
 
  

Aggregate theoretical 
dimensions 

Categories Codes 

Frustration with current work situation 
• Being geographically and temporally distant from headquarters  
• Lacking face time with managers at the power center 
• Hearing colleagues boast about their work tasks 
• Drowning in too many routine, unexciting tasks 
• Sitting in many meetings  

 
Ambition to change their current work situation 

• Seeing colleagues get better work  
• Make themselves indispensable on projects 

Creating occasional presence 
• Working from the office to show face during standard working hours and sometimes after hours  
• Maintaining an online presence during work hours and sometimes outside standard working hours 

(e.g., staying available on the IM, sending tons of emails once in a while) 
• Turning on video during meetings now and then 

Demonstrating flexibility when needed 
• Making themselves available at odd times once in a while (e.g., late night, or early morning call) 
• Showing willingness to work hard when necessary (e.g., multitasking to cope with extra work) 
• Volunteering for extra work when truly necessary 

Working at inconvenient hours occasionally 
• Staying up late or waking up early to work in order to cope with time zone differences sometimes 

Sacrificing personal time for work once in a while 
• Choosing work over a meal, family, or sleep from time to time (e.g., missing a meal to finish a task 

when needed; skipping a personal event for work once in a while) 

Desiring 
better work 

Demonstrating 
face time 

Incurring 
occasional personal 

inconvenience 

Drivers to get noticed:  
“Needing to get on 

headquarters radar to 
move upwards” 

Signal production:  
“Commitment via 

availability” 

Creating persistent presence 
• Consistently working from the office to show face both during and outside standard working hours 
• Maintaining an online presence during work hours and sometimes outside standard working hours  
• Turning on video in meetings frequently 

Demonstrating flexibility at all times 
• Making themselves available on short notice and whenever needed, including at odd times 
• Showing willingness to work hard and go the extra mile at all times  
• Volunteering for extra work whenever necessary 

Working at inconvenient hours on a permanent basis 
• Staying up late or waking up early to work to cope with time zone differences on a weekly basis 

Constantly sacrificing personal time for work 
• Consistently choosing work over a meal, family, or sleep  
• Developing unhealthy eating habits to cope with work overload  
• Repeatedly withdrawing from personal activities to attend to work duties (e.g., family time, hobbies) 

Continuing to 
demonstrate face 

time 

Incurring 
sustained personal 

inconvenience 

Signal reproduction:  
“Commitment via 

sacrifice” 

Observing subsidiary colleagues gaining visibility and recognition 
• Seeing colleagues get assigned to new projects with headquarters  
• Hearing colleagues talk about their new achievements  
• Seeing headquarters managers rewarding subsidiary colleagues 

Getting better work themselves 
• Being assigned on a new exciting project, or getting new challenging tasks 
• Getting praised by headquarters  
• Seeing their status increase among local coworkers 

Observing headquarters managers paying attention to ”who is present” 
• Seeing headquarters managers probing for attention cues in meetings 
• Having headquarters managers reach out at random hours on the IM 
• Hearing headquarters managers complain about employees who are slow in replying 
• Having headquarters managers inquire about non-available or non-present employees 

Observing subsidiary employees compromising their career visibility 
• Hearing managers publicly call out subsidiary colleagues when catching them off guard in meetings 
• Hearing subsidiary colleagues panic about “falling out of grace” when not able to be “always there” 

Being ignored or overlooked for exciting opportunities 
• Feeling they are missing out on better work because they of not showing enough commitment  
• Feeling their colleagues get better work because they do a better job at demonstrating commitment 

Figure 1 Data Structure for Subsidiary Employees  
da 

Lack of 
commitment is 

sanctioned 

Commitment is 
noticed 

Signal 
(re)interpretation:  

“Expectation of 
continuous commitment” 
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Quitting 
• Regain personal life 
• Recover health 

Categories Aggregate theoretical 
dimensions 

Codes 

Codes 

Figure 2 Data Structure for Headquarters Employees  
da 

Quitting 
• Regaining control over their personal life 
• Recovering health 

Retiring 
• Fulfilling the requirements for retirement 

Settling for the 
current position 

Leaving the 
company 

Expectation of 
commitment 

Moving to headquarters 
• Getting promoted 

Moving to another project 
• Looking for a better way to balance work and life while staying with the company 

Giving up ambition to move upwards 
• Choosing  to focus on their personal life while maintaining the job but doing only the bare minimum 

(focusing on regaining their work-life balance) 

Losing interest in moving upwards 
• Becoming detached from their job 

Moving within 
the company 

Employees who are willing to go the extra mile 
• Employees they can count on at anytime 
• Employees who are there for their colleagues and are proactive regardless of time zone differences 
• Employees who are on top of things at all times 

Employees who show face 
• Employees they can easily reach 
• Employees they can see working 

Demonstrating 
continuous 

commitment 

Exit 

Categories Aggregate theoretical 
dimensions 

Codes 

Observing subsidiary employees negative behaviors 
• Paying attention to cues to see who is engaged and who is not 
• Noticing employees are and who are not willing to go the extra mile on the job 

Observing subsidiary employees positive behaviors 
• Noticing when someone is reliable 
• Noticing when someone is very responsive 
• Noticing employees who join meetings at odd hours and commenting about it 

Probing for signals at random times 
• Randomly asking questions in meetings to see who is paying attention  
• Checking whether the employees marked as available on the IM are at their computers (e.g., 

randomly pinging them to see what they are doing) 

Evaluating 
individual 

commitment 

Signal (re)interpretation:  
“Commitment via 

availability” 

Comparing 
employee 

commitment 

Acknowledging commitment with better work (practical recognition) 
• Giving challenging side tasks to committed employees  
• Assigning committed employees to exciting projects 

Acknowledging commitment with career visibility (verbal recognition) 
• Giving public shootouts on employees’ hard work and dedication 
• Praising committed employees to local managers 

Rebuking lack of commitment (verbal action) 
• Calling out employees who are slacking 
• Giving examples of expected behavior when dissatisfied with someone’s display of performance 

Removing better work and autonomy (practical action) 
• Controlling (micromanaging) employees who have been caught off guard a couple of times, or who 

they suspect of not giving their best 
• Taking uncommitted employees off projects 

Rewarding 
commitment 

Punishing lack of 
commitment 

Signal (re)production:  
“Expectation of 
commitment” 


