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Born Virtuals and Avapreneur ship:

A case study of achieving successful outcomes iadeeTrain —
a Second Life organization

Robin Teigland, Stockholm School of Economics

Abstract

Borrowing from the international entrepreneurshipsiness literature that uses
the term “Born Globals,” | label organizations thdiave been created to discover
and exploit opportunities primarily within virtuavorlds as “Born Virtuals.” While
relatively easy to establish, the challenge for Bofirtuals and avapreneurs, or
entrepreneurial avatars, is to accomplish the catitask of coordinating the actions
of multiple actors to achieve important outcomesa €hallenge that has been
repeatedly documented in research on virtual teasmsl organizations with
geographically dispersed members. As such, thiegfamtent is to investigate two
research questions: RQ1) What are the challengesatapreneurs to achieving
successful organizational outcomes in Born Virtdasnd RQ2) How can collective
competence be developed such that these challeagebe overcome? To answer
these questions, this paper presents a study oteP@aain, one Born Virtual
organization created in Second Life. Peace Trains iaunded by three social
avapreneurs interested in promoting peace in thedyand together with more than
100 volunteers, Peace Train organized during theirrs® of eleven months
PeaceFest 08, one of the largest fund-raising evemnidate in virtual worlds. This
event attracted 8,000 to 10,000 unique avatars ised 870,000 Linden dollars
from approximately 3,000 individuals from acros tglobe, which were then
donated to 10 real world charitable organizations.

Keywords: virtual world; entrepreneurship; virtual organipat born global; collective
competence; Second Life; not-for-profit.
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Born Virtuals and Avapreneur ship:

A case study of achieving successful outcomes iadeeTrain —
a Second Life organization

Robin Teigland, Stockholm School of Economics

An organization is a vehicle for cooperative end®, one in which the purpose is to
coordinate the members’ various activities in ortteraccomplish a goal that could not be
achieved by any of its members individually. Througecent decades, most attention from
organizational researchers has focused on invéistiglhureaucratic forms of organizing and not
too surprisingly within more traditional physicakal world settings (O’Mahony & Ferraro,
2007). However, new forms of organizing are rapidlyising due to Internet-based
communication technologies and in particular dugibenvironments. For example, through
virtual worlds a group of geographically dispersstlangers from diverse national and
demographic backgrounds may now relatively easimne together through their avatars and
self-organize around common interests and evertecfeaprofit and not-for-profit organizations
that exist solely in the virtual world. Borrowingp the international entrepreneurship business
literature that uses the term “Born Globals” todhbrganizations that from their inception
discover and exploit opportunities in multiple ctnigs (Autio et al., 2000; Knight & Cavusagil,
1996), | label these organizations “Born Virtuaisspecifically indicate that these organizations
have been created by avatars to discover and éxmbgortunities primarily within virtual
worlds. In addition, | introduce the term, avapnanséip, or the act of entrepreneurship in virtual
worlds.

While relatively easy to establish, the challefmeBorn Virtuals and their avapreneurs is
to accomplish the critical task of coordinating #wions of multiple actors to achieve important
outcomes. The literature on virtual teams and adrgdions (e.g., Ancona & Caldwell, 1992;
O’Mahony & Ferraro 2007) has suggested that thiguise a challenge as individual members
may have different underlying goals and there ao@siclerable practical difficulties in
organizing activity due to differences in languagdture, and time zones among the members.
Further research has shown that groups that acessfal in achieving outcomes are those that
develop collective competence among group memb¢asgson, 1998; Sandberg & Targama,
1998). As we know relatively little about how sdcgroups accomplish the critical task of
coordinating the actions of multiple individualsaohieve important outcomes (Heath & Sitkin,
2001; O’'Mahony & Ferraro 2007; Weick, 1979) andt thiatual worlds are growing rapidly in
terms of members, organizations, and economicigc{@astranova, 2007; Sivan, 2008; Spence
2008), it is pertinent that we investigate the aigag processes that enable Born Virtuals to
overcome these challenges and to achieve succesganizational outcomes.

As such, in this paper, | investigate two reseagtlestions:RQ1) What are the
challenges for avapreneurs to achieving successigénizational outcomes in Born Virtuals?
and RQ2) How can collective competence be develspel that these challenges can be
overcome?n so doing, | follow Heath and Sitkin’s advice (A0 that more attention be devoted
to general organizing processes such that we mageteour understanding of how groups of
people carry out their goals.
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To address the above, | turn to the literature otual teams, virtual organizations,
diverse teams, and project management as thesed@realuable insights into organizing
activity by groups of dispersed, diverse individuafter developing the research questions from
this literature, | then present the research Sifeeace Train — a Born Virtual within Second Life.
Peace Train was started in October 2007 when twtaess met in Second Life and discovered
that they both shared a passion for peace: “anrapitbpe and desire to advance the cause of
peace in the world” (Peace Train). Interested ineting a new and effective means to
promote peace, Peace Train’s first major activiaswo gather followers and organize PeaceFest
08, “a global, interfaith, cross-cultural effort ¢toceate lasting peace through mobilizing dialogue,
support and learning with real life peace orgamret’ (ibid). One of the largest fund-raising
events to date in virtual worlds, PeaceFest a#th8t000 to 10,000 avatars and raised 870,000
Linden dollars from approximately 3,000 individudl®m across the globe that were then
donated to 10 real world charitable organizatiorduding UNICEF and Amnesty International
(figure 1).

— o date: _SeptB 2008
; Pay to the order of Utﬁa"ﬂo Soﬂa[[n‘vmts
B2 ighty Six Thousand, Nine Hundred and Seventy Lindens (8570 |

Signature

Qeace Train |

Figure 1. Donation to Uthango Social Investments by Peacin Tadsed
during PeaceFest 08

To investigate the research questions, data calleédr this study includes 1) interviews
and surveys of the Peace Train core and extendedbere as well as PeaceFest 08 event
facilitators, performers and participants and 2jemsgive documentation during the eleven
months leading up to and including the PeaceFesev@®it, such as e-mail correspondence,
wikis, blogs, and SL notecards, text chat, snagshamnd machinimas. After presenting my
findings based on the above, | then conclude thelawith a discussion of these findings as
well as areas for future research.

Background and Development of Resear ch Questions

With the development of Internet-based communicatechnologies during the past
years, diverse individuals from across the globev nmave the ability to interact, build
communities, and even create virtual organizatimmscommercial or other purposes. Virtual
organizations have been defined as geographicalliglited organizations “whose members are
bound by a long-term common interest or goal, ahd sommunicate and coordinate their work
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through information technology” (Ahuja & Carley, 9® 742). Researchers are increasingly
turning their attention to emergent virtual orgatians such as those involved with the
production of open source software since they ageolming ever more prevalent (e.g.,
O’Mahony & Ferraro, 2007).

Of late, virtual worlds have developed to the pdimt they now present yet another
organizing platform as they are “online immersigarhe-like’ environments where participants
engage in socialization, entertainment, educatma commerce” (Mennecke et al., 2007). In
these virtual worlds, individuals come togetheainch environment and experience a feeling of
“nearness/togetherness” (lves & Junglas, 2008: 1®%yhich they assume an identity as an
avatar and interact with other avatars via compbéesed chat and/or more recently, voice over
IP. In some instances, individuals may even sajanize around their interests and create a Born
Virtual-a virtual organization created by avapreseto discover and exploit opportunities
primarily within virtual worlds.

Virtual worlds, such as Second Life and Entropiavdrse, continue to grow both in size
and sophistication (Spence, 2008) and as suchtaaeteve platforms for Born Virtuals as they
enable economic activity through their own virtgalrency. Individuals and organizations may
develop and sell their own virtual products and/ises to others in the virtual world, receiving
payments that can then be extracted and convesteeat world currency (Sivan, 2008). The
range of a financial transaction is from a micrapawnt of less than one U.S dollar to the record-
breaking payment of USD 100,000 for the Asteroid@pResort in Entropia Universe in 2607
Adding up these transactions within one virtual as quite substantial. For example, in 2008
the ‘GDP’ of Entropia Universe was USD 420 milligm the range of the gross domestic
products of smaller developing countrfe<)f further interest is that in March 2009 the 8ish
government granted a real life banking licensehtoSwedish virtual world provider, Mind Ark,
thus guaranteeing all financial deposits by Enadpniverse members.

The above indicates that virtual worlds provideagrpromise as platforms for organizing
economic activity and thus deserve attention fresearchers, particularly in terms of what is
necessary for Born Virtuals and avapreneurs toeaehsuccessful organizational outcomes.
Previous research on organizational groups hasif@enthe concept of collective competence, a
concept that is very relevant to our research gquesCollective competence has been defined as
the ability of a group to work together towardscamenon goal and results in the creation of a
collective outcome, an outcome that could not mmEplished by one member alone due to its
complexity (Hansson, 1998; Sandberg & Targama 19B8% competence is argued to be not at
the individual level but at the group level andsash is a collective competence that integrates
both practical as well as interpersonal competeRecactical competence refers to the group
members’ ability to integrate their individual coetpnces and solve problems together and
includes a combination of learned skills, workiraytines, and processes as well as thinking
chains and reasoning. Interpersonal competencestef¢he ability of group members to interact
and collaborate with other members while accompighthe group’s tasks. Collective
competence is constituted while group members lotkte in the course of joint action or
practice and creates a set of inter-subjective mgarthat are expressed in and through their
artifacts (Cook & Yanow, 1993; Ruuska, 2005; Samghe 994, 2000). Thus, collective

! http://www.marketwire.com/press-release/Entropiaverse-770780.htmiaccessed August 10, 2009.
2 Conversation with Christian Bjorkman, MindArk, ZD0
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competence is based on a shared understandingebydimbers of the group as a whole that
enables the group to successfully achieve its atenorganizational goals (Ruuska & Teigland,
2009).

Yet various, related bodies of literature suggeat groups of individuals from across the
globe interacting through Internet-based commuiupnathannels are faced with significant
challenges to achieving collective competence dnt tsuccessful organizational outcomes.
First, the research on teams with members fromrsivelemographic backgrounds has found
underlying differences in team members’ behavivadyes, and attitudes and that members not
only notice different information but also percethe same information differently (Maznevski,
1994). As a result, team members tend to lack eedhsocial reality and may even fail to have a
common “here-and-now” perspective (Blackar, 198#)is research has also found that such
organizations often suffer from ineffective comnuation leading to obstacles to effective
performance and in some cases even failure (Ler@0IB3; Maznevski, 1994).

Second, research on virtual teams has found theat #hnough virtual teams are commonly
used by traditional real world organizations toasrige activity across geographic locations, they
quite often run into problems of team conflict thead to considerable difficulties in achieving
outcomes (Armstrong & Cole, 2002; Hinds & Mortens@005). For example, when
commonalities among members are removed, e.gtidocaulture, a team’s mutual awareness
of individual members is disrupted. As a resulg #bility to develop shared understandings
among members is inhibited (Cramton, 2001) and raaylt in team members misunderstanding
each other when communicating electronically, tleasling to conflict (Wakefield et al, 2009).
Moreover, practical challenges such as differentetizones create coordination difficulties
(Ancona & Caldwell, 1992).

Third, the research on virtual, community-baseghoizations has found that just as in any
organizational form there is a constant tensiomvben fulfilling individual goals and integrating
them with a common objective (O’Mahony & Ferrar@0Z). Conflict tends to arise when
members are unable to resolve problems of powénpaty and governance thus inhibiting the
linking of individual efforts to community goals @rthe coordination of these efforts to fulfill
these goals.

Each of the above bodies of literature on variagswoizational forms has identified
potential challenges for Born Virtuals. Thus, thewe thus leads us to two research questions:
RQ1) What are the challenges for avapreneurs toeaaig successful organizational outcomes
in Born Virtuals? and RQ2) How can collective catgmce be developed such that these
challenges can be overcome?

Resear ch Site and Data Collection

To address our research questions, we conductaatdepth qualitative study of Peace
Train and its first large-scale event, PeaceFegti@&e 2). The reason for choosing Peace Train
is that it is an organizatioentirely conceived of and founded within the virtwarld of Second
Life, a true Born Virtual. While the two founding avapeens of Peace Train met in a jazz club
in world, they did not disclose each other’s raetd Identities until several months into the
organization’s activities. A second reason for g Peace Train is that it is a fundraising
charitable organization and these organizationg gfaimportant role in society — raising and
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donating large sums to organizations and indivisltaheed across the globe. For example, USD
203 billion were raised by U.S charitable organars in 2000 (Andreasen & Kotler, 2003).
Generally speaking, charitable organizations theateha global reach tend to be large, more
formal organizations such as the International FR¥dss, United Nations Children’s Fund
(UNICEF), Amnesty International, and the Peace €owhile more local charities tend to have
a more local reach with volunteers and recipieetsegally within the same geographic vicinity.
However, with the penetration of virtual worlds Bues Second Life, individuals who share the
same social interests from across the globe may joinw together to participate in joint
charitable activities regardless of geographiaaltucal, or organizational boundaries (Teigland,
2010).

Figure 2. Presentation slideboards and information about é¢fesst 08

As noted above, Peace Train was founded in OctdB@v. Preparations were initially
organized within the virtual world of Second Lifs ¢he Peace Train group was formed and
began to attract membership informally. Eventudltymal planning meetings were scheduled,
drawing attendees primarily from countries in Ew@nd the Americas. The Peace Train team
expanded to around 100 members, and it relied dmtdogies beyond Second Life to finalize
planning (e.g., Google docs and calendars, teamanik event blog). It is also important to note
that at no point in the planning did the membersPefice Train ever meet physically in
person.Taking advantage of technologies that aleaistime communication and presentation of
visuals as well as a growing network of performaad artists in the space, the Peace Train team
organized over 100 live events during the threefagceFest from August 15 to August 17,
2008 (figure 3). While some of these events wewe linterviews and presentations with
representatives of various charitable organizatiammind the world, the bulk of these events
were of an artistic nature—live music, poetry, ais(ftwo- and three-dimensional works),
theatrical performances and even guided meditateor a virtual sailing contest. After an
analysis of the attendance at the events, it was&ed that between 8,000 and 10,000 avatars
from across the globe attended some portion of éfesst...way above the expectations of the
Peace Train organization. In fact, some Peace Tma#mbers even stated that they were
overwhelmed by the outpouring of avatars for PeasePWhile it was difficult to get any
demographic data on these avatars due to the naft 8k, it became clear through means such
as discussions with other avatars and reading abayrofiles that these individuals were truly
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spread out geographically across continents. litiaddindividuals performing or participating
in the panels came from across the globe, e.gat@rdJganda, South Africa (figure 4).

Figure 4. Worldwide locations of PeaceFest 08 participants

To reach interested individuals and avatars, a meurnb communication methods were
used both in the real world and in Second Life.ce€ast 08 volunteers learned about the event
and the organization primarily through Second Ldeoup e-mails, word of mouth from other
avatars, being part of communities, and seeingepodbr the event at various Second Life
venues, reading avatar profiles, and attending rormation session in Second Life. The
PeaceFest 08 panelists were primarily contactedobwtorld through more traditional means
such as e-mail, Skype, and telephone, while thiopeers were primarily contacted through in

world channels.

An important note is that despite the global reagtd numerous languages, applications
exist in Second Life that help overcome the chgkeof avatars not all being able to speak the
same language. For example, Babbler is a headsamayl (HUD) that translates between
various languages in text chat. While translatoes @nstantly being developed within virtual
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worlds, Babbler enables an avatar to choose 1)nguige to be translated from and 2) a
language to be translated to. This is only a tést ¢ranslator, and while sometimes sketchy in
its accuracy, it provided an essential capabilitpvang communication across cultures that
otherwise would not have happened.

Of the 8,000 to 10,000 participants, some 3,00Qrimred Linden dollars, the in-
world currency, to Peace Train and the proceeds fte event were then donated to 10
real-world charitable organizations including UNIEBnd Amnesty International as well
as smaller, less well-known organizations in Gh&raatia, and South Africa (table 1).

Table 1. List of Participating Charitable Organizations

Organization Location

Amnesty International New York, NY, USA
UNICEF New York, NY, USA
World Conference of Religions for Peace New York;,NUSA
Kids4Peace Atlanta, GA, USA
International Centre for Conflict and Accra, Ghana

Human Rights Analysis (ICCHRA)
Centro de Estudios Para la Paz (CEPPA| San Jostg Ra
Uthango Social Investments Cape Town, South Africa
Coalition for Work with Psychotrauma andvukovar, Croatia
Peace (CWWPP)
Media for Peace and Religious Tolerance¢ Kampala, Uganda
Organisation (MPRTO)
UMUSEKE Kigali, Rwanda

Data collection for this study consisted of 1) satnuctured, thematic interviews, 2) an
online survey, and 3) secondary data for the pesfo@ctober 2007 to December 2008. | first
conducted a set of semi-structured interviews aicBelrain and PeaceFest 08 participants: three
persons from Peace Train’s steering group and taim fparticipating organizations. Second, |
created a short online survey with both closed epdn-ended questions that was directed
towards those individuals who had participated ngaaizing and helping out during PeaceFest
08. | received 17 completed surveys; however, itlificult to calculate the response rate.
Similar to many online communities, membership ligdf with people coming and going,
making it difficult to draw a membership line arauthe organization and determine the total
number of members. Third, | had access to a suitaimount of secondary material in the
form of e-mails and documentation in more tradiioiormats, such as Word and PowerPoint, in
addition to new formats available through Seconte,Lsuch as notecards, snapshots, and
machinimas (films made in Second Life).

To conduct the analysis, | used an abductive resesgpproach, implying that | started by
identifying a particular phenomenon and then relateat phenomenon to broader concepts
(Coffey & Atkinson, 1996; Dubois & Gadde, 2002). i#t appropriate to use the abductive
approach when there is a high level of novelty he tesearch area and the researcher is
investigating a new phenomenon and the underlyariplbles and their relationships (Ruuska,
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2005). Of interest is that much of the virtual teessearch focuses on virtual teams that have
been formally designated by management within anena@re organizations and are not of an
emergent nature. In addition, little research ha&enb conducted focusing on charitable
organizations and their activities within onlineveanments. Thus, applying the abductive
approach to the study of the relatively novel plmeaonon of emergent charitable organizations
within virtual worlds seems most appropriate.

Results

RQ1) What are the challenges for avapreneurs to @sing successful organizational
outcomes in Born Virtuals?

With the collective competence concept in mindndlgzed the Peace Train data looking
for challenges to developing collective competebgePeace Train members. | found two
primary challenges. First, the high fluidity of argzational membership in terms of avatars
joining and leaving the project as well as varyiegels of avatar commitment and engagement
to achieving the goals impeded the group’s abibtylevelop practical competence. Second, the
ability to build and maintain trust among membeffeded the development of the group’s
interpersonal competence. | discuss each of thaa#lenges in turn before presenting my
findings regarding research question two - howela®llenges were overcome within the Peace
Train context.

Challenges to achieving practical competence.

As noted above, practical competence refers tagtbap members’ ability to integrate
their individual competences and solve problemegttogy and includes a combination of learned
skills, working routines, and processes as welhaking chains and reasoning. In the case of
Peace Train and the PeaceFest 08 event, the |barlegam of avapreneurs primarily consisted
of three individuals who labeled themselves Engmemirrounded by an extended group of
around 100 individuals who were labeled Conductor$assengers. However, when it came
down to the number of people actually participafirtgn start to end, there was a core group of
around ten people who were “regulars” who would thngs. In addition, there was a
tremendous degree of fluidity in this group, whiel to difficulties in distributing tasks and
responsibilities and created insecurity as to wérethsks would be completed on time and to a
sufficiently high degree of quality. Analysis ofetinterviews revealed that this fluidity was due
to two main causes: 1) the fluid nature of commupitganizations — or social groups and 2)
differences in communication and technology skiltsl preferences.

The fluid nature of community organizationd/ith any community organization,
individuals become involved of their own freewilhidamay come and go as they more or less
choose while deciding to what degree they are cdtadhand engaged throughout. The benefit
of this is that those who do decide to commit andage are those who share the overarching
goal of the organization, thus there is less confit the group level resulting from conflicting
individual goals. This may even be even more sthencase of community organizations in
Second Life. In this virtual world while individimmay come from all kinds of backgrounds and
geographic locations across the globe, they mayate of their real world lives and find others
with very similar social interests. One interviewesed the following, “One thing | would like
to add that | found with people involved in thighat people feel so constrained in their real life
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with jobs, kids... everything is so well defined ih Bnd then they go into SL and see that here |
can do anything...and then find something like tmd aan make a meaningful contribution and
they probably would not do so in real life.”

Yet as all the interviewees mentioned, the fluidifymembers was one of the biggest
problems to achieving Peace Train’s goals. Onevige&ee noted, “There were so many people
in the group, some would stay in the group whilmedkind of faded away. It was really difficult
to say anything about who was in the project and wilas not...there were people who
contributed a whole lot in the beginning who weté¢hére at the end, but there were people who
had not been there for the long haul but who pitlaod sweat and tears at the end.” ” Another
person commented that people would come up withside take on responsibilities, but then
they would just disappear. One even noted thatetlvesgre people “who did really let us
down...they lost interest and did not believe thahsthing was going to actually happen and
that this was something they would want to beiated with ..””

Similar to community organizations in the real wigran individual’s engagement and
commitment could be affected by personal and psodeal matters occurring outside of the
community organization in addition to issues relate the dynamics of the community
organization. For example, in the case of PeacénToae of the core team members was
completely offline for a considerable period duateal life natural disaster (a hurricane), issues
at work, and a computer meltdown. And another ef tiore engaged Conductors quit six to
eight weeks after the project’s inception due tdealing of alienation and lack of effort
appreciation by the other Peace Train members.

However, Second Life presents another challengetduts more transient nature. As
many are exploring this new environment and evem personas, people may easily create an
avatar, log in, come to an event, provide somesidieke on some responsibilities, and then just
as easily disappear - never to return again. So,idbue of identity is a challenging one to
understand in this new world. People may chooseet®al or keep hidden their real life
identities in addition to creating completely newatars, making issues of accountability
extremely difficult. For example, one individual elievealed his real life identity was very
involved in PeaceFest 08, but due to personal ssghes person suddenly disappeared — never
logging on again as that avatar. Another personanetvatar who was under 18 years old but
who had logged in using his mother’s SL account (terviewee summarized this challenge in
the following statement, “Getting people to be actable is really difficult in world since they
are avatars — it depends on who they are as pdmglg/ou can not stop someone from drifting
around...you have to prepare yourself that that cgppén...it is the absolute reality of the
situation.”

Differences in communication and technology skilld preferences.

Virtual organizations within the Second Life envirbent have an overwhelming number
of in-world and real world communication technoksithat their members can use to
communicate. As in any virtual organization, these the issue of choosing the right
communication technology for the task. In genetfagre are issues of skill and experience in
using the different communication technologies & as one’s being able to locally fulfill the
hardware requirements that determines which teclgydio use. This was not the case for Peace
Train as the members of Peace Train were all aeraptess the same technological level since
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they were all active in Second Life before becomingolved. However, members of the
leadership team did not always agree on which comration technology to use and at times
this led to conflict. For example, one member prefé to use voice to discuss the issues at hand
in meetings while one other member preferred totheechat function. In addition, the former
member preferred to use a combination of Secoreldrid out-of-world technologies, e.g., wiki,
Google docs, while the latter preferred to use grily Second Life technologies, e.g., hotecards
and chat logs, for project planning, documentatang tracking decisions. Several reasons were
offered for these differences in preference. Fitstre is the issue of identity and the willingness
of an individual to expose himself/herself and teduce the boundary” between his/her avatar
and his/her real life self. Moving to voice fromathreduces this boundary and exposes more of
an individual’s real life self. To take an exampdereal life man may choose to be a woman in
Second Life; however, using the voice function wibalearly remove this difference. Second,
there may be an experiential issue—the team memvhating to combine Second Life with
outside technologies was more experienced withethmst-of-world technologies and less
comfortable with Second Life technologies than ghoeembers wanting to use primarily Second
Life technologies. This member made the followirgmenent, “Communicating in text-only
shorthand (alphanumeric), with run-on sentencesptete with onomatopoeia was a real bear to
comprehend.” The third reason offered was relatedifferences in working styles. The member
wanting to use voice and combined Second Life aal world technologies had more of a
traditional, structured working style in which statreports and spreadsheets with timelines and
milestones would be kept and on which changes woalldntered after meetings. The preference
by the other team members for using Second Liferielogies was a source of frustration and
confusion as expressed in the following quotatidigr me personally, it was confusing when
versions of notecards had been passed around,ithllthe same name. There is no filing
structure within Second Life or easy way to managmsions.” However, one interviewee called
the spreadsheet the “spreadsheet from hell’-comngetitat keeping this spreadsheet up to date
only took more time than just sharing the inforroatdirectly, especially since the whole process
was such a fluid one with changes occurring cotistaMoreover, using the chat function
instead of the voice function, while taking longercommunicate, facilitated the keeping of a
log.

Challenges to achieving interpersonal competence.

Turning to the second challenge, interpersonal aiemee refers to the ability of group
members to interact and collaborate with other meslwhile accomplishing the group’s tasks.
As presented above, the ability to build and mantaust among members affected the
development of the group’s interpersonal competamcehere we found two primary causes: 1)
the relationship between real life and Second idéntities and 2) issues related to virtual world
access.

The relationship between real world and Second idémtities.As noted above, Second
Life offers the opportunity for individuals acro®e globe to explore different personas. As a
result, different people approach Second Life ifedént ways. For some individuals, it is seen
as an extension of who they are in the real wosdthguit as a means to further their real life
professional career. For others, Second Life mégr dhe opportunity to escape from the real
world. Each individual has his or her own reasoesall may meet in Second Life. However,
this environment in which the meeting is betweeatans as opposed to more traditional face-to-
face, physical meetings may present challengdset@lbility to build and maintain trust between
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members of the same virtual organization. One w#aree made the following comment, “In
some interesting ways, it feels like it is easeerconnect to people in Second Life, especially
when you have the ability to read profiles befgreaking/chatting with them. However, there is
a fragility to that trust, | think, derived fromeaHimited depth of interactions, and the sense that
Second Life is a place where people will exploresspeas. So in some cases | saw great levels of
trust quickly erode as suspicions related to antas\@arelationships with others, personal
explorations in Second Life, etc. came to the serfand put things into question.”

In the case of Peace Train, members never metyimest world, face-to-face situation—
all interactions were conducted through Second aifether Internet-based technologies (e.g. e-
mail, Skype). As mentioned above, the members at®drain did not know anything about
each other’s real life, such as first or last nab@askground, or profession. It was several months
into the project before the members started toaleparts of their real world identities. One
interviewee commented, “We did not automaticallsotth down the gauntlet and say who we
were in RL (real life). Peace Train was not parbaf real life dynamic so it took a while for
trust to be established. | did not know their fdalnames for a long time... several months into
the project we started talking about it and thimig first name and last name and this is what |
do in real life.”

Issues related to virtual world access.addition to the issues discussed above related t
technology skills and preferences, another issilae to technology arose. As all activities
primarily occurred through Second Life, membersemgependent on their computer hardware
and software and Internet connections to work 1&@ent of the time in order to participate.
Problems arising in any of these areas could leaghe’s avatar being absent from important
meetings and communications as well as conductiisg on her Peace Train tasks and
responsibilities. Related to the above issue obthendary between real world and virtual world
identities, individuals experiencing such technmablems may be completely cut off since they
may hesitate to share alternative methods for admge(e.g., cell phones, instant messaging, e-
mail addresses) as this reduces the boundary betier virtual and real world identities. Thus,
a technical issue could completely strand an inoldizi and leave the team without a method to
know what the issue is or how to fill in for themthe project work. This lack of communication
can also lead to suspicion and mistrust among ther asnembers as was experienced in Peace
Train. One interviewee commented, “I had a compuoteitdown—I downloaded a new viewer
and it was conflicting with another driverl.was out of commission for three weeks...it created
a lot of tension and suspicionyou’re only as good as your technology.”

In summary, | found several challenges to collectoompetence. On the one hand,
challenges related to the development of practoaipetence led to conflicts that were more at
the task level while on the other hand, challengdsted to the development of interpersonal
competence led to conflict in which individuals hadre difficulty in separating the task conflict
from personal conflict.

RQ2) How can collective competence be developet shat these challenges can be
overcome?

As noted above, collective competence is creatatb\ghoup members collaborate in the

course of joint action or practice and createst @smter-subjective meanings that are expressed
in and through their artifacts (Cook & Yanow, 199%3juska, 2005; Sandberg, 1994, 2000).
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Thus, collective competence is based on a shargerstanding by the members of the group as
a whole that enables the group to successfullyezehits ultimate organizational goals (Ruuska
& Teigland, 2009). With this in mind, | analyzedetata looking for the underlying factors that
facilitated Peace Train in overcoming the challengeted above in the first research question. |
found the following: 1) co-development of a cleadanspiring vision and goal at the very
beginning of the project, 2) a guiding critical ma¥ individuals with complementary skills at
the core, 3) an empowered and trusted group ofgaegandividuals surrounding the core, 4)
joint problem solving through boundary objectsrégular and effective communication through
multiple channels in world and out of world, and&a6jlexible and cooperative mindset among
members.

Co-development of a clear and inspiring vision agdal at the very beginning of the project.

The leadership team of avapreneurs of Peace Trafted a vision statement and goal at
the beginning of the project that was then disalisgiégh a small group of involved individuals
before a final version was agreed upon. The fitatlesnent related to the PeaceFest 08 event:
“Destination Peace: PeaceFest 08 is a global,faitier cross-cultural effort to create lasting
peace through mobilizing dialogue, support andniiegr with Real Life Peace organizations.”
The goal as specified in the following statemens waorchestrate “a three-day event to be held
in August of 2008, featuring artists, performangeael discussions, and more. The PeaceFest
will run around the clock in Second Life and wik integrated with Real Life events. The goal
will be to raise funding and volunteerism for aigty of peace-related organizations that serve
our global community.” First, the co-developmenttluk vision and goal ensured that all those
involved felt that they were part of the procesdd ancouraged their commitment and
engagement. Second, being able to communicate aihighe Website as well as in all
communications in world facilitated the ability #@dtract others with similar interests to the
effort. As with any community organization, you oahforce people to join, rather you have to
ignite their passion, yet this can only be achieNexhe can easily communicate the vision and
the goals of the organization.

A guiding critical mass of individuals with compleemtary skills at the core.

The leadership team of avapreneurs worked hardreatiog a high level of collective
competence among themselves (figure 5). One ofmings in which they achieved this was
through continuous discussion and a renegotiatioeagh individual’'s roles based on their
interests and skills while overcoming conflict thgh revisiting the vision of Peace Train. In
terms of skills, the core team consisted of indield who had varying levels of the following
skills:

» Second Life technical skills—to build, communicatenage resources in Second Life,
etc.

» Technical skills with other technologies—to condatvities in Skype, shoutcast audio
streaming technology, image editing software, Welbsianagement, blog posting.

* In world communication skills—to inspire peoplegdm Peace Train, and to keep the
information flowing internally within the group arekternally to performers,
contributors, and the public.

* Out of world communication skills—to ensure thd téa to Second Life connection,
explaining the event in understandable terms tmwuarstakeholders.
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» Conflict resolution skills—to keep the team togetieough working through
interpersonal issues and implementing “crisis manamnt.”

* Project management skills—to offer the right quesiand process that will lead to a
shared understanding of the project’s goals, sdapemilestones, tasks, etc., and to
identify some norms for how the team operates.

» Execution skills—to figure out how to execute tHeds that the team develops.

Figureb. Peace Train's avapreneurs

While all individuals had some level of these skillvhat was critical for Peace Train’s
success was that one individual was particularyngt in one of these skills and as such would
often take the lead in this area.

Empowered and trusted group of engaged individusisrounding the core.

While Peace Train had created a vision and an osl@regy goal, the operationalization of
these created considerable challenges as noted.abov example, in the planning meetings,
many individuals who came to the meetings weredfiBuggestions, yet clearly the group could
not realize all of these suggestions. While thee¢eam was open to new ideas, they found that
quite often individuals who made the suggestionsewsot always willing to make those
suggestions happen. Thus, as time progressededlderkhip team realized that they needed to
empower others and trust and support them to mhke tdeas happen while not micro
managing them. Individuals were encouraged to takeas much responsibility as they so
desired as well as to work in the way they felt tremsnfortable, i.e., independently or in teams.
One avapreneur commented, “We were open to theses idbut we tried to let people make them
happen themselves. For instance, one of our menhlagrso many ideas, and at first wanted us
to make them happen. We empowered this member tioetho in her own venue, gave her kudos
and support and publicity. Also, because of thesient nature of SL, we decided that we were
not going to hound people...|l feel strongly that tisithe way to go.....to allow people to live
out their own ideas and connect them to a greade;aout don’t take the ideas on as a task
yourself.” Another avapreneur noted, “| had to (ankink each of us to some extent had to) let
go of certain things, trusting that the ones inrghavould get things done.” Moreover, as the
nature of the project was very fluid and subjectch@ange, the avapreneurs had to trust the
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surrounding group of individuals to be flexible terms of taking on new roles and
responsibilities “on the cuff” as well.

Joint problem solving through boundary objects.

Similar to findings in the community of practicéeliature (e.g., Wenger 1998), we found
that the creation of collective competence wastlyrdacilitated when the members of Peace
Train conducted joint problem-solving tasks. Earythe project, the members sat down and
decided to create a logo for PeaceFest 08. Theygttiothat this would be a simple task;
however, it resulted in quite some discussion edlato their underlying assumptions and
backgrounds. What is of interest in this particdgample is that the logo served as a boundary
object that facilitated the development of a sharaderstanding between the different project
members. Boundary objects are objects that intsshieral intersecting worlds, satisfying the
informational requirements of each of them (StarGiesemer, 1989). Boundary objects
facilitate the development of collective competemasethey help project members to create a
common language and make different views visible dscussion. They can be used as a
common point of reference for conversations (Har&e@hrisman, 1998) since individuals can
all agree they are talking about the same issugyg@ple attach different meanings to the issue.
For the Peace Train core team, three conceptsh®rldgo were developed. One of the
avapreneurs wanted to go with the more conservédiye while two of the other avapreneurs
did not want such a corporate image (figure 6). @uapreneur noted, “This was a music
festival-we did not want a corporate image—we waibigght and sunny and people to think of
being happy and dancing.”

Figure 6. PeaceFest 08 logo
Regular and effective communication through multglkhannels in world and out of world.

Regular and effective communication was a key efgnmegaining people’s involvement
and commitment to the project. First, the avapreneecided to run weekly Monday meetings
open to the Conductors and the extended grouphef atterested individuals (figure 7). These
meetings were scheduled in the afternoon U.S tinoh shat individuals within Europe could
also attend. To prepare for these meetings, thedagevas communicated via Second Life
notecards attached to group announcements. Thelagess a fairly standard one: welcoming
new members, going through the current list of saskeking volunteers, and discussing issues.
Second, the core team took additional measuresdre that the meetings were run efficiently.
They often met just prior to the larger group megtienabling them to coordinate themselves
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before discussing with others. They also develdpedpractice of simultaneously conducting a
private voice conference call at the meetings wht purpose of coordinating the typing of

messages and fielding of questions from the atehddo were using text chat. Moreover, this
private conference call allowed for verbal handdfé&sween the Engineers that the extended
group did not need to hear and even to discuss@stbp unwanted behavior by some of the
attendees.

Figure 7. Weekly Peace Train planning meeting

In addition to the above, communication betweentimge and to the extended group as
well as out of world individuals occurred througéveral channels, e.g., chat, IMs, notecards,
group notices, rezzable invitations, posters thategnotecards, and the Peace Train blog.
Finally, for the events in PeaceFest 08, noticesewdaced on the Second Life community
forum and at each of the various landing pointshef PeaceFest 08 event, there were greeters
(individuals tasked with welcoming attendees) arfcea Heads Up Display (HUD) distributed
to attendees. The HUD allowed the attendees to widist of events and landmarks to those,
enabling them to quickly choose what they wantedttend, and teleport there efficiently. When
the HUD needed updating, notecards were rapidlgteceand distributed, containing updated
event information and landmarks. Table 2 providesramary of the different channels and their
purpose.
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Table 2. Overview of multiple channels of communication

Channel Purpose

E-mail For coordinating meeting times and neadyammunications
with panelists or external providers of serviceg.(kgo
work)

Web conference For the Engineers to work throughptioject task list

In-world voice For the Engineers when coordinaflinge) during weekly
group meetings

In-world chat For informal and formal meetings witérformers, group

members, etc.

In-world notecards For communicating large volumemformation to others
who are off-line, and for sharing meeting agendas
In-world slideboards For showing presentations ek & connecting to RL through
showing pictures of real life activities and indiuals

Greeter HUD For presenting a list of events and thadmarks to attendees
Nicecast/ Shoutcast For bringing the Skype conversations during thesfsaimto
SL

Out of world instant For quick check-ins and coordination

message

Skype For discussions with panelists not familighvéecond Life

Project Website | For promotional postings, and project updates afafor

blog public consumption

Google docs To list and share the PeaceFest agétida core set of
contributors, to enable viewing of the latest infiation

Google calendar To schedule actual PeaceFest events

Phone calls For solving emergencies

A flexible and cooperative mindset.

Finally, perhaps the most important factor in oeening the challenges was a flexible
and cooperative mindset held by the avapreneurdpmdany of the group’s other members. As
this was one of the first times that many of thembers had participated in an in world
fundraising event, numerous technical issues armdtipal challenges arose. One individual
stated, “we were on a steep learning curve big .tiwe were flying blind those first few
months...but we shared a common vision as a concept.”

To overcome these challenges and move forward ttsmdwe goal, members were open
to experimenting and trying new things--to learndmyng, as well as were lexible when the need
for change presented itself. Another person s&mStcond Life you can do anythingyou just
figure out a way to do it..no one told us that these should be your bestipesc...we did not
know what we could do but we did not know eitherawhkve could not do.” In addition,
individuals were open to different ways of workimgmmunication preferences, and opinions—
focusing instead on the task and encouraging otbezemplete their tasks in their own way. As
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one person mentioned, “In many cases, | have afgppoint of view, but | know the process,
and | know that not everyone is going to agree.\Beithave a collaborative vision, and | knew
better than to take it personally.”

In the end, the project was a success and becaymeething extraordinary and connected
people from many ethnicities and geographies whshalre a common goal.” Another person
noted, “It worked well that the engineers, condtetand other members brought their unique
skill set to the project. The only competency wienakded was work ethic and the desire to be
peaceful.”

Discussion

Before concluding, a few further findings relatenl the following issues deserve
discussion: 1) choice of communication technol@)yconflict in organizations, and 3) structural
characteristics and collective competence.

Choice of communication technology

The findings here draw into question previous regedindings that individuals tend to
match the communication technology and its leveimefdia richness to the complexity of the
task at hand. In other words, the higher the corxifyief the task, the richer the communication
channel is. For example, the telephone is richan t-mail (Maznevski & Chudoba, 2000).
However, in the case of Peace Train | found thigtwlas not necessarily the case as other issues
came into play such as that of the reluctance dividuals to reveal their real life identities—
preferring to stay with text chat over moving taoe A second issue related to different work
styles—with individuals viewing the use of text tless a more efficient medium in terms of
project documentation than voice. However, the mosdresting finding is that at no time
throughout the 11 months leading up to PeaceFesidany of the Peace Train members ever
physically meet face-to-face in the real worldurther calling into question previous findings
that individuals have to meet face-to-face to acghmuccessful outcomes (ibid).

Conflict in organizations

When comparing our findings from Peace Train t@aesh on projects in more formal or
bureaucratic organizations, we find that the coh#ixperienced by Peace Train members was
more at an operational level than at a strategiel /& his operational conflict was largely related
to resource allocation and the interdependencasifst In more formal organizations, conflict
may arise due to conflicting member goals, i.edjMiduals do not have the same shared vision
or understanding of the vision nor share the saaasgwith the project (Ruuska & Teigland,
2009). One of the primary reasons for this laclstoditegic conflict may be that through virtual
worlds such as Second Life, individuals may seekamd form a community or organization
with others who share similar social interests gadls regardless of where they physically are
located.
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Structural characteristics and collective competenc

Comparing the structure of the Peace Train org#nizao that of other community
organizations, we find a similar structure—a catimass of tightly knit insiders surrounded by
decreasing rings of decreasingly engaged commyeticipants. Our findings can be compared
to the work on communities of practice that suggésat there are different levels of community
of practice participation: 1) full participationn@ider), 2) peripherality (legitimate peripheral
participant), and 3) full non-participation (outsil (Wenger, 1998). In full participation, the
person is an inclusive community member. He ort&e gained legitimacy through engaging
with other community actors in common actions aasl ficquired the formal and informal ability
to behave as a community member (Lave & Wengerll@@ripherality connotes legitimate
partial participation in the community. Full nonrpeipation is total exclusion from the
community and occurs because the individual eitth@es not desire to participate or the
individual is not allowed to participate by the aomomity. Further research on electronic
communities supported through listserv technolofgidland & Wasko, 2004) found that the
network is structured as a star with a critical snasirrounded by peripheral connections
emanating outwards. There are no cliques, ratleecdine actively responds to many unique and
overlapping individuals, and the periphery engageboth receiving and providing advice to
others. However, the primary difference betweersthecture of electronic communities and that
of communities of practice is that individuals etcore of electronic communities are not as
closely tied to each other as they are in commemif practice. Interestingly, our findings then
are more similar to the community of practice htere that is based on research of face-to-face
communities than to research on electronic comnasgupported through listserv technology
as we found a group of tightly knit individualsthre core.

Of importance to future efforts similar to that Béace Train, one takeaway from this
study is that not all individuals need to be equallvolved in the virtual organization. Rather,
successful outcomes may be achieved if there isra of individuals who have a burning
passion for the goals of the organization, who tgve high degree of collective competence,
and who are then surrounded by layers of indivislwath decreasing levels of engagement and
commitment. Thus, success is achieved even thobghdegree of collective competence
weakens as one moves away from the core.

Conclusion and Future Research

In conclusion, while Born Virtuals and avaprenefacse certain challenges to developing
collective competence, these can be overcome thrdegeraging the communication and
immersion features that are particular to virtuarhds. | hope that researchers and practitioners
involved in the organization of economic activityvirtual worlds find this research of interest.
In terms of limitations however, | would like to teothat this study is very limited in the
generalizability of the results. It is difficult tissess how representative the findings are far oth
Born Virtuals than those similar to the one examireere. Clearly more in-depth studies
comparing types of Born Virtuals is necessary alt ageresearch focusing on comparing Born
Virtuals across other dimensions such as virtualdsas suggested. While virtual worlds are a
relatively new organizational platform, there isehuo do in terms of investigating issues such
as leadership and power, organizational commitreerd,organizational structure. Additionally,
as noted in the beginning of this paper, Born \Aldushare similarities with Born Globals.
Clearly, further research should be conducted compaorn Virtuals with Born Globals and
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entrepreneurs and avapreneurs such that crodgzégiin between the two areas would be
possible. Finally for practitioners, | hope thae thndings are helpful in enabling them to
develop collective competence in their own Bornlats.

This research also reveals that virtual worlds saag®econd Life do provide tremendous
potential for organizing economic activity. For exale, these worlds provide numerous
opportunities to real world organizations such las local charity organizations involved in
PeaceFest 08 to expand their global reach or iseréaeir awareness with others across the
globe who have shared interests. Moreover, Boruslis may have the ability to mobilize a
workforce more easily than organizations in thd vearld as they reach out to individuals with
similar interests across the globe. One intervieam®amented that the ability to participate in
virtual world charitable activity made people whiherwise felt powerless feel empowered as
noted in this statement, “This is a way of empongpeople who otherwise feel powerless, they
see what is going on in the world, but there ishimgf they feel they can do locally, perhaps do
not want to be part of a mob protesting. Rathey thant to be part of a solution and through SL
they have this opportunity.” Several of the vol@amgealso mentioned that while they were not
active presently nor did they plan to be activeharitable activities in their real life, they were
quite active in Peace Train and in some casesher atharitable activities in SL. Second Life
provided these individuals with an opportunity tmtribute to a charitable organization without
having to leave the comfort of their home.

On a final note, Peace Train continues to be aineacrganization since PeaceFest 08.
The momentum of PeaceFest 08 has carried the akiBeace Train Engineers to form a 501 c,
or federally recognized non-profit organization,tive United States. The group continues to
sponsor events in Second Life that raise awareokgseace-related efforts globally, and it
successfully ran PeaceFest 2009. With its offio@ah-profit status, the group will be able to
further legitimize its presence, promote its caasel provide its donors, at least those who are
U.S. taxpayers, the benefit of tax-deductible dbatrons.
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