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ABSTRACT

DARCY HERLIHY. The Value of Team Culture: What Keeps Employees Committed in
a Remote Working World? (Under the direction of DR. VAUGHN SCHMUTZ)

Prior research shows the value of cultural strength in an organization and how that can
foster job satisfaction, leading to a greater likelihood of retention and employee
commitment. Since the onset of the pandemic in 2020 and the sudden shift to remote
work for many professional workers, we lack evidence about whether the value of culture
in an organization remains as strong and how its effects may be influenced by the
introduction of remote collaboration. Understanding these changes will only continue to
increase in importance as organizations evolve in their approach to remote or hybrid
work. This study shows the value of team culture at a micro level and organizational
culture at a macro level for employee commitment when collaborating remotely. Data are
from two internal engagement surveys of employees done in 2020 and 2022 at a mid-
sized software development company, that went fully remote in 2020 during the
pandemic and chose to allow employees to continue to work remote even when the office
reopened. The findings show that even when mediating and control variables are
introduced, organizational culture continues to matter for commitment; however, when
the majority of employees are working remote, the effect of team culture increases

significantly and plays a much larger role in employee commitment.
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CHAPTER 1: INTRODUCTION

Culture is more than a buzzword in management and business these days; it has
become a heavily studied concept in organizational science and sociology. For decades,
organizational culture studies in the U.S. focused primarily on office dynamics, office
politics, and other office-specific situations. During this time, technology improved and
teleworking became more accessible, though organizational culture and the theories
surrounding it saw little discussion of the slowly growing virtual environment. In 2020,
the pandemic became a major catalyst toward organizational change, forcing many
companies (both global and stateside) to quickly shift a large amount of their workforce
to remote collaboration. Now, the majority of that workforce has no desire to return to a
fully in-office setup (Gallup, 2021), leaving behind the office-specific organizational
culture for a hybrid or fully virtual option.

This poses a problem for organizations; one of the strongest values of
organizational culture lies in its ability to create internal alignment and increase
efficiency as everyone works toward a shared goal (Sorenson, 2002). Research also
shows that organizational culture is a defining factor in employee satisfaction and
retention (Sheridan, 1992). Unfortunately, studies have found that remote workers
struggle to feel connected to their teams who are collaborating on-site, their leadership,
and their organization’s culture (Lippe and Lippenyi, 2019). In the present day,
organizational decision makers are under pressure, trying to learn how to navigate
frequently changing work spaces, defining their approach to hybrid workplace settings

and keeping their people united and aligned, bought into the culture they help to



perpetuate. People want the opportunity to work flexibly, but does this disconnectedness
from the physical location of an organization signal a lack of commitment in the future?

Information about the cultural effectiveness and value of hybrid or remote work
flexibility is not entirely conclusive, however; there are mixed results about generational
and gender differences in preferences toward working on-site (Dua et al, 2022; Smite et
al, 2023) and some studies show that innovation and collaboration are more effective
when coworkers are together in person (Brucks & Levav, 2020; Presidente & Frey,
2022). Still, with more than 60 percent of individuals stating they would like to work
from home permanently (Pew Research Center, 2022), organizations are now faced with
the dilemma of what matters more: the cultural gains from on-site work or the demands
of the employee market. The critical factor in this debate seems to be personal choice -
how do you keep employees united and aligned within a culture while also allowing the
workspace flexibility that potentially gives everyone a unique experience? How do you
keep people engaged and build cultural values and commitment through different time
zones, working hours, or wi-fi speeds? The answer may lie in team dynamics, rather than
company-wide cultural values.

Close coworkers, who work with each other frequently in a team or unit, have
influenced each other's organizational commitment through their own competence,
engagement, and attitude since before remote work was commonplace (Lambert et al.,
2016; Liu et al, 2012; Felps et al, 2009). They build their own methods of communication
and collaboration, creating shared values and thereby building their own subculture
within the organizational culture of their company (Ng, 2022; Tran, 2017; Taormina,

2009). Networks and lines of communication have shrunk with the rise of remote work,



with fewer individuals maintaining bridges between disparate groups and fewer
connections being made regularly (Yang et al, 2022). If this continues, the individuals a
person works with in a team, unit or small group will become their primary source of
connection to any culture within the organization, whether or not it reflects the culture of
the organization at large.

Whether organizational leaders require their employees to return to on-site work
or not, the ability to work from nearly anywhere and collaborate with a team is now
accessible for most professional workers in the United States (Dua et al, 2022). Business
and management experts agree that the workforce will likely never again look the way it
once did, with a majority of employees working from the office (Friedman, 2021; Lund et
al., 2021). Whether working locations and collaborations continue to evolve or settle into
a routine, virtual work will remain a large part of the future. Because of this, the present
research will use data from a mid-size software development company to answer
questions about the effects of organizational and team culture on commitment, and how it
changes when the majority of the workforce is collaborating from afar, which can
broaden our current understanding of remote work. Additionally, it will speak to a
valuable question for the current state of the workforce: Does team culture become more

important amid a shift to remote work?



CHAPTER 2: LITERATURE REVIEW

2.1 Organizational culture

Organizational culture is broadly accepted by researchers to be a set of norms,
values, assumptions, and practices shared by the members of a group (O’Reilly et al,
1991; Sheridan, 1992; Ehrhart & Kuenzi, 2017). Culture is slow to change, as the term
itself “refers to those elements of a group or organization that are most stable and least
malleable” (Schein, 2017:11). Research suggests that a successful or strong
organizational culture features group behavioral norms of collaboration, innovation, and
integrity, as well as employees who strongly perceive the culture to be characterized by
those elements, which leads the organization to overall better economic and productive
performance (Canning et al, 2020). The concept of cultural strength here is used
according to Kotrba et al’s (2012) definition, “as a synonym for ‘shared,” indicating the
degree to which values, mindset, and behaviors are well integrated, held in common,
cohesive, and often resistant to outside influence” (p. 243). Strong cultures improve
organizational performance and even in the face of volatile environments; several
empirical studies suggest that performance levels drop less dramatically during times of
volatility if the culture of the organization is consistently strong (Sgrensen, 2002).

Overall, studies show that a strong organizational culture has important benefits
that lead to retention and commitment (Sorensen, 2002). Specific cultural values are
shown to be present in strong cultures (Canning et al, 2020) and those values are not
absent in a virtual work environment - they simply look different. They require close co-
operation, frequent communication, task interdependence, and an integrative leader, to

achieve a shared understanding, leading to effective communication and high levels of



trust (Zimmerman, 2011). Psychological empowerment, or task motivation based on
alignment of meaning, impact, and feelings of competence within a role, is shown to
improve employee commitment (Joo and Shim, 2010), something which can be done no
matter where an employee is located. And to reiterate a concept from above, one of the
most important factors in employee retention is found to be a cultural value match
(Sheridan, 1992). With these things in mind, it can be assumed that whether working
remote or on-site, organizational cultural value patterns should still have an impact on

commitment.

H1: Organizational culture has a positive effect on commitment.

2.2 The Culture of a Team

The importance of coworker attitudes and perceptions on an organization’s
employees is consistently strong; those who work together can influence each other’s
organizational commitment and job satisfaction (Lin & Lin, 2011; Amiri et al, 2010; Liu
et al, 2012; William Lee et al., 2014). When a select group of people works together
regularly, on the same team or as close collaborators, they have the ability to positively or
negatively impact the work experience for each other. Coworker support and competence
are repeatedly seen to enhance organizational commitment (Rousseau and Aube, 2010;
Tafvelin et al, 2014; Bufquin et al, 2017), where coworker incompetence, or even
coworkers’ dissatisfaction can be seen to create more unit-wide turnover (Liu et al, 2012;
Robinson et al, 2014). Considering these outcomes in tandem with the elements of a
successful workplace culture that promotes commitment, the culture created within a

department, team or unit is established by those in it who work together regularly and



their approach to that collaboration. As Fine (2009, 2012) argues, organizational culture
and professional norms are often enacted in different ways by the small groups in
workplaces that develop their own cultural knowledge, traditions, and inside jokes. In his
view, the “idioculture” of the small working group creates variation in workers’

experiences and self-identity on the job even within the same company or occupation.

H2: The effect of organizational culture in commitment is mediated by team culture.

2.3 Remote work and commitment

Turning to how that affects remote workers, cultural elements manifest
themselves differently in a virtual or hybrid environment. Work is now often done in
silos between only the most frequent collaborators, which means the majority of cultural
elements will be felt through those interactions, rather than broad company-wide events
or initiatives (Smite et al, 2023).

We know a strong connection to an organizational culture correlates with higher job
satisfaction and job commitment, and lower turnover (Kundu and Lata, 2017; O’Reilly et
al, 1991; Sheridan, 1992; Sorensen, 2002), and yet remote workers have reported feeling
isolated from the rest of their company, disconnected from the company culture (Lippe
and Lippenyi, 2019). Large portions of today’s workforce now work fully remote (Pew
Research Center, 2022), but organizational culture has not kept up.

Retention and commitment to a company in the current state of the workforce in
the U.S. can be strongly linked to workspace flexibility and the job satisfaction that
comes from employees being allowed to work from where they want (Smite et al, 2023;
Dowling et al, 2022; Smet et al, 2022). But, this flexibility does not appeal to everyone;

research shows that although many and even most individuals wish to remain remote or



hybrid permanently, that sentiment is not universal and there are plenty of workers who
do wish to return to an office environment (Pew Research Center, 2022). However, as
remote-first formats for work become legitimized, many organizations are adopting a
policy where the office may be more vacant than before allowing all employees to work
from home (Loughlin, 2022). Still others are requiring employees return to in-office
work, (Business Insider, 2023) citing the need for in-person collaboration to further
innovation or employee connection. Coworker relationships have been studied for
decades, yet as we move into a future of remote work where networks become siloed and
workplace interactions are limited to task-specific collaboration within teams, those

relationships may have broader implications than before.

H3: Team culture becomes a stronger predictor of commitment amid a shift to remote

work.

2.4 Exploring the role of leadership, autonomy, and compensation

Weak or unsuccessful cultures are characterized by a lack of trust, high levels of
individualism and a fixed mindset (Canning et al, 2020) and are correlated with lower
levels of commitment in employees (Canning et al, 2020). But, as discussed by Schein
(2017:8), “whether or not a culture is ‘good’ or ‘bad,” ‘functionally effective’ or not,
depends not on the culture alone, but on the relationship of the culture to the environment
in which it exists.” That environment is created and maintained partially through
management.

Leadership plays a key role in the development and maintenance of organizational
culture and therefore both directly and indirectly in employee commitment. From the

genesis of a new organization, Schein states, the value patterns of the founder are shown



to influence the core value patterns of the future organization itself, creating a set of
beliefs and values that, if accepted by the group, become legitimized. Once these shared
assumptions exist, the culture survives through teaching them to newcomers (Schein,
2017), and indirectly affects the retention of individuals whose organizational exits are
affected by the company culture. In a more direct fashion, supervisory support and
trusting supervisor-employee relationships keep valuable talent on staff (Sheridan, 1992).
Managers who embody the values of a successful culture contribute to building a
supportive work environment which “builds affective commitment among employees and
strengthens their emotional connection with the organization” (Kundu & Lata,
2017:706).

Workers value having autonomy, being able to offer insight into their own work
about everything from daily tasks to career paths (Mclean, 2005; Gagné & Bhave, 2011).
Leadership that supports this autonomy is found to increase job satisfaction (Gagné &
Bhave, 2011; Naqvi et al, 2013), and though it’s much harder to allow that level of self-
direction when direct reports are distance working and out of sight, it is all the more

important when collaborating in a virtual space.

2.5 Exploring the role of gender and age

Of course, it is impossible to accommodate everyone’s preferences for working
remotely or from an office, but there may be certain patterns as to who would prefer
which type of work environment and culture and how that may influence their
willingness to stay with a job, specifically around gender and age. According to many
news and media sources, women prefer work flexibility more than men, women are more

likely than men to leave a job that stopped allowing work flexibility, and women consider



remote-work options among the most important factors to consider when evaluating a
new job (Pandey, 2021; Walsh, 2022; Melillo, 2022; Bove, 2023). However, some
academic studies show few differences in these preferences (Brynjolfsson et al., 2020)
and others are already beginning to show that remote and hybrid work may not always be
beneficial for women (Ibarra, 2020).

In the United States, organizations are often known for having cultures that
celebrate overworking (Cha, 2013; Bourne & Forman, 2014). In these cultures of
overwork, those who work longer hours find themselves with greater opportunities for
advancement, better performance evaluations and access to valuable social connections
with other influential individuals who work long hours, gaining cultural capital (Correll
et al, 2014). During the pandemic when many people worked remotely, surveys showed
that many individuals worked even longer hours to prove they were still being productive
when out of supervisor view (Bellmann & Hibler, 2020; Gibbs et al., 2020). Women tend
to need to do more to prove themselves competent and committed to find career success,
especially mothers (Heilman, 2001; Duxbury & Higgins, 1991; Phillips and Imhoff,
1997; Vasumathi, 2018) and when working for a company or team with a culture of
overwork, women working remotely may have a poor experience at work.

Additionally, hybrid work and remote work offer opportunities for women to be
left out of important conversations that lead to informal networking or career
advancement (Ibarra, 2020). Working from home makes it easy to leave them out of
decision making or networking opportunities without their knowledge, and if an
organization supports hybrid work, women choosing to stay home may be seen as less

committed than men who commute and work from the office (Haas, 2023).
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However, there are some benefits to working from home for women that they may
appreciate and that may contribute to their preferences and commitment to a role. Studies
show that women do the majority of housework and childcare when they are at home,
whether they are working from home or not (Hersch & Stratton, 1994; England & Farkas,
2017). This may explain some of their preference for flexible work opportunities; if they
are used to a societal expectation and a home routine where they are responsible for the
majority of care in the home, being able to do both with more ease may reduce any
feelings of role incongruity.

Culture may also be a part of the reason they prefer to work from home.
Workplaces with strongly masculine cultures are not always friendly places for women,
and they are often judged more harshly on their performance and self-presentation of
masculine traits or appearance in such places (Alfrey & Twine, 2016; Berdahl et al.,
2018) causing anxiety and work stress. The ability to work remotely may offer physical
distance and reduced anxiety in such a workplace.

There is less research available on the question of how age might affect the
importance of team culture during a transition to remote work, but it is an important
factor and one | will consider for several reasons. On one hand, it might be more difficult
for younger and newer workers to be socialized into team culture in remote work
environments, and they may not have access to consistent home offices and established
work spaces like older generations, preferring the stability of on-site work. However,
younger and newer employees are also likely to have more experience and comfort
operating in remote or hybrid environments to begin with. Remote-first work comes with

required technical dexterity in using potentially new tools and technologies. Older
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generations, whose routines have revolved around working on-site and experiencing their
organization’s culture at the water cooler or in live meetings may not find it as easy to
connect with the culture of the organization in a virtual setting, leading to lower job

satisfaction (Dua et al, 2022; Brynjolfsson et al., 2020).

Significance and contributions

Considering the literature currently available, it seems that a strong connection to
team culture does matter for commitment and engagement in virtual workplaces. The
cultural norms and values of an organization and its teams show up differently when
employees are working off-site. While the same theoretical concepts apply, there is room
to expand the literature on exactly how and where those differences appear.

There is little current research on team cultures and how they are reflected in
remote environments. This study seeks to add to the literature on organizational culture
and team dynamics by considering whether the people who work together most in a
hybrid or virtual environment create a team culture that increases organizational
commitment overall, or if they can influence each other to begin searching for a new job.
Understanding these relationships allows us to search for patterns that may be caused by
ingrained structural processes and broaden our view of the importance of daily

interactions in the workplace.
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CHAPTER 3: DATA AND METHODS

3.1 Data

In order to address my research questions and test the hypotheses, | use data
obtained from engagement surveys, collected at a mid-sized tech company (~350
employees) in the southeastern U. S. in 2020 and 2022. This organization went fully
remote (save for maintenance staff) during the pandemic, from 2020-2021 and upon
reopening their headquarters in 2021 continued to allow employees to work remotely if
they would like. Prior to 2020, only 30-40 employees worked remotely at all at a given
time (approximately 13.25 percent of its workforce); at the time of the 2022 survey,
nearly all of this organization's workforce work either fully remotely or only one or two
days in the office per week (approximately 97 percent).

This survey data reflects employees’ organizational commitment over the course
of two years, as they suddenly shifted to remote work and grew accustomed to that mode
of collaboration over time. Employees voluntarily took these surveys, though they were
encouraged to by company leadership and were allowed to complete the surveys on the
clock. Table 1 shows some sample profiles on key demographic variables. Response rates
to the survey are quite high in both years. In 2020, a total of 252 employees (82% of the
workforce) completed the survey; in 2022, 285 employees (85%) completed the survey.
An average of 33% of participants in these surveys identified as women and about 53%
of participants identified as men, with 13% preferring not to self identify. Around 75% of
employees in these surveys identified as being a part of Generation X or the older
Millennials, the last generations entering the workforce before teleworking was even

somewhat commonplace.
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In addition to offering more insight about the transition to remote and hybrid
work, the 2022 sample was more likely to choose not to identify their gender. There was
also a notable increase in the number of Millennials in 2022 (49.12%) and a decrease in
the proportion of Baby Boomers (15.44%) and Gen Xers (35.44) in that time. Finally, in
2022, respondents had the option to identify as BIPOC (black, indigenous, or a person of
color) (12.6%) or as members of the LGBTQ+ community (7.02%), which was not a

question in the 2020 survey.

Table 1. Descriptive statistics

2020 2022
Demographics % N % N
Gender
Male 55.02 137 51.23 146
Female 35.34 88 32.3 91
No response 9.64 27 16.47 48
Age
Baby Boomer 25.8 64 15.44 44
Gen X 51.0 126 35.44 101
Millennial 16.5 41 49.12 140
Work location
|n_person 8675 219 31 9
Hybrid - - 46.7 133
Other
LGBTQ+ - - 7.02 20
Total 252 285
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3.2 Measures

| used multiple items in the survey to construct scales that measure the variables
for organizational culture, team culture, and organizational commitment. This section
describes each variable below and Table 2 summarizes the items in the scale variables
and results of reliability analysis (Cronbach’s alpha).

Organizational culture - For this variable, | chose to analyze questions that best
describe the way employees feel connected to the overall mission and values of the
organization. To measure organizational culture, 1 used four Likert format questions (1 =
strongly disagree, 5 = strongly agree) found in both the 2020 and 2022 surveys. These are
“I am committed to [company’s] core purpose and values,” “I feel like my values are
aligned with [company’s],” “I feel like I am “part of the family’ at [company],” and “I
understand how my work directly contributes to the overall success of [company].” Data
from these four items yielded a Cronbach’s alpha of .78. The scale mean for
organizational culture was 17.01 (S.D. = 0.11).

Team culture - Team culture was measured using four questions in the same
Likert format, also found in both surveys. Items for this variable focused on employees’
perception of their relationship with those they work with most frequently and their
beliefs about belonging in a small group. These questions were, “My coworkers care
about my opinions,” “I can freely share my ideas and feelings with my coworkers,” “My
coworkers care about my general satisfaction at work,” and “If I shared a problem with
my coworkers, I know they would respond caringly.” These items refer to “coworkers” as
a proxy for “team,” because respondents are not likely to associate the word “coworkers”

with those they rarely or never interact with and are likely to associate it quite strongly
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with those they interact with very frequently. Data from these four items yielded a
Cronbach’s alpha of .916. The scale mean for team culture was 17.3 (S.D. =0.11).

Organizational commitment - For this study, organizational commitment was
measured using three Likert scale questions. These were “I believe I will be able to reach
my full potential at [company],” “I do not consider leaving my job,” and “If I were given
the chance, I would reapply for my current job.” These questions gauge respondents'
likelihood of leaving the organization. Data from these three items yielded a Cronbach’s
alpha of .836. The scale mean for organizational commitment was 12.02 (S.D. = 0.12).

Control variables - For this study, | planned to control for gender, age, remote
employee status, year, compensation, and autonomy, using dummy variables. Gender (as
optionally self disclosed by respondents) was given as male or female, or respondents
could select that they preferred not to answer. This resulted in 27 non-responses in 2020
and 48 non-responses in 2022; 88 and 91 female respondents in 2020 and 2022
respectively; and 137 and 146 male respondents in 2020 and 2022 respectively. During
analyses | discovered no significant differences between men and women; however, those
who chose not to respond to the question about their gender identity were significantly
different from those who identified as men or women. So, | control for gender using a
dummy variable for those that did not disclose their gender with self-identified men and
women as the reference category instead.

Remote employee status is defined as those who selected that they work fully
remote or hybrid remote. In 2020, there was no option for hybrid work, so that was not a
variable in the survey; in 2022, the survey asked if employees were fully remote (non-

local, only on-site for all-company meetings they have traveled to), hybrid remote (local
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remote, with the opportunity to work on-site if and when they want to), and fully on-site
(working from the office only). Because hybrid workers also experience working remote
with their teams (and because all employees worked remotely from March of 2020 to
September of 2021), | categorized answers to hybrid remote and fully remote as one
variable for 2022,

The variable for year refers to the year each survey was carried out, one in 2020
and one in 2022; however, | ended up not controlling for year in my models. During
analysis, it became clear that the effects of remote status and year could not be
disentangled, as they are almost perfectly correlated. In Table 1 we can see that in 2020
only 33 employees reported they worked remotely and in 2022 all but nine employees out
of 285 respondents reported they worked remotely all or most of the time. Because this
makes the year 2020 practically equal to little to no remote work and the year 2022 equal
to nearly all remote work, the variables for year and remote status are too similar to
differentiate, so for some models | used data from only one year.

Age is evaluated in the survey by self-selection into one of three generational
categories in the workforce - Gen Z/Millennial, Gen X, or Baby Boomer, also defined as
early, mid, or late career. For this survey, respondents who identified as Gen Z or
Millennial would be about 21 to 39; respondents who identified as Gen X would be in
their 40s and 50s; and respondents who identified as Baby Boomers would be in their 60s
or older.

Compensation is cited as one of the primary reasons for employee commitment,
motivation and engagement (Nurlina, 2022; Jeha et al, 2022; Tumi et al, 2022; lgalens,

1999), so I controlled for compensation using the variable “I feel I am paid fairly



17

compared to people in other companies who hold similar jobs.” Similarly, a lack of
autonomy and increased micromanagement are found to worsen opinions of
organizational culture (Go6ziikara, 2016; Naqvi, 2013; Bass & Avolio, 1993), so | ran
tests to control for autonomy using the variable “My supervisor trusts me to make the
choices and decisions necessary to do my job effectively.”

Additionally, in the 2022 survey, employees were given the option to disclose
their status as a member of the LGBTQ+ and/or BIPOC communities. Approximately
seven percent (n=20) identified as LGBTQ+ and 12.6 percent identified as BIPOC (n=33)
in that survey. These are relatively small groups and the measure is only available in
2022, but it is worth exploring whether there were any significant differences for those
groups when mostly all employees were working fully remote. There is value in looking
for different outcomes with these variables where experiences and perceptions may not

look as they do for the majority of the population.

Qualitative responses - Qualitative data were also collected and will be used to
analyze employees’ perceptions of organizational culture and commitment. There was an
optional, open-ended question at the end of each survey that offered insight for framing
the purpose behind this research and supports the findings. This question was, “What, if
anything, would you change about [company]?” There were nearly twice as many
responses to this question in 2022, and responses were mostly positive in both sets of
data. However, there are significant responses that speak to culture, remote work, and

team collaboration that support the results of this study.



Table 2. Scale variables with items, means, and reliability tests.
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Items in scale variables

Mean

Cronbach’s
alpha

Organizational culture

“I am committed to [company’s] core purpose and
values.”

“I feel like my values are aligned with [company’s].”
“I feel like I am ‘part of the family’ at [company].”

“I understand how my work directly contributes to the
overall success of [company].”

16.99

0.780

Team culture

“My coworkers care about my opinions.”

“I can freely share my ideas and feelings with my
coworkers.”

“My coworkers care about my general satisfaction at
work.”

“If I shared a problem with my coworkers, I know they
would respond caringly.”

17.3

0.916

Organizational commitment

“I believe I will be able to reach my full potential at
[company].”

“I do not consider leaving my job.”

“If I were given the chance, | would reapply for my
current job.”

11.99

0.836

Qualitative responses - Qualitative data were also collected and will be used to analyze

employees’ perceptions of organizational culture and commitment. There was an open-

ended question at the end of each survey that offered insight for framing the purpose

behind this research and supports the findings. This question was, “What, if anything,

would you change about [company]?” I focused on identifying responses that were
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relevant to remote work and team collaboration that might shed light on some of the

reasons for the quantitative results of the study.

3.3 Methodology

To answer my research questions on the effect of organizational culture on
commitment, team culture as mediator of that effect, and the relative importance of team
culture after a shift to remote work, | ran a series of regression analyses. In order to
ensure that potential clustering within the different business divisions of the company
was not producing biased estimates of the standard error, | used the clustered or robust
standard error approach to estimate regression models. As others have suggested (e.g.,
Primo et al. 2007) this is often adequate to deal with clustering and requires fewer
assumptions than multilevel models like hierarchical linear models. Although there was
evidence of some clustering in the data, the substantive results were unaffected, so

multilevel models were not necessary.
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CHAPTER 4: RESULTS

A simple regression analysis showed very strong support for H1 (Model 1), which
predicts that organizational culture has a positive effect on commitment. Tables 3 and 4
show that organizational culture is highly significant (p<.0001) across all models for this
data; in fact, no regression models that were run found any instance in which
organizational culture was not significant. These results provide strong evidence that
commitment is heavily dependent on the culture of the organization, whether employees
are working from an office together or distributed remotely.

Table 3: OLS regression for predictors of commitment

Dependent variable Model 1 Model 2 Model 3
Organizational commitment
Culture
Organizational culture 0.810** 0.710** 0.655**
Team culture - 0.152** 0.269**
Demographic controls
Gender
Male or female - - REF
No gender response - - -0.522*
Age
GenZ/Millennial - - REF
Genx - - '0.92
Baby Boomer - - 0.327
Other controls
Compensation ) ) (()) 82272
Autonomy ) ) 0 238
Remote worker ) ) e
R-squared 0.580 0.590 0.598
N 534 534 534

**p< 01, *p< .05
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Table 3 also shows that by introducing team culture to the regression model it
absorbs some of the effect of organizational culture (Model 2), thereby providing
preliminary evidence that it mediates a proportion of the total effects. To further test this
relationship, | ran a Sobel test to determine if that mediation was significant (see Figure
1). The Sobel statistic was 3.649 with a two-tailed probability of less than .001 indicating
significant mediation by team culture for this model. Because organizational culture is
still highly significant for this model (p<.0001) and team culture is also highly significant
(p<.0001), there is a partial mediating effect of team culture in the relationship between
organizational culture and commitment. Hence, | can conclude that there is support for

H2 from the data.

Team culture

SE =0.033 SE =0.041

Organizational
commitment

Organizational culture

Figure 1. Sobel test of team culture mediation in 2020 and 2022

As discussed earlier, the data from 2020 shows that nearly all employees
identified themselves as working on-site from the office at that time, where in 2022 more
than 95% of employees identified as working remotely or primarily remotely through the
week (see Table 1). My final hypothesis, H3, predicts that as employees shifted to

primarily remote work from previously working in a building with the majority of the
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company - whether close collaborators or not - the culture of their team would become a
more significant predictor of their commitment to the organization. Models 4 and 5 show
empirical evidence of this effect; in Model 4, a test of the data from 2020 only, team
culture is not significant at all, (p=.220), but when running the same test in 2022, team
culture becomes highly significant (p<.0001). Organizational culture is still highly
significant in both models, but in 2022 its effect is diminished by team culture, where in

2020 it is not.

Table 4: OLS regression for predictors of commitment by year

Dependent variable Model 4 Model 5
Organizational commitment (2020 only) (2022 only)
Culture
Organizational culture 0.730** 0.660**
Team culture 0.070 0.268**
Demographic controls
Gender
Male or female REF REF
No gender response -0.208 -0.528
Age
GenZ/Millennial REF REF
GenX -0.129 -0.153
Baby Boomer 0.078 0.553
BIPOC - 0.116
LGBTQ+ - 0.185
Other controls
Compensation (()) gg’g’ (()) (?g?j
Autonomy 0 052 '
Remote worker -0.05 )
R-squared 0.598 0.606
N 252 285

**p< 01, *p< .05
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To further evaluate the mediation of team culture, I ran two more Sobel tests
using the data from 2020 only (Figure 2) and the data from 2022 only (Figure 3). Results
showed that in 2020, team culture is not a significant mediator of organizational culture,
with a Sobel statistic of 1.187 and a two-tailed probability of 0.235. However, the results
for the 2022 model show team culture as a highly significant mediator, with a Sobel
statistic of 4.334 and a two-tailed probability of less than .001. This shows strong support
for H3 as well. Taken together, it is only under the conditions of fully remote work that I
found team culture partially mediates the effect of organizational culture on commitment

and that team culture has a significant direct effect on commitment.

Team culture

SE =0.042 SE =0.058

Organizational
commitment

Organizational culture

Figure 2. Sobel test of team culture mediation in 2020 only.

Team culture

SE =0.051 SE =0.059

Organizational
commitment

Organizational culture

Figure 3. Sobel test of team culture mediation in 2022 only.
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Adding controls to the model in Table 3 showed interesting results for gender, but
not in a way | expected. When analyzing the data in the gender variable, there were no
significant differences between men’s and women’s commitment, but there were
differences when controlling for those with no gender listed. Those who didn't report
their gender scored lower on nearly all questions, so controlling for them is worthwhile,
because it affects the main findings and is significant in the full model.

Amidst a shift to remote work, | considered that the increase in technology use
and lack of casual (unplanned, face-to-face) interaction may have age-related effects. To
test for any differences in commitment by age, | controlled for the three generational age
groups identified in the dataset (Baby Boomers, Generation X, and Millennials/Gen Z)
and found no significant results for any age category. Controlling for autonomy and
compensation, similarly, revealed no significance for commitment. I also controlled for
the variable is_remote in Models 1-4, in line with my above discussion about the
correlation between year and remote employee status.

Finally, in 2022, some additional survey questions were asked, allowing
respondents to self-identify as part of the BIPOC or LGBTQ+ communities. For the 2022
only model, I wanted to run some exploratory control tests to see if either of these groups
reported significant differences in their organizational commitment. No tests showed any
significant results for these variables, though they were positively correlated, however

loosely.
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CHAPTER 5: DISCUSSION
5.1 Discussion

The results of this study replicate and expand our knowledge of the impact an
organization’s culture has at all levels as the concept of a workplace continues to evolve.
Decades of research speak to the impact that organizational culture has on retention, job
satisfaction, engagement, and more. However, a great deal of questions arose in 2020
about the ramifications of remote work for areas of research on inequality, mental health,
and whether or not employees would stay engaged and connected to the company when
they had no physical contact with the culture. What does culture look like when
translated digitally through the few coworkers one interacts with each day?

To investigate this perspective, my study explores the relationship between team
culture (the culture built by the smaller number of coworkers operating in a close
working relationship) and organizational culture amid a shift to remote work, for
employees' overall commitment to the company. Results show that even when mediating
and control variables are introduced, organizational culture continues to matter for
commitment - if they cannot connect with the company culture at a macro level, few
things may keep them in that job for much longer. The important effect these tests found
though, is that in 2022 when the majority of employees identified as remote workers, the
effect of team culture increases significantly and plays a much larger role in employee
commitment.

While looking through the qualitative responses to understand the employee
experience, | found comments that seem to support these results. In both 2020 and 2022,

the surveys ended with an open-ended question that asked, “If you could change anything
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about this company, what would it be?” Some respondents chose to share improvements
they would make, others chose to share positive things they appreciated about the
company in its current state. A few of the most frequent themes found in the responses to
this question among both surveys (that are relevant to this study) were related to culture,
leadership, remote work/remote collaboration, team members, and communication (see
Table 5), though 2022 shows an increase in comments related to culture; retention, as the
second survey came on the heels of a trend commonly known as the “Great Resignation;”
and remote work, because the majority of the population was interacting remotely at that
time and the subject was more salient to respondents. The increase in these themes is also
likely due to the overall increase in responses to this question in 2022 (total responses in

2020 were n=132, total responses in 2022 were n=245).

Table 5: Frequency of relevant comments in survey data by year

Themes 2020 2022
Organizational culture 42 108
Team culture 0 32
Commitment/retention 7 27
Remote work 7 59
Inclusion 15 27
Leadership 21 37

In the 2020 responses, few comments mentioned team collaboration at all as an
area of importance and value and never in relation to culture. There were frequent

mentions of the organization’s culture in 2020, however, as seen in this response:
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“I believe [company] is a well-run business that has an excellent culture and the

potential to continue to grow...I look forward to hopefully a long career with the

company.” (2020)

Supporting the hypothesis that in 2022 team culture grew more salient to
employees, many comments mentioned their direct team relationships in the same

comments as they mentioned feeling connected to the organizational culture.

“The culture here is one-0f-a-kind. I love who | work with, I love my team, | love
my work, and [company] is the reason for all of that...I feel comfortable talking to
my department director about anything. | feel comfortable reaching out to any of
my coworkers about any issues I'm having. The attitude fostered here that allows

us employees to communicate and be open with each other is truly unique.”

Some comments from 2022 speak directly to the idea that team relationships are
especially salient to employees when considering the impact of working remotely or

having trouble aligning with the overall decisions and values of company leadership.

“I feel like I love my job and my team in spite of [company] leadership.” (2022)

“[T appreciate being able to] stay connected with my team while most of us work

from home.” (2022)

These comments support the themes seen in the quantitative data that this
company has the potential to benefit quite strongly from investing in the culture of their

teams. Where team culture may not have been especially salient to employees before the
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majority of them migrated to a remote work experience, the company’s choice to
continue to allow remote work moving forward has increased the visibility of that
concept for employees, it would seem. To capitalize on the positive reactions seen in
many qualitative comments around remote work and team support, this organization
should work with team leaders to encourage them to invest in their teams and build a
culture using tools and resources that work for them. Additionally, they should consider
where their best practices may be structured toward in-person collaboration, rather than
toward a remote-inclusive workforce that promotes cultural autonomy for teams.

As the literature grows with new research around remote work, this study shows
that the culture of an individual's team can help predict their commitment to their role.
This evidence also contributes to the value of team relationships overall within a remote
workplace; as structural inequalities are revealed in the cultural practices and policies of
an organization that primarily operates remotely, the benefits of a supportive team and

allyship among coworkers could be an important area for future research to delve into.

5.2 Limitations & future research

As the data from these surveys are secondary, the information gained is limited to
what the company required or asked for in the survey questions and any additional
context they were able to provide. Because of this, there is no way to tell how many of
the respondents are the same year over year. Though the breakdown of gender is fairly
equal between 2020 and 2022, there is a significant shift in the generational presence in
the workplace across those dates. This difference in ages between surveys may be due to
retirements or career changes brought about by the influence of the pandemic. One

outcome of the pandemic was that many folks found themselves interested in a career
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change and inspired to look into making one (Sull, Sull, & Zweig) when things around
the world were in upheaval, and while this organization did not participate in layoffs
during those years, this migration to new careers or new adventures may explain the shift
in generational presence. Perhaps contributing even more to this effect, during the height
of the pandemic there was a large move toward retirement among older Americans (Fry,
2021).

Another limitation from the way the survey was conducted relates to the challenge
of separating the measures of organizational culture and team culture. Though the scale
variables were valid, the questions used to measure team culture do not specifically
mention “team,” focusing instead on coworker relationships. It is unlikely that
respondents associate the word “coworkers” with those they rarely or never interact with,
S0 using these questions as a proxy for those related to team culture are acceptable for
this study, however there is much opportunity to improve on these measures in the future.
Specifically, using questions with team or organizational level modifiers (such as “I feel
like I belong at [company]” or “I feel like I belong on my team at [company]”) would
signal to respondents that they are considering the difference between a macro and micro
culture and allow them to record their experiences more accurately.

Additionally, with this data being analyzed for internal engagement for the
company, there is a high chance of social desirability bias influencing some of the
responses. The substantial portion of individuals who chose not to report their gender and
had lower commitment overall is likely related to a lack of trust that their answers were

truly anonymous. This may be evidenced through some of the qualitative responses, such
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as this answer from the 2020 survey, in which one respondent simply replied “I’d rather
not say.”

One key limitation to answering questions about organizational culture in remote
environments is a lack of literature on empirical studies using relevant data from the last
two years. This study uses only one organization, for example, and research would
greatly benefit from comparisons across companies from different industries, and of
various sizes, and demographics. From 2020-2022, far more individuals worked remotely
and collaborated virtually than ever before, due to necessity. We can learn much from
studies examining the impact of culture in a company at the point in which virtual work
became a common and highly legitimized practice. Some very influential studies on
workplaces have included a strong observational component (Down, 2012; Ybema, Wels,
& Yanow, 2009; Smith, 2001) and replicating this type of research in remote
environments would be extremely useful for understanding the true impact of remote
work. Ethnographic studies in fully remote workplaces would also provide a novel
methodological approach and new insights in that field.

Finally, this research was conducted using data from only one organization in one
part of the country, with what is likely a predominantly white, male population. Because
of this, the results of this study may not be generalizable to other companies, however,
this points to the importance of future research in this area. Responses to these surveys
were primarily positive about the company, but some of the qualitative remarks reveal
that research focused on different groups may offer a different perspective on the
findings, as seen in this response from an employee in 2022.

“My biggest concern is being a part of a team that is predominantly white
women. While I love my team, in the beginning of joining, I felt like an
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outsider (especially with my fully remote onboarding). Some of that was
just the effects of joining a new team, but some of it was from the cultural
differences that | had (and have) to adapt around. While I now feel like a
valuable member of the team and feel very much included, it’s always
apparent to me that | will probably always be in the racial minority and |
will never have that “cultural comfort” that means so much...I feel
empowered, celebrated, and valued on this team, but my above reflection
IS a constant reality for underrepresented groups and has been my
professional reality since | started my career and my social reality since |
moved out of my childhood home.” (2022)

This quote speaks to a specific team experience that is important to understand when it
comes to job satisfaction, retention and more. The experiences of different people groups
and variances on the demographic make up of teams within a company may be more

evident in surveys where the data is not secondary and the sample is much broader.
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CHAPTER 6: CONCLUSION

Organizations are not individuals; they cannot act, but rather reflect the decision
making of those who hold power within them. This means they cannot create a culture,
only embody that which the leaders and employees perpetuate. In the same way, the
management and coworkers of small groups - such as a team or unit - are responsible for
the culture they build and collaborate within. With remote collaboration and virtual teams
prominently featured by many companies as an option for the future of work, it is
increasingly important to understand the effects of these team cultures.

Many people want to work from distributed locations, preferring the flexibility of
remote or hybrid work environments, leading to far fewer in-person interactions and a
potential disconnect from the overall organizational culture that can keep workers united,
communicating well, and satisfied with their work. Reports consistently show that these
are high on the list of things that entice workers to stay at a job for an extended period of
time (Odom et al., 1990; Lok & Crawford, 1999; Carvalho et al, 2018; Huey Yiing &
Zaman Bin Ahmad, 2009). Studies on remote work will surely continue to evolve as the
norms of virtual collaboration become more established, however team dynamics will
remain central to an individual’s experience in the workplace no matter where or when
they work. If we intend to cite organizational culture as a factor in job satisfaction at all
in the future, we must also evaluate the connection to that culture a worker has through

their team.
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