 3.0 6.0 6.0 10.0 14.0 28.0 33.0 
Mole. SL>=Strong]y Disagree, D=Disagree, MD= Moderately Disagree, N=Neutral, MA= Moderately Agree, A= Agree, SA= Strongly 

Agree, M=Missing Response or No Response 

Question 18 in the survey asks participants to rate if their managers support them 

in their work (Table 15). More than half of the participants (58%) stated that their 
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managers support them in their work. Twelve percent (12%) moderately agreed that their 

managers supported them in their work, whilel5% of participants selected neutral when 

asked if their managers supported them in their work. Question 19 assessed if mangers 

know a lot about the work their employees are doing and 53% of employees agreed that 

their managers do know a lot about the work they do. Seventeen percent (17%) stated that 

they moderately agreed and 12% were neutral when asked if they believed their managers 

knew a lot about the work they do. In addition, 55% stated that their managers did know 

enough about the work they do to make good judgments about their work performance 

(Question 20). Seventeen percent (17%) stated that they moderately agreed and 12% 

were neutral when asked if they believed their managers made good judgments about 

their work. 

Table 15 

Percentages of Participant Perceptions of Performance Feedback (Survey Questions 18-
20) (N=100) 

Question SD D MD N MA A SA M 

Manager Supports My Work 3.0 4.0 6.0 15.0 12.0 25.0 33.0 2.0 

Manager Knows My Job 5.0 4.0 9.0 12.0 17.0 27.0 26.0 

Manger Judges My Work 5.0 5.0 7.0 12.0 17.0 22.0 33.0 1.0 
Note. SL>=Mrongly Disagree, D=Disagree, MU= Moderately Disagree, N=NeutraI, MA= Moderately Agree, A= Agree, SA= Strongly 

Agree, M=Missing Response or No Response 

In question 21, participants were asked to share how often performance feedback 

is being given by managers. Forty-one percent (41%) of participants stated that they were 

receiving performance feedback more than twice a year, but less than once a month 

(Table 16). Twenty-Five percent (25%) stated they received performance feedback one to 
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two times per month. Twenty percent (20%) stated their managers gave them 

performance feedback once or twice a year. Eleven percent (11%) of the participants 

stated they receive performance feedback one to two times per week, while two 

participants shared they received performance feedback more than twice a week. 

Table 16 

Percentages of Performance Feedback Frequency (Survey Question 21) (N^lOO) 

Frequency of Performance Feedback Percentage 

Once or Twice a Year 20.0 

More Than Twice A Year, Less Than Once A Month 40.0 

1-2 Times Per Month 25.0 

1-2 Times A Week 11.0 

More Than Twice A Week 2.0 

Missing 1.0 

Question 22 evaluated how often participants ask their managers for their 

opinions about their work (Table 17). Twenty-nine percent (29%) of the participants 

stated that they never ask their managers for their opinions about their work. Twenty-

three percent (23%) stated that they ask their managers for their opinions about their 

work once or twice a year, while 25% asks a few times per year. Twenty percent of 

(20%) of participants asks their managers their opinions of their work either more than 

once a month or more than once a week. Twenty-five percent (25%) of the participants 

shared they seek their managers' opinion a few time per year, while 27% stated they seek 

their managers' opinion once a month or more. 
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Table 17 

Percentages of the Frequency Participants Seek Manager's Opinion (Survey Question 
22) (N=100) 

Seeks Manager's Opinion Percentage 

Never 29.0 

Once or Twice A Year 23.0 

A Few Times A Year 25.0 

Once A Month or More 27.0 

Once A Week or More 2.0 

Missing 1.0 

Question 23 asked participants to share how their managers gave them 

performance feedback (Table 18). Thirty percent (30%) of the participants stated that 

their managers go out of their way to provide performance feedback. Twenty-eight 

percent shared that their managers gave more positive feedback than negative. Nineteen 

percent stated that their managers balance giving positive and negative feedback, while 

16% shared that their managers give more negative feedback than positive. Lastly, in the 

demographics portion of the survey, question 57 asked participants to give the outcome 

of their last performance review, and 64% of participants either significantly exceeded or 

consistently exceeded in their performance. 

Overall, based on the results of this study, virtual employees in higher education 

were satisfied with how their managers communicated performance feedback. Although 

most were satisfied, there were some questions where the results reflected a number of 

participants were not satisfied or were neutral in their thoughts on how their managers 

gave performance feedback. 
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Table 18 

Percentages of Participant Perceptions of How Managers Give Employee Feedback 
(Survey Question 23) (N=100) 

How Manager Gives Feedback Percentage 

Never Says Anything 7.0 

Gives More Negative Than Positive Feedback 16.0 

Balances Positive and Negative Feedback 19.0 

Gives More Positive Than Negative Feedback 28.0 

Goes Out of the Way To Give Positive Feedback 30.0 

Developmental feedback. Survey questions 33-46 assessed how managers 

communicated development feedback (Table 19). In the survey, question 33 asked 

participants if their managers gave them full credit for the work they do and 58% of 

participants either strongly agreed or agreed that their managers give them full credit for 

their work. Half of all participants (50%) stated that their managers encouraged them to 

meet future goals (Question 34). Fourteen percent (14%) shared that they mostly agreed 

and 12% were neutral when asking to rate their managers on encouraging them to meet 

their future goals. However, there was only a slight difference in the percentage of 

participants who agreed or disagreed that their managers provide them with career 

guidance to meet their future goals (Question 35). Only 30% of participants strongly 

agreed or agreed that their managers provided them with career guidance. Twenty-five 

percent (25%) of participants strongly disagree or disagree that their managers provided 

career guidance to assist them with future goals. Twenty percent (20%) of participants 

responded neutral when asked if their managers provided career guidance. Question 36 
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assessed whether participants were being coached by their managers to increase their 

opportunities to advancement. Once again, the percentages are slightly different. Twenty-

six percent (26%) either strongly agreed or agreed that they are being coached for career 

advancement and 24% either strongly disagreed or disagreed that they are not being 

coached for career advancement. Twenty-two percent (22%) of participants selected 

neutral when ask if they were being coached for career advancement by their managers. 

Question 37 assessed if managers were giving challenging work assignments so 

that employees will continue to grow professionally and 46% strongly agreed or agreed 

that they are being given challenging work assignments. In question 38, which evaluated 

if participants' managers were looking for ways to provide employees with increased 

visibility in the organization, only 28% strongly agreed or agreed and 24% strongly 

disagree and disagree that they are being given these assignments to make them more 

visible. Question 39 asked participants to share if their manager is actively looking for 

ways to increase their (participants) current skill sets. The percentages were very close 

for this question as well. Thirty-three percent (33%) of the virtual employees in higher 

education believe that their managers are looking for ways to increase their current skill 

set. Likewise, 32% of the participants do not feel that their managers are not looking for 

opportunities to increase their skill sets. In question 40, 33% of participants believe that 

their managers think they can excel if they were given more responsibilities. Question 41 

in the survey assessed if participants were satisfied with the feedback they are obtaining 

in attaining their career aspirations. There was a slight difference in the percentages. 

Thirty-five percent (35%) of participants strongly agreed or agreed that they are satisfied 
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with the feedback they are receiving and 29% of participants strongly disagreed or 

disagreed and are not satisfied. 

Table 19 

Percentages of Participant Perceptions of Developmental Feedback (Survey Questions 
33-45) (N=100) 

Question SD D MD N MA A SA M 

Ensures I Get Credit 2.0 4.0 7.0 12.0 17.0 28.0 30.0 

Provides Encouragement 6.0 6.0 10.0 14.0 12.0 22.0 28.0 2.0 

Career Guidance 13.0 12.0 9.0 20.0 14.0 14.0 16.0 2.0 

Coaches Me 13.0 11.0 16.0 22.0 11.0 11.0 15.0 1.0 

Challenging Work 14.0 7.0 8.0 16.0 16.0 18.0 18.0 3.0 

Increases Visibility 15.0 9.0 15.0 15.0 16.0 15.0 13.0 2.0 

Increases Skill Sets 18.0 14.0 9.0 10.0 15.0 20.0 13.0 1.0 

Increases Responsibilities 10.0 5.0 10.0 22.0 17.0 14.0 19.0 3.0 

Satisfied With Feedback 16.0 13.0 5.0 16.0 12.0 19.0 17.0 2.0 

Furthers My Career 27.0 15.0 9.0 12.0 10.0 13.0 12.0 2.0 

Manager As A Role Model 15.0 12.0 9.0 19.0 11.0 19.0 13.0 2.0 

Manager As A Friend 19.0 16.0 7.0 13.0 11.0 14.0 17.0 3.0 

Respect My Manager 6.0 6.0 3.0 13.0 15.0 16.0 40.0 1.0 

Agree, M=Missing Response or No Response. 

Question 42 evaluated if managers were introducing their employees to people 

who could assist in furthering their careers. Forty-two percent (42%) of the participants 

either strongly disagreed or disagreed and feel that their managers are not introducing 

them to people who could assist in furthering their careers. For question 43, participants 

were asked if they viewed their managers as a role model. Once again, there was a slight 

difference in the percentages. Thirty- two percent of employees strongly agreed or agreed 
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that they view their managers as a role model and 27% either strongly disagree or 

disagree. Furthermore, in question 44, 32% of participants strongly agreed or agreed that 

their managers interact with them as a friend, while 35% strongly disagreed or disagreed. 

Fifty-six percent (56%) of participants respect their managers (question 45). 

Question 46 addressed how often managers give developmental feedback (Table 

20). Thirty-nine percent (39%) of participants stated that their managers gave them 

developmental feedback less than once or twice a year 

Table 20 

Percentages of the Frequency Developmental Feedback is Offered (Survey Question 46) 
(N=100) 

Frequency of Developmental Feedback Percentage 

Less Than Once or Twice A Year 

Once or Twice A Year 

More Than Twice A Year, Less Than Once A Month 

1-2 Times A Month 

More Than Twice A Week 

Twenty-eight percent (28%) of the participants shared they received developmental 

feedback once or twice a year. Seventeen percent (17%) of the respondents stated they 

received developmental feedback more than twice a year, but less than once a month. 

Overall, the data for developmental feedback reflected mixed reviews. 

Research Question 3: Managerial Trust 

In this survey, questions 6-8 and 17 assessed if trusting work relationships are 

prevalent between a manager and their employees. All of the questions were Likert-type 

39.0 

28.0 

17.0 

10.0 

1.0 
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questions. The questions in the table are listed in numeric order. In question 6 of the 

survey, 63% of participants either strongly agreed or agreed fhat their managers trusted 

them to do their job. In addition, 55% of the participants trusted that their manager will 

be honest with them (Question 7). Fifty-three percent (53%) of the participants trusted 

that their managers will look out for their best interest (Question 8). Lastly, 61% of 

participants trust their managers to share with them the positive and negative their work 

(Question 17). Overall, most of the participants agreed that they experience trusting work 

relationships with their managers, but there were a number of respondents who did not 

feel they had a trusting work relationship with their managers. 

Table 21 

Percentages of Participant Perceptions of Managerial Trust (Survey Questions 6-8, 17) 
(N=100) 

Question SD D MD N MA A SA M 

My Manager Trusts Me 5.0 4.0 3.0 2.0 13.0 27.0 35.0 

I Trust My Manager 5.0 6.0 5.0 9.0 9.0 23.0 40.0 

Manager Has My Best Interest 10.0 3.0 10.0 8.0 13.0 27.0 28.0 1.0 

Tells Me About My Work 5.0 2.0 9.0 10.0 11.0 26.0 35.0 2.0 
Note. Sl>=Strongly Disagree, D=Disagree, MD= Moderately Disagree 

Agree, M=Missing Response or No Response 

, N=NeutraI, MA=Moderately Agree, A= Agree, SA= Strongly 

Research Question 4: Enhancing Performance and Developmental Feedback 

In research question 4, virtual employees in higher education were asked to 

identify strategies that can be implemented to increase the effectiveness of how their 

managers communicates performance feedback and developmental feedback. Content 

analysis was used to evaluate the data. Instead of using content analysis software to 

identify themes, the researcher created an Excel spreadsheet that contained the original 
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responses in one column, the next column was a summary of the essence of the original 

response, and then in the last column, the themes were identified. In addition, when 

appropriate, the pseudonym "Virtual U" was used to mask the identity of institutions. 

There were four open-ended research questions in the survey that were used to obtain 

these data. Two of the research questions addressed performance feedback (Questions 31 

and 32). Questions 47 and 48 assessed developmental feedback. The actual questions 

from the survey are listed below: 

Performance Feedback Open-Ended Questions: 

31. When thinking about the feedback you currently receive related to your work 

performance, what areas do you believe are most effective? 

32. If you could make some recommendations to your manager to enhance the feedback 

you receive on your performance, what would they be? 

Developmental Feedback Open-Ended Questions: 

47. When thinking about the developmental activities you currently engage in with your 

immediate manager, what areas to you believe are most effective? 

48. If you could make some recommendations to your manager to enhance the 

developmental feedback you receive, what would they be? 

Performance Feedback- Effective Practices 

In question 31, participants were asked to identify the areas that they believe to be 

effective in the areas of the performance feedback they are currently receiving. All 

participants did not answer this question, out of 100 respondents, 68 participants 

responded to this question. Some of the responses were not used because the participant 

did not answer the question properly. This may be due to participants not understanding 
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what the question is asking. Two participants actually stated that they did not understand 

the question. As in ScharfFs (2005) study, some of the participants used this question to 

express their thoughts on the areas of performance feedback that were not effective and 

offered recommendations for improvements. 

Table 22 

Themes - Effective Areas of Performance Feedback (Survey Question 31) 

Themes Frequency of Responses 

Type of Feedback 30 

Quality of Feedback 10 

Management Style 6 

T iming of F eedback 5 

Communication of Org. Goals 5 

Types of Communication 3 

Professional Development 2 

Question Ambiguity 2 

Performance Feedback Metrics 2 

Some of those responses were moved to answer question 32, which asks 

participants to make recommendations to increase the effectiveness of how performance 

feedback is communicated. In conducting content analysis on question 31, there were 

several themes found in how participants viewed the feedback they were currently 

receiving. The themes identified for question 31 are listed in Table 22. The theme of 

work review/process improvement had eight responses, but those answers were moved to 

question 32 because respondents addressed ways to improve how performance feedback 
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is given. One participant stated that he/she believed that every aspect of the performance 

feedback they are receiving is effective 

Theme 1: type of feedback. Having weekly one-on-one phone contact with the 

manager was highlighted as being effective. In addition, the manager visiting the campus 

twice a year was also mentioned to strengthen the work relationship with the employee. 

Two virtual employees mentioned having weekly phone conferences as being effective. 

One virtual employee stated, "We have weekly telephone conferences, which are highly 

effective. He also visits the campus at least twice a year, and we have an annual 

evaluation conference. The weekly conferences are the most effective feedback". Lastly, 

four participants mentioned that the manager making an effort to contact the employee 

immediately via email or phone to say job well done or to discuss poor performance is 

effective. Participants communicated that managers being able to provide specific 

information about an employee's performance was mentioned by six participants as 

effective. One participant stated that his/her manager is able to facilitate critical thinking 

regarding real world problems. This helps with bridging the gap between the classroom 

and the real world. In addition, another participant stated that the manager being able to 

provide advice that is supported by experience and observation is effective in their 

discussions on performance. 

Theme 2: quality of feedback. Ten participants stated that the performance 

feedback they are receiving currently is not effective. One participant stated, "None...my 

feedback has been undeserved and at times unprofessional." Another respondent stated, 

"None. The evaluation process is incomprehensible, which is not the fault of the 

manager, but the fault of the institution." 
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Theme 3: management style. Managers with the ability to communicate and who 

allow employees to do their jobs are effective. One participant stated, "My manager does 

not micro-manage and therefore allows me to be me. When I do a good job and she 

notices it makes me want to continue to find new and different ways to improve." 

Another respondent stated, "He is really good about what's important and what isn't. He 

knows that sometimes we have to do things because the higher-level administration wants 

it done, and he will be the first to let you know how he feels and we are free to let him 

know how we feel. He also lets us do our jobs and really only gives negative feedback 

on very rare occasions. That is a big compliment if you ask me." 

Other responses. Participants reported that receiving feedback in a timely manner 

is more effective. Most participants stated that they desire performance feedback that is 

more frequent than the standard schedule of twice a year. One participant stated that 

receiving feedback more than twice a year assists with understanding their job and 

expectations of the manager. One participant mentioned that receiving feedback that 

helps him/her to identify where they fit within the institution is helpful. Most respondents 

shared that being made aware of the goals of upper management and having clarity on 

institutional goals is helpful and has a positive impact of their performance. One 

participant stated, "It's most effective to understand the objectives so that efforts are 

directed to achieve the goal." Some participants mentioned that the professional 

development they are currently receiving is effective. One respondent stated that she 

appreciates the affirmation and discussion on areas of improvement. The respondent 

stated, "My manager provides details on areas I do well as well as areas I could improve 

upon. Both areas are effective." In addition, one participant stated that managers 
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providing performance feedback that is positive and negative is effective as well. The 

communication of performance feedback metrics was mentioned as well. One participant 

shared, "verbal discussion supported by a scoring rubric on performance" is effective. 

Another participant shared that they believed that student satisfaction surveys are highly 

effective in the assessment of performance. Some participants stated that the 

communication they receive from their manager is effective in their performance 

feedback process. One participant stated that having frequent conference calls to discuss 

performance works well. Another one shared that "When given feedback, showing me 

the evidence that was used to draw the conclusion that was drawn and relying on more 

quantitative evidence than qualitative." 

Performance Feedback: Strategies for Enhancement 

In question 32, respondents were asked to make recommendations to enhance the 

performance feedback they are currently receiving (Table 23). Once again, all 

participants did not provide an answer to this question. Overall, there were 75 responses 

to this question. As stated earlier, a few of the participants did not answer question 31 

properly. Their answers reflected improvements to the performance feedback process, not 

what is effective with the performance feedback they are currently receiving. The theme 

labeled "work review/ process improvement" had a total of 8 responses and will be 

included in the themes associated with question 32. There were 10 responses in question 

32 for the "improved feedback process" theme; these will be added together to make a 

total of 18 responses. The themes that became evident for question 32 are in Table 23. 
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Table 23 

Themes- Enhancing Performance Feedback (Survey Question 32) 

Themes Frequency of Responses 

Management Style 19 

No Recommendations 19 

Work Review/ Process Improvement 18 

Frequency of Feedback 11 

Communication 4 

Manager/ Employee Relationships 3 

Professional Development 2 

Content of Discussion 2 

Theme 1: management style. There were 19 responses that referenced this theme. 

Most participants want their managers to be more supportive and to show concern for 

their progression in the organization from a performance standpoint. One respondent 

stated, "That she would be more encouraging then discouraging. That she would walk me 

through whatever area she thinks I'm weak in." Another stated, "Going to my defense 

when presenting problems to other managers or representatives." In addition, one 

respondent stated that it is important for managers to follow-up with employees in a 

timely manner in virtual environments. Training for managers of virtual teams was 

mentioned as well. One participant stated, "He has great potential - just needs a 

significant amount of training on how to manage people." Managers giving employees 

timely job recognition was also stated by some participants. A participant stated, "I think 

he could promote all of us more to the overall faculty, staff, and administration. Since we 
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work for the state, we do not get compensated monetarily; therefore, it would be nice to 

get recognition for our work." One other mentioned, "I would maybe like to know that I 

am doing a good job more often, but I know he is satisfied with my work." Furthermore, 

a few participants mentioned that managers of virtual teams should build relationships 

with employees that are not only work related but more intimate. In addition, participants 

stated that virtual managers in higher education should understand the needs of their 

employees and understand the jobs their employees are performing in order to enhance 

the performance feedback process. Participants also stated that communication and 

respecting employees for who they are and their expertise would improve the process as 

well. One participant made a very strong statement about the overall management style of 

the managers at the institution he/she is employed. "The management style at "Virtual U" 

is a plantation management style. There are floggers upon layers of floggers. This is 

done to keep the work force in line and not focusing on pay. Each month there is a new 

set of concerns that we are being flogged about. Once you change, another set of 

concerns come up. The flogging is to show that the management is doing its job." 

Theme 2: work review/process improvement. After combining the responses of 

question 31 and 32 for this theme, there were 18 responses that corresponded to this 

theme. Some participants stated that managers should acknowledge when employees are 

proactive and make specific suggestions when improvements in performance are detected 

or when communicating the overall performance of employees in a timely manner. One 

participant stated, "Do evaluations on things that have already been done and not have 

me do my own evaluation ahead of time and then have a discussion later." Another 

participant stated, "To look at more than just bulleted checklists and really dive into the 
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substance of my work." A few participants stated that they would like to receive 

performance feedback, but this process does not take place where they are employed. 

Most participants believed that the process is more complex than it has to be and is time 

consuming. 

Theme 3: frequency of feedback. Three participants stated that having 

performance feedback on a quarterly basis could be more effective than having it one to 

two times per year. Many respondents stated that overall, just having feedback meetings 

more frequently could assist in enhancing the experience. One respondent stated, 

"provide more immediate feedback when a task/job is completed rather than waiting 

several weeks or months." One other participant shared that having resources available 

would be helpful as well. Lastly, many participants shared that having more frequent staff 

meetings could also enhance the performance review process. 

Other responses. A few participants stated that providing professional 

development would assist with enhancing the current performance feedback process they 

experience with their current manager. They mentioned that having specific growth 

opportunities and just having more training opportunities overall would be helpful. In 

addition, participants mentioned that the content of the discussions regarding 

performance feedback should be specific. One respondent stated, "I find that guidance on 

soft skills is always helpful. It helps me to recognize my blind spots." Also, one 

participant shared just wanting their manager to discuss what does he/she needs to do to 

improve their performance could enhance the performance feedback process. Three 

participants stated that their manager being more relational could enhance the 

performance feedback process. One participant stated, "Needs to be more tuned into the 
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underlying emotions associated with workplace identity. Need to communicate more 

openly." Another one stated, "A little more interaction ~ other than the occasional 

meeting or email." Knowledge sharing also was recommended by one participant who 

stated, "I would like to be better informed about what is happening in general as it related 

to our department so that I can help improve our standings within the college." Many 

participants stated that managers need to improve the lines of communication with their 

virtual employees. One participant shared, "Explain how I can get more involved at the 

university and make connections so that I can become a more valuable member of the 

team." In addition, one participant stated that communicating the performance feedback 

process and expectations could enhance the experience. Another participant stated, "I 

would like to be better informed about what is happening in general as it related to our 

department so that I can help improve our standings within the college." Lastly, there 

were 19 respondents who stated that they had no recommendations to enhance the 

performance feedback process at their institutions. Many of the respondents were very 

satisfied with how their managers delivered the feedback and with the process. 

Developmental Feedback: Effective Practices 

Questions 47 of the survey asked participants to identify which areas of 

developmental feedback they are receiving from their immediate manager were effective. 

Once again, all participants did not answer this question. There were 65 responses to this 

question. The researcher identified several themes from the data that are displayed in 

Table 24. 
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Table 24 

Themes - Effective Areas of Developmental Feedback (Survey Question 47) 

Themes Frequency of Responses 

Not Getting Developmental Feedback 14 

Quality of Developmental Feedback 10 

Management Style 10 

Professional Development 9 

Content of Discussion 5 

Satisfied With Feedback 4 

Type of Developmental Feedback 3 

Frequency of Developmental Feedback 2 

Theme 1: not getting developmental feedback. All 14 participants stated that they 

were not receiving any developmental feedback from their immediate managers. One 

participant stated, "There are no development activities that I engage in with my 

manager. I am just told of the required professional development activities by the upper 

administration and not usually by my manager." Another respondent stated, "We have 

never discussed me or my goals in any substantial manner. I mention things and am either 

brushed off or sent a meaningless message." 

Theme 2: quality of developmental feedback. There were many participants who 

stated that all of the areas of the developmental feedback they are receiving from their 

manager are ineffective. None of them gave reasons why they believed the feedback was 

ineffective. 
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Theme 3: management style. One participant stated that his/her manager 

acknowledges his/her expertise and has placed him/her in the proper position within the 

organization. In addition, the manager being able to give educated advice is effective for 

one participant. Two participants stated that working as a team with their managers has 

been effective. One respondent stated, "We publish a lot together, and publications are a 

major component of being successful in academia. He also has let me take first 

authorship when I did most of the work on the project." Three participants stated that the 

open communication they receive either verbal or via e-mail in reference to upcoming 

developmental opportunities is effective. Some participants also shared that they like 

being able to share their honest thoughts about developmental opportunities with their 

managers. In addition, a few participants stated that having their manager support them 

on participating in developmental opportunities is also effective. One participant stated, 

"He has supported me in my furthering of education as well as training opportunities." 

Theme 4: professional development. Many participants stated that being able to 

participate in training seminars, conferences, and webinars has been effective. One 

participant stated, "Participating in classes or webinars covering the state of the art/new 

developments in our field." Three participants stated that being allowed to take courses in 

the continuing education department offered by their institutions has been adequate. 

Other Responses: One participant stated that discussing how to become more 

visible in the organization with his immediate manager has been effective. Three 

participants stated that discussing how to improve skill sets with their managers and 

getting specific advice from their managers on how to improve has been effective for 

them. There were four participants who stated that the developmental feedback they are 
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receiving from their managers is effective. Some participants expressed that having 

conference calls, regular discussions, and receiving formative feedback has been helpful. 

In reference to the frequency of developmental feedback, one participant stated that the 

developmental feedback he/she receives once or twice a year is effective. Another one 

shared that developmental feedback is received on a weekly basis and that this is 

effective. The participant shared, "The weekly update with what is coming up and how it 

can help me advance. He is encouraging to me about future opportunities and what I can 

look forward to." 

Developmental Feedback: Strategies for Enhancement 

Question 48 asked participants to make recommendations on how their managers 

could enhance the developmental feedback experience. There were 63 responses to this 

question. Table 25 lists the themes associated with question 48. 

Table 25 

Themes- Enhancing Developmental Feedback (Survey Question 48) 

Themes Frequency of Responses 

No Recommendations 23 

Management Style/ Employee Expectations of Manager 21 

Professional Development 7 

Frequency of Developmental Feedback 6 

Developing/ Improving Developmental Process 3 

Type of Developmental Feedback 2 

Theme 1: no recommendations. Many participants stated that they had no 

recommendations about how their manager could enhance the developmental feedback 
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process. They did not provide any reasons why they were not able to offer any 

recommendations. 

Theme 2: management style/ employee expectation of manager. There were 21 

responses that were connected to this theme. One participant stated that allowing him/her 

to have mutual decision-making power when it comes to discussing his/her career and 

developmental opportunities. Another participant shared that he/she would like to see 

their manager put forth more effort to assist him/her with finding developmental 

opportunities and achieving career goals. One participant stated that the manager sharing 

information about all aspects of the organization and what benefits are available 

company-wide would be helpful. In addition, many participants stated that the manager 

being more involved in the process and understanding the career aspirations and goals of 

their employees could improve the process. "While my manager generally goes along 

with my developmental plans, he does not propose anything new, nor offer 

recommendations that support what I intend. I am late in my career, but younger staff 

could benefit from more attention to their personal and professional goals." One 

participant shared that the manager getting employees connected with upper management 

and assisting in making him/her more visible in the organization could be beneficial to 

career growth. One participant shared, "Do not fear the rising star, point them in the right 

direction, they make you look good." Other participants stated that managers forming 

mentoring relationships and building better working relationships and getting to know 

their virtual employees more intimately could enhance the developmental feedback 

process as well. One participant stated, "To let him know that I am interested in growing 

professionally, and I would like his support. I would ask him if it would be possible to 
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meet on a regular basis to discuss more developmental activities. Sometimes, managers 

don't know whether or not you are interested until you tell them." Another participant 

shared that, "My manager could ask me specifically, "what are your career goals and how 

can I help you achieve them"? Then, overtime, she could see how I am progressing 

towards them." 

Theme 3: professional development. Seven responses were associated with this 

theme. Most participants stated that the manager and organization providing more 

training opportunities in general could improve the developmental feedback experience 

overall. Two participants shared that discussing the career paths of employees and the 

proper training opportunities to assist in career advancement would be helpful. One 

participant stated, "There should be some developmental feedback and discussion as to 

how people at my level in the institution can possibly advance." One participant stated 

that allowing employees to shadow other employees could also improve the process as 

well. 

Other responses: Many participants stated increasing the frequency of giving 

developmental feedback would be helpful. Two participants mentioned that receiving 

quarterly developmental feedback could enhance the experience. One participant shared 

that, "conducting quarterly meeting with all of the virtual employees in our department 

would be helpful. Instead, we are kept separate and it is looked down upon if ideas are 

exchanged unless initiated by the manager." It was also shared by participants that 

providing developmental feedback on a monthly basis could enhance the process as well. 

In addition, some participants highlighted that having more goal setting meetings and 

emailing employees individually about their development could enhance the 
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developmental feedback process as well. One participant stated, "Have a formal meeting 

on goal setting for career and skills development and then follow up with a meeting on 

results. Also do a 360." One participant stated that it would be nice if the institution 

he/she is employed in would create a developmental feedback process due to 

developmental activities not taking place. Another participant stated that revamping the 

entire developmental feedback process at the institutional level could assist in improving 

the process overall. 

Summary 

In summary, the purpose of this quantitative study was to analyze how virtual 

employees in higher education rate their managers in the areas of the quality of Leader 

Member Exchange (LMX), communicating performance feedback and developmental 

feedback, and managerial trust. There were four research questions investigated in this 

study. The Likert-type survey with four open-ended questions was emailed to 

participants. Overall, there were 111 participants. Eleven participants were eliminated 

from the study due to them stating that they were meeting face-to-face with their 

managers either daily or more than once per week. This decreased the sample size to 100 

participants. 

Research question 1 asked participants to rate their managers on the quality of 

Leader-Member Exchange they experience with their managers. Overall, the data showed 

that virtual employees in higher education experience high-quality LMX with managers, 

but there were a number of participants experiencing low-quality LMX with their 

managers. More than 50% of the participants stated they experience high-quality LMX, 

while 30% or more stated they experience low-quality LMX. 
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Research question 2 asked participants to rate their managers' ability to 

communicate performance feedback and developmental feedback. Based on the data, 

overall, virtual employees in higher education stated that they were satisfied with how 

their manager communicated performance feedback, but there were a number of 

participants who were not satisfied with the performance feedback they are receiving. 

The data reflected that more than 50% of the participants were satisfied with how their 

managers communicated performance feedback, while in some instances at least 20% or 

more stated they were not. However, virtual employees in higher education had mixed 

views of their satisfaction with how developmental feedback was communicated by their 

immediate manager. Thirty-five percent (35%) or more of the participants shared they 

were satisfied with the developmental feedback they receive from their managers and 

25% or more stated that they were not satisfied. 

Research question 3 asked participants to rate their managers on developing 

trusting work relationships. Overall, virtual employees in higher education were satisfied 

with the levels of trust they experience with their managers, but once again there were a 

number of participants who were not satisfied with the level of trust they experience with 

their managers. More than 60% of the participants stated they experience trusting work 

relationships with their managers, while 15% or more stated they did not experience 

trusting work relationships with their managers. 

Research question 4 asked participants to share what is effective with the 

performance feedback and developmental feedback they are currently receiving and to 

recommend strategies that could possibly enhance these processes overall. There were a 

total of four open-ended questions addressing these areas. The researcher used content 
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analysis to evaluate the questions. In Chapter 5, the findings, conclusions, implications 

for professional practice in higher education, and recommendations for future research 

will be discussed. 



CHAPTER 5 

SUMMARY, DISCUSSION, CONCLUSION, AND IMPLICATIONS 

Summary of the Study 

Heller et al. (2010) states the use of virtual teams is on the rise globally. 

According to the International Data Corporation (2011), by the year of 2013, 75% of the 

American workforce and 35% of the global workforce will be using virtual teams. 

Organizations are finding themselves having to embrace the use of virtual teams due to 

advancements in electronic communication and information technology in the workplace, 

the need to compete globally and competitively, and the need to have accessibility to a 

skilled workforce (Bal & Teo, 2000; Powell et al., 2004; Purvanova & Bono, 2009). 

According to Nunamaker et al. (2009), the challenges experienced by virtual teams are 

more complex than the challenges face-to-face teams encounter and this is what makes 

these teams more difficult for managers to lead. 

Wakefield, Leidner, and Garrison (2008) emphasize that although it is a challenge 

to manage virtual teams in general, providing these teams with effective team 

development and performance management present even more challenges for managers. 

The purpose of the study was to analyze how virtual employees in higher education rate 
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their managers in the areas of the quality of Leader Member Exchange (LMX), 

communicating performance feedback and developmental feedback, and managerial trust. 

Participants who had been employed in a higher education environment for two or 

more years in a virtual capacity were eligible to participate in this study. The researcher 

used snowball sampling to obtain the participants. The survey was sent via e-mail 

toparticipants and posted on a social media networking website called Linkedln. The data 

collection phase lasted approximately eight weeks. Upon completion of the data 

collection phase, all of the data were exported to an Excel spreadsheet and imported into 

SPSS. Descriptive statistics were used to analyze the data for the Likert-type questions 

and content analysis was used to analyze the data associated with the open-ended 

questions on the survey. 

Discussion of Major Findings 

In this section, the major findings of the study will be discussed in detail. An 

overview of notable findings within the results of the study on how participants rated 

their managers in the areas of the quality of LMX, performance feedback, developmental 

feedback, managerial trust, and strategies to enhance performance and developmental 

feedback will be shared. 

Quality of Leader-Member Exchange (LMX) 

In this study, four research questions were explored. According to Graen and 

Scandura (1987), the leader-member exchange (LMX) is the dyadic exchange between a 

leader (supervisor) and employees. Basically, an interpersonal relationship is formed 

between a leader and their subordinates within the dyadic exchange (Graen & Cashman, 

1975). In addition, the relationship can either be a high-quality exchange or a low quality 
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exchange and can differ between the leader and each employee within an organization. 

The quality of the relationship leaders have with each subordinate affects efficiency and 

effectiveness of the manager (Burns & Otte, 1999). Green, Anderson, and Shivers (1996) 

state that a high-quality exchange relationship is the result of leaders having mutual 

respect for employees and trust the employees they oversee. According to Northouse 

(2004), in low quality LMX relationships, the employee helps the leader strictly based on 

his responsibilities as a subordinate, nothing further. In other words, they come to work, 

do the job, and then go home. 

Based on the results of the study, overall more virtual employees in higher 

education experience high-quality LMX relationships with their immediate managers, 

but, there were a number of employees experiencing low-quality LMX with their 

managers as well. Eighty-one percent (81%) of the virtual employees in this study shared 

that they always knew or usually knew where they stood with their managers. Eighteen 

percent (18%) stated that they seldom knew or never knew where they stood with their 

managers. Sixty-four percent (64%) stated that their managers either completely 

understood or understood their problems and needs well enough. Thirty-six percent 

(36%) of the respondents stated that their managers understood some of their problems 

and needs or that their managers do not understand their problems and needs at all. 

Although 71% of the virtual employees stated that their managers recognize their 

potential, 29% stated that their managers recognized their potential some or not at all. 

Thirty-five percent (35%) of the respondents shared their managers may or may not or 

there was no chance of their managers using their power to assist them with solving 

problems at work. The percentages were slightly different when participants were asked 
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if they believed that their manager would bail them out at their (manager) expense if they 

really needed it. Fifty-one percent 51% stated that their manager would bail them out and 

49% stated that they were unsure or that there was no chance that their manager would 

bail them out. Also, 60% of virtual employees in higher education characterized their 

working relationship with their immediate manager to be either extremely effective or 

better than average, while 40% of the participants shared that their working relationships 

with their managers were about average. Virtual employees in higher education 

experience high-quality LMX and low-quality LMX relationships with their managers. 

The findings for research question one agrees with ScharfFs (2005) study that 

was conducted on virtual employees. In Scharff s (2005) study, the virtual employees 

experienced both high-quality LMX and low-quality LMX. Scandura and Graen (1984) 

stated that although some employees may experience low-quality LMX with their 

managers, this does not indicate that employees are poor performers. In this study, 64% 

of the participants in this study shared that on their last performance evaluation, they 

either obtained a rating of exceeded or fully met. This finding supports Scandura and 

Graen (1984). 

Performance Feedback 

Powell et al. (2004) states that managers of virtual teams must realize that these 

teams have to be lead differently from the traditional workplace. Cascio (2000) posits that 

a major challenge for virtual team managers is performance management. Furthermore, 

Duarte and Snyder (2001) states that it is imperative for virtual employees to receive 

feedback on their performance from their managers. If virtual employees receive 

performance feedback from their manager, team performance tends to increase and there 
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is an increase in trust between the manager and the employees he/she supervises (Fisher, 

K. & Fisher, M. 2011; Jarvenpaa & Leidner, 1999). In the research question addressing 

how virtual employees rate their managers on communicating performance feedback, the 

data reflected mixed results. Although overall there were many employees who were 

satisfied with how their managers communicated performance feedback, there were a 

number of employees who had some reservations and shared that they either were 

neutral, disagreed, or strongly disagreed with how their managers are communicating 

performance feedback. Sixty-six percent (66%) of the participants shared that their 

managers would stand up for them, while 22% stated that their managers would not. 

Sixty percent (60%) of the participants stated that they were satisfied with the 

performance feedback they received from their managers and 23% stated that they were 

not satisfied. In reference to the quality of performance feedback, 70% stated that they 

were satisfied and 22% stated that they were not satisfied. Forty-nine percent of the 

respondents stated that their managers are concerned with how their work affects them 

and 26% stated their managers are not concerned with how their work affects them. 

Furthermore, 68% of the participants stated the feedback they receive benefits 

them and 20% of the participants disagreed sharing that the performance feedback they 

receive is not beneficial. Seventy-one percent (71%) of the participants agreed that the 

performance feedback they were received was given to assist them in improving, while 

20% of the participants disagreed. Seventy percent (70%) of the respondents stated that 

their managers had their best interest in mind when it comes to their performance and 

22% disagreed and believed that their managers do not have their best interest in mind. 

Sixty-seven percent (67%) of the respondents shared that their managers respected their 
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opinions, while 33% stated the opposite was true. Based on the results, it seems that 

managers of virtual teams in higher education are finding it challenging to manage 

performance (Cascio, 2000). 

Developmental Feedback 

According to Noe (2008), training in organizations has changed and is now more 

performance-based. Feldman (2002) states that due to a lack of face-to-face contact 

experienced between managers and virtual teams, feedback sessions should be conducted 

on a regular basis. Ryan et al. (2000) posit that the overall objective of developmental 

feedback for employees should be self-improvement and reaching specific career goals. 

The second part of research question two asks participates to rate their manager's ability 

to communicate developmental feedback. 

The data for the developmental feedback portion of the study delivered mixed 

results as well. Sixty-two percent (62%) of the respondents stated that their managers 

provide them with encouragement, while 22% stated that their manager does not. In 

reference to obtaining career guidance from their managers to achieve future goals, 44% 

stated that they were satisfied with the career guidance they receive and 34% stated that 

they were not satisfied with the career guidance provided by their managers. Thirty-seven 

percent (37%) of the respondents shared that they were receiving coaching from their 

managers that will assist in career advancement, while 40% stated that they were not 

receiving coaching from their immediate manager. Participants rated their managers on 

providing them with opportunities for increased visibility within their institutions, 44% 

stated that they get opportunities that provide visibility and 39% stated they did not get 

those opportunities. Forty-eight percent (48%) of the respondents stated that their 
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managers seek opportunities to increase their current skill set, and 41% stated that their 

managers do not look for opportunities to increase their current skill set. Overall, 48% of 

the participants shared that they were satisfied with the developmental feedback they 

receive from their managers, while 34% of the participants are not satisfied. The findings 

of this data seems to support Bell and Kozolowski (2002) and Cascio (2000), who have 

both stated that managers find it to be quite challenging to provide effective 

developmental feedback and mentoring for virtual employees due to the lack of face-to-

face interaction. 

Managerial Trust 

Developing trusting work relationships in virtual environments has become 

increasingly challenging for managers (Fisher, K. & Fisher, M., 2011). Leaders find it 

difficult to trust employees they do not know, employees who are not committed to the 

organization as a whole, and employees who are not performing at a high level on a 

consistent basis (Hardy 1996). In order for high levels of trust to be developed between a 

manager and the employees they oversee, three factors must exist: people performing 

competently, people who act with integrity and people who are concerned with the well-

being of others (Duarte and Snyder 2001). Managerial trust was also assessed in this 

study. Based on the results, the virtual employees experience trusting work relationships 

with their managers. 

Overall, 72% of respondents stated that they trusted their manager to be honest 

with them and 16% shared they do not. Sixty-eight percent (68%) of the participants 

stated that they trusted their managers to look out for their best interest, and 23% stated 

that they did not trust their managers to look out for their best interest. Although the 
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results of this study agree with Greenburg et al. (2007) that trust can be developed in 

virtual teams, the results also show that a number of managers of virtual teams in higher 

education struggle to develop trusting work relationships with their employees (Aubert & 

Kelsey, 2003; Kerber & Buono, 2004; Pauleen, 2003; Raghuram, Gamd, Wiesenfeld & 

Guptaa, 2001; Sarker, Valacich, & Saker, 2003). 

Strategies for Communicating Performance and Developmental Feedback 

Participants were asked to share strategies that could possibly enhance the 

performance and developmental feedback they are currently receiving from their 

managers. For performance feedback, the major themes found for the question that asked 

participants to share what areas were effective with the feedback they were currently 

getting were "type of feedback" (28 responses) and "quality of feedback"(10 responses). 

Participants shared that weekly one-on-one conference calls and receiving feedback that 

is specific are both effective. Ten participants also shared that the entire performance 

feedback process at their institution is ineffective and they did not share any reasons why 

they felt that way. In ScharfFs (2005) study, the themes identified for the areas of 

effective performance feedback were "meeting types", "feedback types", and "feedback 

specificity". For this study, the only theme for the areas that are effective with 

performance feedback that agrees with Scharff (2005) is "types of feedback". Participants 

were also asked to offer recommendations on how to enhance the performance feedback 

they are currently receiving from their managers. The major themes found for that 

question were "management style" (19 responses), "work review/process improvement" 

(18 responses), and "frequency of feedback" (11 responses). Participants mentioned 

managers supporting their employees and showing true concern for their progression 
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could enhance the performance feedback process. In addition, receiving job recognition 

in a timely manner and having the ability to communicate with their managers openly and 

honestly could also enhance the performance feedback process. Participants also shared 

that receiving acknowledgement for a job well done in a timely manner could improve 

the performance feedback process as well. Lastly, participants shared that receiving 

performance feedback quarterly or more frequently in general would be beneficial and 

could improve the process. In a previous study conducted Scharff (2005), the themes 

identified for recommendations for enhancing performance feedback were "feedback 

frequency" and "performance feedback content". The findings slightly agree with Scharff 

(2005). "Frequency of feedback" was classified as a major theme in this study and 

"content of discussion" was not, but it was discussed in the results. 

Participants were asked to share what areas of developmental feedback are 

effective. The two major themes identified were "not getting developmental feedback" 

(14 responses) and "quality of developmental feedback" (10 responses). Participants 

stated that receiving educated advice, working as a team with their manager, and 

receiving support from their managers has been effective in the developmental feedback 

process they are engaged in with their managers. Ten participants stated that all areas of 

the developmental feedback process they experience with their managers were ineffective 

and did not provide reasons why. Participants were also asked to make recommendations 

on strategies that could enhance the developmental feedback process. In Scharff s (2005) 

study, the themes identified for the areas of developmental feedback that are effective 

were "developmental feedback meetings" and "expanded training opportunities". 

Although in this study, the major themes for this question differed from the 
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themes in Scharff s (2005) study, professional development and developmental feedback 

meetings were discussed in the results. The three major themes identified were "no 

recommendations" (23 responses) and "management style/employee expectation of 

manager" (21 responses). Participants stated that they did not have any recommendations 

and did not offer reasons why. Respondents shared that having mutual decision making 

power, their managers being more involved with assisting them to find developmental 

opportunities, managers taking time to understand career aspirations and career goals of 

employees, and the manager assisting virtual employees with being more visible to upper 

management could enhance the developmental feedback process. In the study conducted 

by Scharff (2005), "developmental feedback meeting", "meeting content", and "increased 

training opportunities" were identified as major themes for the question that ask 

participants to provide strategies to enhance the developmental process. Although the 

themes in this study for enhancing developmental feedback do not agree with Scharff 

(2005), "professional development" was discussed in the results. 

Conclusions 

According to Crandall and Wallace (1998), we have witnessed the emergence of 

the virtual organization and this type of organization has transformed the business world. 

"Technology and globalization now have created an environment in which teams 

communicate and collaborate virtually, across boundaries of time, geography, and 

organizations" (Duarte & Snyder, 2001, pg. xi). Although virtual teams are used in many 

different industries, their use is also increasing in higher education (Parmenter, 2009). 

Heimer and Vince (1998) posit that managing virtual teamwork is more challenging than 

working face-to-face. Organizations that experience a shortage of local talent are forced 
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to create virtual teams (Bergiel et al., 2008). Kirkman et al., 2002, states that monitoring 

virtual team performance and implementing effective methods for measuring 

productivity, building trust, and managing teams given their particular constraints poses 

some major challenges for managers. 

Communication is essential to leading any organization, but it is even more 

important to the success of virtual teams (DeSanctis & Monge, 1998, Emelo & Francis, 

2002; Hoegl & Proserpio, 2005; Kerber & Buono, 2004; Roebuck & Britt, 2002; 

Solomon, 2001). Virtual team managers must view communication as an essential 

element to his/her leadership style in order for virtual team effectiveness to occur (Fisher 

& Fisher, 2011). Characteristics of effective virtual communication are building trust, 

ensuring that each team member knows what is going on, allowing for creative 

expression, cultivates learning, produces positive outcomes and returns for the 

organization, and assists with developing the need for change in the team, the 

organization, and the environment (Grenier & Metes, 1995). In addition, providing 

developmental feedback and mentoring for virtual employees has been challenging for 

managers leading these teams (Bell & Kozolowski, 2002; Cascio, 2000). Heller et. al 

(2010) highlights that is important for leaders of virtual teams should dialogue and 

respond to virtual employees in a timely manner when dealing with questions and issues. 

In this study, it is evident within the data that communication plays a pivotal role in the 

management and overall success of virtual teams in higher education. 

The participants in this study were asked to rate their managers on the quality of 

Leader-Member Exchange. Participants were able to express whether they experienced 

high-quality (in-group) exchanges or low-quality (out group) exchanges with their 
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immediate managers. Graen (1976) posits that according to how well subordinates work 

with the leader and vice versa determines whether they become members of the in-group 

or out-group. Personality and other personal characteristics of both parties are related to 

this process and determines in employees will experience high-quality LMX or low 

quality LMX (Danseraeu et al., 1975). Although most of the participants in this study 

expressed that they experience high-quality LMX with their immediate managers, there 

were a number of respondents who experience low-quality exchanges. There are high 

performing virtual employees in higher education experiencing low-quality LMX with 

their managers (Scandura & Graen, 1984; Scharff, 2005). The data for survey questions 

24-29 (assesses LMX) reflect that at any given time, 16% to 44% of the virtual 

employees who met or exceeded performance standards on their last performance 

evaluation are experiencing low-quality LMX relationships with their managers. 

In the second research question, participants were asked to rate their managers on 

how well they communicate performance feedback and developmental feedback. 

Although most virtual employees in higher education were satisfied with how their 

managers communicated performance feedback, there were a number of participants who 

were not satisfied. The results of the developmental feedback portion of the survey 

delivered some mixed reviews as well. Overall, only 36% of participants stated that they 

were satisfied with the developmental feedback they are currently receiving. 

Developing trusting work relationships in virtual environments is challenging for 

managers of virtual teams (Aubert & Kelsey, 2003; Fisher, K. & Fisher, M., 2011; Kerber 

& Buono, 2004; Pauleen, 2003; Raghuram, Gamd, Wiesenfeld & Guptaa, 2001; Sarker, 

Valacich, & Saker, 2003). Leaders find it difficult to trust employees they do not know, 
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employees who are not committed to the organizational goals, and employees who do not 

perform at optimal levels on a consistent basis (Handy, 1996). In this study, although, 

most of the virtual employees in higher education shared that they had trusting work 

relationships with their managers, there were a number of them who shared that they did 

not have trusting work relationships with their mangers. 

The results of this study indicate that managers of virtual teams in higher 

education should seek strategies for improving performance feedback and developmental 

feedback. Watad and DiSanzo (2000) posit that data from past research has reflected that 

many managers do not know what it takes to manage a virtual team successfully and tend 

to be reluctant about implementing these teams. There were four open-ended questions 

that addressed the effectiveness of the performance feedback and developmental 

feedback. The goal of the open-ended questions was to see if participants could 

recommend strategies to assist managers in improving the overall experience of 

conducting performance feedback and developmental feedback. Some of the strategies 

recommended by virtual employees in higher education in this study to enhance the 

performance feedback process were: providing performance feedback more frequently, 

having detailed discussions about their performance, and being able to engage in 

authentic communication with their managers (Scharff, 2005). In addition, some 

strategies for enhancing the developmental feedback process were: having access to more 

professional development opportunities, increase the frequency of developmental 

feedback meetings, higher education institutions should implement a formal 

developmental feedback process virtual employees, and managers should be more 
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concerned about the career goals and aspirations of their virtual employees (Scharff, 

2005). 

Based on the results of this study, the Leader-Member Exchange Theory is 

applicable to assisting managers of virtual teams with improving the communication of 

performance and developmental feedback and with developing trusting work 

relationships. Forming positive dyadic relationships could assist managers with 

overcoming some of the challenges associated with managing virtual teams. Higher 

education administrators who manage virtual employees should strive to adopt the 

"Leadership Making Model" (Graen & Uhl-Bein, 1991) when interacting with their 

employees. The "Leadership Making Model" prescribes that leaders should purposefully 

form high-quality exchanges with all employees. Adopting this approach to leadership 

could ensure that new virtual employees are assimilated into the organization properly 

and assist in making all employees feel that they are a part of the in-group and are 

experiencing high-quality LMX. In addition, this could assist the leader in relationship 

building and forming partnerships within their team that could yield high performance. 

Implications 

According to Bell and Kozlowski (2002), managers of virtual teams have 

difficulty conducting performance management and team development functions. In 

addition, more research is needed on leadership responsibilities, management strategies, 

the leader's role in mentoring, evaluating performance, providing feedback to virtual 

employees, and how virtual environments affects leader-member exchange (Martins et 

al., 2004). The results of this study added to the body of literature in the areas of how 

academic administrators in higher education communicate performance feedback, 
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developmental feedback, develop trust, and provided an analysis of the quality of LMX 

relationships shared with virtual employees in higher education. Although most of the 

participants responded in a positive manner about the quality of LMX, performance 

feedback, developmental feedback, and trust, there were a number of virtual employees 

who responded in a negative manner. As virtual environments evolve, organizations will 

have to formalize policies related to virtual employees (Leonard, 2011). In addition, 

institutions of higher education should consider creating formal training programs for 

their administrators who oversee virtual employees. 

As far as performance feedback is concerned, managers have room to improve 

how they communicate performance feedback. One of the major goals of a leader is 

maximize the performance of the employees they oversee (McColl and Anderson, 2002). 

Higher education administrators should evaluate how they are currently providing 

performance feedback to their virtual employees and make changes as appropriate to 

improve the performance of their virtual employees. Many virtual employees shared they 

would like to see managers give more performance feedback on a regular basis overall. 

Furthermore, participants shared they would like for their managers to give specific 

feedback and to show more concern for their progression in the institution. Lastly, 

participants stated that they would like for their managers to connect them to upper 

management and assist them with becoming more visible within the institution. 

This study also provides information for higher education administrators on how 

virtual employees in higher education view the developmental feedback they are 

receiving. Based on the results of this study, more than 50% of the participants were not 

satisfied with the developmental feedback they are receiving. Crawford (2010) posits 
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"enlightened organizations must strive to incorporate people development into their 

management gene structure" (pg. 1). In order to yield high levels of performance, people 

development has to become a core competency (Crawford, 2010). Many participants 

would like to receive developmental feedback on a quarterly basis, receive managerial 

support and assistance when seeking opportunities, and would like to feel that they can 

communicate with their managers openly and honestly about their developmental 

feedback. In addition, respondents stated that they would like to shadow other employees, 

attend more conferences, and have access to more professional development 

opportunities. Managers are responsible for turning the talent they have in the 

organization into a leadership competitive advantage, but they must take the time to 

identify the talent first (Crawford, 2010). 

In addition, this study does contribute to the body of research by pointing out to 

higher education administrators that there are still at least 40% of virtual employees in 

higher education who do not feel that they are satisfied with the trust levels they are 

experiencing with their managers. Duarte and Snyder (2001) posit that it is critical for 

managers to build trust in virtual environments because it contributes to achieving team 

results. Creativity, change, and innovation takes place when managers choose to create 

trusting dyadic relationships with their subordinates (Clegg, Unsworth, Epitropaki, & 

Parker, 2002). 

Recommendations for Future Research 

Due to institutions of higher learning increasing their use of virtual teams, it is 

paramount for the expansion of research on virtual teams in higher education to occur. 

Research on virtual employees in higher education will increase our knowledge of their 
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experiences and allow for researchers to assist with uncovering solutions to assist 

managers with enhancing their experiences of being a virtual team leader. Based on the 

data of this study, the researcher has identified several areas for future research. The first 

recommendation is to replicate this study, and focus on a particular department in higher 

education, for example, virtual employees who work in student affairs only or who work 

in academic affairs only. Secondly, a mixed methods approach could be used to add 

richness to the data by conducting interviews with either virtual employees or the 

managers, in addition to having participants complete the survey. Thirdly, using a purely 

qualitative approach to get the perceptions of virtual employees in higher education on 

their overall experience of being a virtual employee and ask them to discuss in detail the 

actual performance and developmental feedback systems their institutions are using. In 

addition, there could be a quantitative or qualitative study conducted on the perceptions 

of the managers leading virtual teams in higher education. Also, a researcher could 

conduct a comparative analysis study that evaluates how managers communicate 

performance feedback, developmental feedback and develop trusting work relationships 

with virtual employees versus employees who work on-site at a single institution. Lastly, 

some of the items on the instrument used in this study also assess coaching and 

mentoring relationships, conducting research on coaching and mentoring relationships 

experienced by virtual employees in higher education could also be beneficial to the body 

of literature. 

Summary 

The purpose of the study was to analyze how virtual employees in higher 

education rate their managers in the areas of the quality of Leader Member Exchange 
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(LMX), communicating performance feedback and developmental feedback, and 

managerial trust. In addition, participants were asked to identify strategies that could 

enhance their experience when their managers are providing performance feedback and 

developmental feedback. Even though the results showed that virtual employees in higher 

education experienced high-quality LMX, there were a number of participants who 

experienced low-quality LMX. In addition, although most participants were satisfied with 

the performance feedback they received from their managers, there were some virtual 

employees who were not satisfied with how their managers communicated performance 

feedback. In addition, the results for how participants felt about the developmental 

feedback had mixed reviews, most were not satisfied with the developmental feedback 

they receive from their managers. Although more participants experienced high levels of 

trust with their managers, there were a number of participants who did not experience 

high levels of trust with their managers. 

Four open-ended questions in the survey asked participants to share what areas of 

the feedback they receive now were effective and to identify strategies that could enhance 

feedback processes overall. Some suggestions included managers conducting more 

frequent feedback, providing more professional development opportunities, 

communicating with the virtual employees openly and honestly, and having detailed 

discussion and offering specific advice on feedback. Many participants stated that they 

wanted their managers to show more support and concern for their career aspirations and 

goals. Lastly, a substantial number of participants stated that their feedback processes 

were either ineffective or they were not receiving feedback at all. 
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Feedback Survey* 

This survey is designed to assess the performance and developmental feedback you receive along 
with the relationships between supervisors and subordinates. You will not be asked to give your 
name, so your responses will be anonymous. 

The first section of the survey focus on the performance feedback you receive. As you consider 
each of the following questions, keep in mind that performance feedback is defined in this survey 
as ANY information given to you about your work performance. While it may include a formal 
performance review, that is not the primary focus of this study. In addition to performance 
reviews, you should focus on informational feedback given by your manager- that is, the 
information given to you through casual comments, written notes, e-mail, one-on-one meetings, 
etc. Information, in any form that helps you know your manager's assessment of your 
performance can be considered. 

SECTION 1. 
Indicate the extent to that youagreed or disagree with the following statements. Please indicate 
one number for each question (1 = Strongly Disagree; 7 = Strongly Agree): 

Strongly Strongly 
Disagree Agree 
1 2 3 4 5 6 7  1 )  M y  m a n a g e r  i s  o p e n  t o  c o n s i d e r i n g  m y  p o i n t  o f  v i e w  w h e n  w e  d i s a g r e e  a b o u t  

my performance. 

1 2 3 4 5 6 7  2 )  I n  c o n v e r s a t i o n s  w i t h  m y  m a n a g e r  a b o u t  m y  p e r f o r m a n c e ,  w e  b o t h  
freely discuss our opinions about how things were done. 

1 2 3 4 5 6 7 3) My manager respects my opinions on work matters. 

1 2 3 4 5 6 7 4) My manager will stand up for me. 

1 2 3 4 5 6 7  5 )  I  a m  s a t i s f i e d  w i t h  t h e  a m o u n t  o f  f e e d b a c k  I  r e c e i v e .  

1 2 3 4 5 6 7  6 )  M y  m a n a g e r  t r u s t s  m e  t o  d o  m y  j o b .  

1 2 3 4 5 6 7  7 )  I  t r u s t  m y  m a n a g e r  t o  b e  h o n e s t  w i t h  m e .  

1 2 3 4 5 6 7  8 )  I  t r u s t  m y  m a n a g e r  t o  l o o k  o u t  f o r  m y  b e s t  i n t e r e s t s .  

1 2 3 4 5 6 7  9 )  I  a m  s a t i s f i e d  w i t h  t h e  q u a l i t y  o f  t h e  f e e d b a c k  t h a t  i s  g i v e n  t o  m e  a b o u t  m y  
work. 

1 2 3 4 5 6 7 10) My manager cares about how work affects me as a person. 

1 2 3 4 5 6 7  1 1 )  M y  m a n a g e r  r e s p e c t s  m y  a b i l i t y  t o  c o n t r i b u t e  t o  i m p r o v e d  p e r f o r m a n c e  o f  
our work group. 

*Note. Authors of the Survey: Dr. Ann Morrill & Dr. Michael Scharff. The survey does not have a name. 



136 

1 2 3 4 5 6 7  1 2 )  M y  m a n a g e r  b e l i e v e s  I  g i v e  m y  b e s t  e f f o r t  a t  a l l  t i m e s .  

1 2 3 4 5 6 7  1 3 )  M o s t  o f  t h e  t i m e  w h e n  m y  m a n a g e r  g i v e s  m e  f e e d b a c k ,  i t  i s  f o r  m y  b e n e f i t  
and not because he/she just wants me to do things his/her way. 

1 2 3 4 5 6 7  1 4 )  M y  m a n a g e r  g i v e s  m e  f e e d b a c k  b e c a u s e  h e / s h e  r e a l l y  w a n t s  m e  t o  i m p r o v e  
so I can get a good review, raise, etc. 

1 2 3 4 5 6 7  1 5 )  M y  m a n a g e r  h a s  m y  b e s t  i n t e r e s t  a t  h e a r t .  

1 2 3 4 5 6 7  1 6 )  M y  m a n a g e r  g i v e s  m e  f e e d b a c k  b e c a u s e  h e / s h e  b e l i e v e s  I  c a n  c o n t r i b u t e  t o  
the performance of our work group. 

1 2 3 4 5 6 7  1 7 )  I  t r u s t  m y  m a n a g e r  t o  t e l l  m e  b o t h  t h e  p o s i t i v e  a n d  t h e  n e g a t i v e  a b o u t  m y  
work. 

1 2 3 4 5 6 7  1 8 )  I  f e e l  l i k e  m y  m a n a g e r  s u p p o r t s  m e  i n  m y  w o r k .  

1 2 3 4 5 6 7  1 9 )  M y  m a n a g e r  k n o w s  a  l o t  a b o u t  t h e  w o r k  I  d o .  

1 2 3 4 5 6 7 20) My manager knows enough about how I do my work to be a good judge of 
my work performance. 

21) If feedback is defined as any comment your manager makes to you regarding the quality of 
your work performance (i.e. anything from "good job" to a full discussion would count), how 
often would you say your immediate manager gives you feedback regarding your performance? 

a. Once or twice a year 
b. More than twice a year but less than once per month 
c. 1-2 times per month 
d. 1 -2 times per week 
e. More than twice per week. 

22) How often do you ask your manager for his/her opinion of your work? 

a. Never 
b. Only once or twice a year 
c. A few times a year 
d. Once a month or more 
e. Once a week or more 

23) Which of the following best represents the way your manager gives you feedback? 

a. My manager never says anything about all the times I do things right; he/she only tells me 
when I do things wrong. 
b. My manager gives me more negative feedback than positive. 
c. My manager balances the negative and positive feedback. 
d. My manager gives more positive than negative feedback 
e. My manager goes out of his/her way to encourage me with positive feedback and only gives 
negative feedback when he/she has to. 
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SECTION 2 

Select the best answer for each of the following questions. 

24) Do you usually feel that you know where you stand? Do you usually know how satisfied your 
immediate manager is with what you do? 

a. I always know where I stand 
b. I usually know where I stand 
c. I seldom know where I stand 
d. I never know where I stand 

25) How well do you feel your immediate manager understands your problems and needs? 

a. Completely 
b. Well enough 
c. Some but not all 
d. Not at all 

26) How well do you feel your immediate manager recognizes your potential? 

a. Fully 
b. As much as the next person 
c. Some but not enough 
d. Not at all 

27) Regardless of how much authority your immediate manager has built into his/her position, 
what are the chances that he/she would be personally inclined to use power to help you solve 
problems at work? 

a. Certainly would 
b. Probably would 
c. Might or might not 
d. No chance. 

28) Again, regardless of the amount of formal authority your immediate manager has, to what 
extent can you count on him/her to "bail you out" at his/her expense when you really need it? 

a. Certainly would 
b. Probably would 
c. Might or might not 
d. No chance 

29) I have enough confidence in my immediate manager that I would defend and justify his/her 
decisions if he/she were not present to do so. 

a. Certainly would 
b. Probably would 
c. Might 
d. Probably would not 
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30) How would you characterize your working relationship with your immediate manager? 

a. Extremely effective 
b. Better than average 
c. About average 
d. Worse than average 

31) When thinking about the feedback you currently receive related to your work performance, 
what areas do you believe are most effective? 

32) If you could make some recommendations to your manager to enhance the feedback you 
receive on your performance, what would they be? 

SECTION 3 

This section of the survey focuses on the developmental feedback you receive from your 
manager. As you consider the following questions, keep in mind that developmental feedback is 
not related to your current performance but is tied to developing skills you require to meet your 
career objectives. This may include formal or informal meetings but may also include your 
manager providing you with developmental projects and/or tasks for you to gain proficiencies in 
different areas. 

Indicate the extent to which you agree or disagree with the following statements. Please indicate 
one number for each question (1 = Strongly Disagree; 7 = Strongly Agree): 

Strongly Strongly 
Disagree Agree 

1 2 3 4 5 6 7 33) My manager ensures I get full credit for the work I do. 

1 2 3 4 5 6 7 34) My manager provides encouragement for me to meet my future goals. 

1 2 3 4 5 6 7  3 5 )  M y  m a n a g e r  p r o v i d e s  m e  w i t h  c a r e e r  g u i d a n c e  t o  m e e t  m y  f u t u r e  g o a l s .  

1 2 3 4 5 6 7 36) My manager coaches me to increase my opportunities for advancement. 

1 2 3 4 5 6 7 37) My manager provides me with challenging work assignments so I can 
continue growing professionally. 

1 2 3 4 5 6 7 38) My manager looks for opportunities which will provide me with increased 
visibility. 

1 2 3 4 5 6 7 39) My manager actively looks for opportunities for me to increase my current 
skill set. 

1 2 3 4 5 6 7 40) My manager believes that I can excel if given increased responsibilities. 

1 2 3 4 5 6 7  
2 3 4 5  6 7  

41) I am satisfied with the feedback I receive on attaining my career aspirations 1 
42) My manager has introduced me to people that can help further my career. 
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1 2 3 4 5 6 7 43) I view my manager as a role model. 

1 2 3 4 5 6 7 44) My manager interacts with me as a friend. 

1 2 3 4 5 6 7 45) I respect my manager. 

46) If developmental feedback is defined as discussing your future goals with your manager, how 
often would you say your immediate manager gives you developmental feedback? 

a. Less than once or twice a year or never 
b. Once or twice a year 
c. More than twice a year but less than once per month 
d. 1 -2 times per month 
e. 1-2 times per week 
f. More than twice per week. 

47) When thinking about the developmental activities you currently engage in with your 
immediate manager, what areas to you believe are most effective? 

48) If you could make some recommendations to your manager to enhance the developmental 
feedback you receive, what would they be? 

SECTION 4 

DEMOGRAPHICS: 

49) How many days per week do you work at a location separate from your immediate manager? 
a. 0 
b. 1 
c. 2 
d. 3 
e. 4 
f. 5 

IF ANSWER IS OTHER THAN A: 

50) How long, in months, (i.e. 36 months) have you been working at least one day a week, on 
average, at a location separate from your immediate manager? 

Months 

51) How often do you meet face-to-face with your immediate manager for any reason? 

a. At least daily 
b. Not daily, but more than once per week 
c. Approximately once a week 
d. Less than once a week, but more than once per month 
e. Approximately once a month 
f. Less than once a month, but more than quarterly 
g. Approximately quarterly 
h. Less than quarterly 
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52) What is your position title? 

53) Years in current position 

54) Years under current manager? 

55) Is your institution: 
Public 
Private 
Proprietary 

56) What type of institution are you employed in? 
Career School 
Technical College 
Community College 
Institution offering bachelor degrees or higher 
Online institution offering bachelor degrees or higher 
Multi-site institution offering bachelor degrees or higher face to face and online 

57) Gender Male Female 

58) Highest level of education completed 
High School 
Some College 
College graduate 
Graduate School 

59) Last performance evaluation? 
Significantly exceeded 
Consistently exceeded 
Fully Met 
Some improvement required 
Not met 

The final question is about your immediate supervisor/manager: 
60) Gender of your immediate supervisor/manager: Male Femal 
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PERMISSION TO USE AN EXISTING SURVEY 

Date: December 13. 201! 

Ann M. Morrill. Ph.D. 

1613! Outlook Ave. 

Stilweil, KS 66085 

Dear Rhonda. 

Thank you for your request for permission to use the survey found in Appendix I) of my 
dissertation ("Performance Feedback in Context: Examining the Influence of the Superior-
Subordinate Relationship) in your research study at Mercer University I am willing to allow 
you to reproduce the instrument as pan of a larger study with the following understanding: 

• You will use this survey only for your research study and will not sell or use it with any 
compensated management/curriculum development activities 

• You will include the copyright statement on all copies of the instrument 

• You will share one copy (soft- or hard-copy) of reports, articles, and the like that make use 
of this survey data with me 

If these are acceptable terms and conditions, please indicate so by signing one copy of this 
letter and returning it to me. 

Best wishes with your study I look forward to hearing what you find! 

Sincerely, 

/ 

Signature 

Ann M Morrill. Ph.D. MB \ 

I understand these condition^ :iml agree to abide by these terms and conditions. 

Signed Rhonda Anderson I>s»te _|_ 

Fx pec ted date of completion: ^3 / 1 
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2 December 2011 

Rhonda Anderson 

Atlanta, GA 30325 

RE: Permission to use an existing survey instrument 

Thank you for your interest in my mixed methods study on the dyadic relationships 

between virtual employees and their managers. As you are aware, I modified and added 

to Dr. Ann Morrill's survey instrument to conduct my research. I am pleased to grant 

permission to use the existing survey instrument. I would ask that you send me a copy of 

your research when you are completed. 

Respectfully, 

Dr. Michael Scharff 
Associate Professor of Management 
Chair, Department of Business & Economics 
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Insnt\iTtor%6l Jtom* Board 
for RuSMrfl- MvAlWf fftJTKVI Stil>J«Ct3 

15-Mar-2012 

Ms Rhonda L Anderson 

Mercer University Atlanta 

Tift College of Education - Atlanta 

3001 Mercer University Drive 
Atlanta, 6A 30341 

RE: The Virtual Workforce: An Analysis of the Dyadic Relationships Share Between Academic Administrators & Employees 
Working Virtually in Higher Education (H1202055 

Dear Ms Anderson: 

Your application entitled: The Virtual Workforce: An Analysis of the Dyadic Relationships Share Between Academic 

Administrators & Employees Working Virtually in Higher Education (H1202055 was reviewed by this Institutional Review Board 

for Human Subjects Research in accordance with Federal Regulations 21CFR 56.110(b) and 45 CFR 46.110(b) (for expedited 

review) and was approved under Category 7 per 63 fR 60364. 

Your application was approved for one year of study on 15-Mar-2012. The protocol expires 14-Mar-2013. If the study continues 

beyond one year, it must be re-evaluated by the IRB Committee. 

Item(s) Approved: 
New Applications 

Please complete the survey for the IRB and the Office of Research Compliance. To access the survey, click on the following 
link: http://Ww.;oomeranq.com/Surtfey/'p=WEB:::7URtCRB6Q 

Respectfully, 

I'klijL.HeLli. 

Ava Chambliss-Richardson, M.ED., CIP, CIM 

Member 

Intuitional Review Board 

Mercer University IRB & Office of Research Compliance 
Phone (478) 301-4101 
Fax (478) 301-2329 

ORC_Mercer@Mercer.Edu 
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MERCER 
JL V lu N  I  V  E  R S  I T  Y  

Informed Consent 

Title of Project: The Virtual Workforce: An Analysis of Dyadic Relationships Shared 
Between Academic Administrators & Employees Working Virtually In Higher Education 
Investigator Name: Rhonda Anderson 
E-Mail Contact Information: rhonda.anderson@live.mercer.edu 

You are being asked to participate in a project conducted through Mercer University for 
doctoral research purposes. Mercer University's IRB requires investigators to provide 
informed consent to participate in this project. 

It is hoped that by completing this survey we will be better able to determine and get a 
better understanding of the opinions and thoughts of how virtual employees in higher 
education rate their managers on providing performance and developmental feedback. 

There are not expected risks or discomforts from participating in this study. While you 
may not receive any personal benefit, the information you share in this survey will make 
a valuable contribution to the literature on managing virtual teams in higher education 
and could possibly lead to effective management strategies for academic administrators 
to utilize when developing trusting relationships and providing feedback to their virtual 
employees. 

This is an anonymous survey. The survey does not ask for any identification. The survey 
will be submitted to the researchers in aggregate without any personal identification. 
Participation in this survey is voluntary. Anyone who agreed to participate in this study 
is free to withdraw from the study at any time. 

If you agree to participate in this study please click on the arrow that reads "start the 
survey" If you do not wish to participate please click on the arrow that reads "stop 
survey". Please note that you have to have been employed in a virtual capacity for two or 
more years in higher education under the supervision of the same manager and you do 
not have face to face contact with your manager on a daily basis. 

This project has been reviewed and approved by Mercer University's IRB. If you believe 
there is any infringement upon your rights as a research subject, you may contact the 
Chair, at (478) 301-4101.Rev. 08/19/20 
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