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Abstract.
BACKGROUND: This article bridges the gap between theory and practice and elaborates, for practitioners, how to convert
the COVID-19 and other similar crises into opportunities for keeping their business on track for growth. It shows how
movement to virtual modes of working, especially virtual teams, can help practitioners meet the current crisis effectively and
also prepare for future crisis efficiently.
OBJECTIVE: The objective of this article is to show how the concept of virtuality can help design practices which enable
managers/practitioners in effectively managing necessary transitions to virtual work.
METHODS: The article reviews and integrates essential literature on virtuality and virtual teams. It enumerates the benefits
and challenges which accompany a sudden and necessary movement to virtual work in teams. Also used are the recently
developed theoretical frameworks of teams as essential emergent states and its implications on virtual work.
RESULTS: By distilling insights from past literature, the article advises managers on how to deal with the present and prepare
for future disruptions. Usage of overarching frameworks rather than industry/work specific literature enables managers to
move away from specific recommendations and focus on general characteristics for wider impact.
CONCLUSIONS: The article demonstrates how organizations can meet disruptive challenges successfully and also prepare
for future challenges sustainably using virtuality as a starting point.
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1. Introduction

Workplaces need to be agile and modular in their
design to be able to survive and compete in a
dynamic environment. This maxim can be understood
to be responsible for multi-level dynamism in and
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changing nature of successful organizations. In
practice, scalability and flexibility has increasingly
become a strategic imperative and necessary orga-
nizing principle behind successful workplaces and
practices. Not only does scalability and flexibility
help organizations in expanding their operations, but
also in meeting crisis situations when resources are
constrained. The consequences of this dynamism are
very important in times of crisis and disruption which
have deep impact on the way day-to-day work is
carried out across industries and environment. Such
dynamism is embedded in the nature of teamwork.
Dynamism is inherent to teams also because of their
flexibility in membership and deployment. They have
enjoyed prevailing importance in all kinds of organi-
zations since long because of the unique advantages
they have to offer in all spheres of activity, external
and internal, in every type of organization. Having or
developing human resource practices around teams
can be very effective while planning to meet future
challenges to businesses sustainably in the long run.
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Subsequent to the omnipresence of teams has
grown a body of research so diverse in content and so
expansive in breadth that, at the present time, it has
become nearly impossible to capture all its aspects
in a single analysis. Research which addresses teams
from a multilateral perspective is a rarity. One of the
most cited scholarly work of this type is by Kozlowski
and Bell who have firmly focused on finding a con-
sistent definition of teams over the years [7, 8]! Such
has been the evolution of teams, a recent form of
which has been the growth and proliferation of vir-
tual teams in both research and practice. Inherent to
things ‘virtual’ are information communication tech-
nologies (ICTs). Virtual teams and, by extension,
virtual organizations have come into being and found
wide acceptance as a form of feasible organizational
units with concurrent growth in the reach and afford-
ability of digital technologies. The global nature of
virtual teams and virtual work have allowed them to
become the option of recourse for organizations in
times of the recent COVID-19 crisis and has made it
possible to continue working outside of the traditional
face-to-face, restricted space model of the workplace.
Pandemics and global disruptions such as COVID-19
have the potential to make overhauling of business
procedures necessary so that inclusion of measures
such as social distancing and, hygiene for employee
safety and compliance can be ensured. Such measures
may require to be inducted quickly and on a perma-
nent basis at organizational and industry level across
multiple sectors of the global economy. The technol-
ogy friendly forms which support virtual teamwork
can help realise these objectives with the additional
advantage of geographic dispersion [7] which can
automatically be reaped to unify the advantageous
differences in economic environment of nations. But
how can the manager become proficient in virtual
teamwork to enable quick adoption in organizations
which do not have virtual work previously embedded
within them? Can the manager ensure any changes
in work organization so as to ensure minimal impact
on business from the lasting and wide-ranging con-
sequences of future shifts in the environment?

To answer these questions and to offer valuable
suggestions to practitioners and managers on facing
the new perspectives and implications of workplace
organization, I discuss a very important concept from
an existing research framework related to virtual
teamwork. I apply this framework for finding pos-
sible solutions to the challenges of organizing which
practitioners are currently facing in view of the world-
wide restrictions imposed to curb the spread of the

COVID-19 pandemic. These restrictions have caused
every manager to reconsider their roles and to find
ways to continue working with social distancing
practices. I weigh the pros and cons of introducing
relatively permanent changes to work organization
based on the research evidence so that a prudent deci-
sion can be arrived at regarding the utility of said
changes. I also extend an ongoing conversation in
the domain of organizational behaviour studies with
an analysis of the structure and form of teams in
modern organizational setups and their evolving fea-
tures. I adopt a generalized approach and refrain from
framing suggestions within the scope of any single
industry or context to increase the reach and impact
of this research. I also discuss the importance of
preparing for any sudden or calamitous disruptions
in the business environment for continued survival
and provide important clues for organizing work in
these disruptions with resource crunch. Through my
analysis, I show how managers can improve profi-
ciency in virtual work using elements of virtuality
and also enable themselves to assess how far their
workplace is impacted by it. This is achieved through
an action plan which is outlined along with features
of virtuality and suggestions on possible courses of
action.

With this paper, I respond to a pressing need for
ways to achieve effective teamwork in an era char-
acterized by uncertainties. I show how to deal with
unpredictable and disruptive situations, such as those
created by the COVID-19 pandemic, by gleaning
new applications and insights from existing bodies
of research. My purpose in this paper is threefold.
Firstly, I place the earlier results and suggestions
given by scholars in a globalized frame of refer-
ence and show that the prevailing crisis situation
warrants reconsideration of important components
of teamwork. Alternatively speaking, I revisit and
present important areas of the extensive research
which already form cogent lines of enquiry into the
nature of teamwork but are scarcely thorough out-
side of topical applications which dents their utility
for practitioners. This study therefore serves as a
pragmatic review and annotation of literature on vir-
tual teamwork; a ready-reckoner for organizing work
around virtual teamwork and technologies in times of
disruptions. Secondly, my reexamination of the liter-
ature yields a roadmap for managers looking to guide
their organization in the right direction in the after-
math of the current crisis. I show how the literature on
virtual teamwork can be used to respond to the cur-
rent dilemmas being faced because of the rapid and
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widespread changes in the operating environment.
Thirdly, I look into the future to find sustainable solu-
tions to problems which managers may have to come
to terms with in future as similar or different disrup-
tions continue bringing about significant changes in
the way organizations take shape and organizational
work is carried out. Such changes may also include
changes in routinization of work-related tasks which
affect how members approach and carry out those
tasks.

While most research has focused on remedies for
specific job-related difficulties, my analysis extracts
common elements faced by every manager at work
and provides practical research-based insights for
dealing with crises. Such an approach brings greater
clarity for enabling an exploration of the potential
implications of suddenness with which unaccus-
tomed managers and organizations must switch to
and routinize virtual modes of working. Therefore,
this research is also well-suited to help managers
focus on important facets relevant to their areas of
work which they can modify for greater impact and
effectiveness while dealing with unforeseen situa-
tions, especially crises and catastrophes such as those
comparable in scale and impact with COVID-19 pan-
demic. Experts agree that unpredictable threats from
pandemics and other disruptive situations are likely
to hamper global economic growth in the aftermath
of climate change or even as countries with unrealis-
tic geopolitical ambitions cause widespread trouble.
Even in the past, pandemics have taken businesses
by surprise and taken a huge toll on margins and
prospects. Also, the changes forced by situations
arising due to the COVID-19 pandemic are likely
to prevent a quick return to normalcy for a long
time, subject to recurrence of its spread. At the time
of this writing, the pandemic in its current extent
has hardly shown any signs of abating. Therefore,
it would be wise for managers to become proactive
and make subtle but sweeping changes to business
practices as soon as possible so that employees can
be kept productive and motivated even in the most
adverse of external circumstances. This paper is a
review of important concepts existing in current lit-
erature which is targeted at a practitioner audience.
I develop my subsequent discussion along the lines
of the most important and observable change in the
work environment – the emergence of teams and
virtuality in teams, greatly spurred by the use of
teleworking as a facilitator. I also explain the impor-
tance of these phenomena as we look forward into
the future.

2. Changing nature of teams in the workplace

The modern workplace is in a state of continu-
ous flux and evolution as a response to dynamism
in external environment and internal constraints. As
globalization and internationalization expand their
reach ever deeper, such dynamism makes the man-
agement of human capital the greatest challenge
faced by a manager [11]. Parallel to the growth and
transformation of the modern workplace and orga-
nizations is the pace of dynamism in teams. The
accelerating pace with which teams evolve within
and outside the confines of tasks or organizations
has resulted in unique theorization around the exis-
tence and performance of teams. A recent attempt
to explain how transience can be a stable feature of
teams by Einola and Alvesson [3] yielded a model
which showed teams as processes in the larger frame-
work of the organization. Crawford et al., on the other
hand, demonstrated how multiple team membership
by single individuals functioned as a structuring unit
and contributed to performance [4]. These findings
provide much needed order to the complex and unpre-
dictable patterns of behavior as technological aids
continue to feature regularly in coordination, com-
munication and other similar aspects of teamwork.
When employees are organized in teams, a plethora
of processes which are unique to such dedicated
aggregations of individuals occur [12]. Managing
these processes is challenging in conventional face-
to-face entities, and more so when virtual modes of
working are involved. Therefore, when a team must
transition quickly between these modes of work-
ing, the challenge of management takes on a form
which may be alien to the unaccustomed leader. It
is for this reason that every manager must keep in
mind, and be ready to leverage, certain identifying
or essential features where both kinds of teamwork
converge [13]. These features can form anchors for
ensuring overall stability of the team and the task at
hand, and can becoming guiding factors for effec-
tiveness and performance at times. Herein lie both
opportunities and challenges in virtual teamwork and
both of these are captured by the concept of virtu-
ality. Virtuality takes into account the modalities of
dynamism observed in teams which are unconven-
tional to show how general facets of teamwork relate
to virtual/technological aids.

Foster et al. [5], using their review and analy-
sis of virtual teamwork literature as basis, added
the dimension of virtuality in their conceptualization
of teamwork to promote a better and more holistic



540 S. Bhargava / Virtuality and teams: Dealing with crises

understanding in the new millennium. Though virtu-
ality had occurred in terminologies of prior research,
its usage was fragmented and overlapping with other
team characteristics. Foster et al. used a range of latent
descriptions found in extant research and ground vir-
tuality into team context. They have positioned the
concept as an extension of an existing framework
given earlier Hollenbeck, Beersma, and Schouten
[6] which was already rich in detail and targeted
a consolidation of team dimensions across a wide
variety of teams. Hollenbeck et al. had, in their
article, outlined four criteria by which different def-
initions of teams and formulations of teamwork can
be grouped together to form a bounded framework
which consisted of three dimensions, namely, author-
ity differentiation, skill differentiation, and temporal
stability. Authority differentiation refers to the clar-
ity and distinction within the team regarding the
hierarchical or priority-based nature of work or rela-
tionships. This dimension is more role-based than
individual oriented. However, skill differentiation
refers to a more individualized capacity by which
individuals contribute to teams. For instance, an oper-
ationg team has doctors who differ in their skills and
expertise, and support staff for whom the same dis-
tinction can be made. Temporal stability refers to
the manner in which the linkages within the team
evolve over time with the existence of the team.
These dimensions are pragmatic and parsimonious
since they are sufficiently encompassing allowing
application to most teams, as well as non-expansive
so as to avoid unnnecessary confusion or overlap
in characteristics during application. Additionally,
the framework takes a very important element into
account which is present implicitly and explicitly
in every research work related to teams – context.
Context relates to the scope and the conditions in
which the team is put together and seeks to achieve
its task. It is difficult to make team context apparent
in a generalized manner and this framework achieves
that objective well. By adding virtuality to the frame-
work given by Hollenbeck et al., Foster et al. have
made it more comprehensive and perfectly suited to
application to teams located in a vast cross-section
of economies and industries. Both research works
propose an integration of streams of scholarly work
which run parallelly but other researchers have also
continued responding to important gaps in literature
regarding further integration and synthesis.

Virtuality is a dimension which has many con-
stituent elements. It can intuitively be understood
better by any practitioner who has dealt with

differences in real and virtual work. However, it is an
emergent phenomenon which takes multiple forms
(hence the grounding in context which can be as var-
ied as the shapes of clouds) which makes it difficult
to constrain within a single definition. With refer-
ence to teams, which are the focus of this article, we
can say that for virtuality to be observed, a few fea-
tures (mostly in task flow and communication) are
usually found in varying proportions. These are, in
no particular order: non-linearity, asynchrony, blur-
ring of roles to some degree, emergent and rotating
roles of members, use of technology, unique modes
of communication etc. An interaction among these
elements could also play a significant part in deter-
mining virtuality. The preceding may be considered
only as an interpretive consolidated explanation of
what virtuality constitutes.

Worthy of note here, is that given the diversity
in context in which teams are found to be working
in organizations, a number of definitions and char-
acterizations have been developed to study different
aspects related to teamwork and to bring authencity
to research. Therefore, though Foster et al. [5] used
twenty-nine different definitions of various character-
istics to propose virtuality dimension, Hollenbeck et
al. [6] used forty-two definitions to develop their orig-
inal integrating framework. Such an approach, though
it brings academic endeavours closer to reality and
ameliorates concerns of practitioners regarding the
distancing of research from reality, brings undesir-
able complexity to theory and findings. A multiplicity
of views is not unhealthy for the growth of organiza-
tional science or research but makes it difficult for
people outside academia to use the results as off-
the-shelf or customizable products. In other words,
proliferation of organizational research is a problem
for practitioners who find it difficult to make sense
of research findings directly without intervention
from other researchers who can simplify or improve
understanbility of said findings. Many scholars have
repeatedly called for further work to address these
problems (see [2 and 9] for a detailed account of
these persisting problems). Therefore, though virtu-
ality is directly relevant to practitioners, a multiplicity
of views regarding its definitions and applications
needs to be rationalized through a careful integra-
tion with reference to practice. However, the richness
of the concept cannot be ignored since it conveys
the breadth of possible applications and can be help-
ful for managers in finding innovative solutions to
unique problems. It is tacit for seasoned managers
and practitioners that management is art and science
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in varying proportions at different times. Hence, I
have presented the concept of virtuality here in suf-
ficient complexity and I now discuss why its impact
on the workplace needs to be given attention.

In the domain of virtual work and virtual aids
to teaming, the concept of virtuality remains most
comprehensive and recurring in both research and
practice. All frameworks which deal with virtual
work in any form use elements of virtuality implic-
itly or explicitly. This can clearly be concluded from
both articles that I have used as sources for dis-
cussing virtuality. Further, many works which have
appeared after them have cited these articles. Thus,
the concept of virtuality forms the basis for much
research and practice-based works which have fol-
lowed its inception. The purpose here is not to see
how virtuality is built into and derives from orga-
nizational research, but rather to use its uniqueness
and inclusivity to develop solutions to pressing prob-
lems which the business world is currently facing in
the form of COVID-19 pandemic. Once managers
learn what virtuality is and how it can work to their
advantage, they can combine it with their manage-
ment ingenuity to find ways to deal with even future
pandemics or crises situation. Promoting a judicious
mix of virtuality with other modes of working and in
the design of policies can also offer solutions to other
relevant problems faced by managers, such as those
related to managing diversity and resource restric-
tions imposed by economic downturns. To clarify
further, the presence and extent of virtuality may
not be restricted to teams or teamwork. It is only
being discussed in relation to teams since it is most
observable and useful where teams are carrying out
tasks.

The selection of scholarly works which form a part
of this review was performed with the sole criterion
of relevance to managers in the field who are facing
the brunt of the changes introduced by the pandemic
to their workplace. The selected works have been
presented in a form which best represents the essen-
tial features of virtuality and also helps the reader
translate the suggestions into practice as a step-by-
step process. Rest of this article views teamwork in
time of crisis and catastrophes from the lens of the
pandemic and related changes in the workplace. In
viewing the problems and solutions accompanying
virtuality, its distinctive features also become clearer
which should help any manager in gauging their util-
ity and facilitating adoption. I next weigh the pros
and cons of virtuality and see how it can be increased
for teams.

3. Problems posed by virtuality

Virtuality has a wide variety of potential conse-
quences which come with its deliberate or accidental
introduction in any form of organization [27]. These
have been discussed at length by researchers with
reference to focused analyses over the years. An
overarching theme which binds observations of con-
sequences is the presence of ‘discontinuities’ with
virtuality [14]. Discontinuity refers to lack of coher-
ence in factors which relate to working of the team
such as space, sequential dependence etc. This aspect
or manifestation of virtuality can also be consid-
ered to specially apply where urgency of situations
arising during times of crises forces introduction of
virtuality in the workplace. This is how the case of
current COVID-19 pandemic has shaped up – sudden
closure of work spaces and restriction on move-
ment or meeting. Discontinuity is also something
which is common to all forms of work under-
taken within organizations across sectors. From the
perspective of employees, it is only in crises that
employees must come to terms with problems which
accompany virtual modes of working. Though virtual
teams have been around for decades, their adop-
tion had, in a pre-COVID-19 world, been hitherto
restricted to geographically dispersed work entities
and awareness about them has remained low in
small and medium sized business enterprises and
in organizations working with conventional non-
distributed teams. In other words, what was till
now an externality is now affecting the employee
directly, urgently and with expectations of contin-
uation over a long period of time. The changes in
working environment and consequences of working
in such an environment would have been impos-
sible to imagine a few months back. Economies
and trade were booming and health was only a
minor concern. COVID-19 pandemic has revealed
how unprepared and vulnerable the current business
scenario remains in the face of sudden disruptive
phenomena or discontinuities. For the unprepared,
virutality is posing problems. While managers in
every sector struggle to cope with new realities
on personal and professional fronts, any guidance
in dealing with the unpredictable is certainly of
value.

The growth in virtualization is a direct result
of spread and affordability of modern communica-
tion technologies. But since traditional face-to-face
communication has entirely been replaced with e-
mail and videoconferencing, it is now apparent that
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teamwork requires more than simply communicat-
ing the objectives and status about task performance
when teams meet physically [15]. Nevertheless, vir-
tual teamwork has proved its importance in ensuring
continuity within organizations. At present, virtual
teams, which were till now studied as an alternative
form of teaming, hold essential status and strate-
gic importance. Elements of virtuality are therefore
proving problematic for managers trying to ensure
seamless and productive communication.

Another important manner in which virtuality
affects teamwork is where conflicts and conflict res-
olution among the members is in question [10, 31].
Conflicts and dissent are important for novelty and
high productivity. But when happening over virtual
modes of communication, conflicts change in form
and require unconventional approaches for produc-
ing similar results. An important facet which relates
to discontinuities concerns the difference in time
zones which members may face while working with
virtualization [19]. These problems, though primar-
ily occurring in global or geographically dispersed
teams, may become more prominent with unplanned
or unannounced movement to virtuality.

Challenge of managing virtuality or, more impor-
tantly, migration to virtuality, lies mostly with the
leaders of any organization. Team leaders are equally
impacted by these problems. Considerable time and
effort have been devoted by researchers in addressing
these problems [13, 20]. As with other approaches to
leadership, the evidence is mixed and varied. But a
sensitivity to these issues is nevertheless important
and essential.

Similar to challenges associated with communi-
cation, building coordination with virtuality too is a
greater challenge than achieving the same goals in
conventional settings [28]. Effective coordination is
an essential requirement for achieving effective team-
work. If one were to even leave the spatial component
of coordination aside, there still remains the aspect
of temporal coordination which becomes challenging
in teams adopting virtuality. That said, there is still
great potential for enhanced coordination in teams
working virtually. But it may take some time to build
consensus or reach a required level of coordination
as threads of disjoint discussions take shape into a
coherent whole.

Virtuality and teamwork are both emergent from
the context of the team. Therefore, comparisons with
face-to-face modes of working are inevitable but
necessary [25]. Such comparisons are also difficult
to make because of the interaction of factors being

compared. For instance, a manager must take care
of employee personality, online behavior, locational
constraints, and nature of task simultaneously before
allotting work virtually. While this may still not seem
far from possible what should the manager do if
the move to virtuality has been sudden and the only
way to infer all these particulars is by face-to-face
exemplars? Making such comparisons should then
be guided more by intuition and less by rules. Man-
agement literature is full of mutually contradictory
findings across settings but is consistent in describing
how virtual modes have gained importance despite
these complexities.

4. Developing a roadmap for solutions:
Glimpses into the future

Every organization is different. Therefore, every
organization must adapt differently to every cri-
sis according to its unique needs and requirements.
These unique requirements are dictated by the oper-
ating environment, type of work the organization is
involved in, and stakeholders impacted by the orga-
nization’s decision. The sociology of organizations
and industry norms impact the organization too [16].
Therefore, the suggestions offered in this section
form a roadmap for organizations and managers for
structuring their work around virtuality. Virtuality
and virtual work have proven their importance during
the current COVID-19 crisis. People working from
home is the new normal and, as of now, it seems
that this change will be permanent. I build my sug-
gestions on a central, vital, and functional feature of
virtuality – virtual communication and virtual learn-
ing. These features are viewed as significant by most
adopters of virtuality during the current crisis. These
features are also essential for teams in ironing out
differences and helping them stay afloat during hard
times when teams have moved to formerly alternative
work arrangements as the only viable work arrange-
ments [1].

Virtual teams are actual teams – they have simi-
lar deliverables as other teams and must also fight
for limited resources same as other teams. But they
are different in that they are ‘far but close’ [24].
This paradoxical feature is also a hallmark of vir-
tuality wherein members must control their behavior
in distinctive ways. Further complications arise if we
were to consider the effects of proximity and personal
relations on individual employees, wherein close-
ness becomes subjective and perception based. Both
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Fig. 1. Roadmap to Virtuality for Managers.

individual factors and organizational support con-
tributes to balancing the extremes but it helps to be
mindful about potential problems of this nature while
organizing (often in a hurried manner) work around
virtuality. Ensuring that employees suitably identify
with their work and with the organization can also
turn this paradox to the benefit of managers [23]. A
possible workaround to reap the benefits of both face-
to-face work and virtuality is an investment in the
design of hybrid teams – teams having components
of both forms of working in agreeable proportions
[29].

It is possible to train individuals to conform to
norms or to behave in a certain acceptable manner.
But the current crisis presents substantial evidence
that pandemics and other crises are unpredictable and
planning a response in advance is next to impossible.
Therefore, it is advisable that instead of fixing indi-
vidual accountability, teams are made responsible for
critical operative tasks since teams are more flexible
in their modes of working as compared to other struc-
tural units. In virtual modes, communication and trust
in the team is critical since face-to-face contact is min-
imal and probability of conflict is high [17]. Also, in a
changing environment, agility is critical for survival
of the business and has great strategic importance.
Introducing virtual aids for teams and putting flexi-
ble work policies in place can help ensure agility and,
more importantly, modularity in the design of work
[18]. This can shield the organization from the impact
of disruptive changes in the work environment.

Conflict Resolution at any level within the organi-
zation is a task often requiring considerable expertise
and intuition on the part of the manager. The discon-
tinuities in virtuality are potential sources of conflict
[10]. Being careful and investing in mediation and
negotiating mechanisms can greatly help in increas-
ing the trust of the employees in the work systems and

also reduce the time required by managers to resolve
conflicts. Such systems could even lead to reduced
conflicts as employees take up extensive usage for
self-regulation.

Figure 1 shows these steps pictorially.
The onus of managing the transition to virtuality

falls entirely upon managers. This can prove difficult
if they are not aware of how virtuality forms a part
of their work practices initially or after the changes
introduced as a result of a crisis. Virtual work has long
been expected to grow in importance and eventually
replace conventional forms of work. The pandemic
has hastened the pace of this change by increasing vir-
tuality at all levels across multiple organizations and
economies. This is indicative of an imminent move to
virtual organizations in near future [21]. However, the
nature of such organizations continues to be contested
as much work remains to be done on the affordability
of enabling technologies. What managers must pay
attention to in this regard is that future organizations
will certainly exhibit growing embeddedness of vir-
tuality and that present policies and practices could
act as a springboard to propel them into the future.
The roadmap should prove to be a useful tool for them
in this regard.

5. Discussion and implications – Do’s and
Don’ts

Experts agree that the pandemic and crisis situa-
tion is not a one-off incident. History bears testimony
to the fact that every crisis takes the economic order
through similar cycles of disruptions and recovery. In
the case of COVID-19 pandemic, the risks of resum-
ing normal work is so great and the probability of
recurrence so high that any signs of recovery remain
transient and short-lived. Even minor irresponsible
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behavior and non-adherence to guidelines can have
huge consequences for the world order. The need
of the hour is to survive – both for the organiza-
tion and the individual. Signs of deep impact have
now started showing as unmet individual social needs
in times of social distancing turn into instances of
violation of the law and guidelines. Even with the
presence of redeeming factors like virtuality, can
businesses really remain untouched by the crisis as
customers and consumers descend into chaos and
deeper crises loom on the horizon? How can the
manager become proficient in virtual teamwork? Can
the manager diminish the impact of virtuality on
business?

The nature of problems caused by the pandemic has
shown considerable variance across all levels of the
society. Even within organizations, stakeholders at
every level have been affected. Some sectors on which
the economies of several countries heavily depend,
such as aviation and tourism, have shut down com-
pletely with restrictions in movement. The ability of
other sectors to function has been impaired heavily.
However, there are some general or common features
which can be observed everywhere [27]. The general
structure of work in public and private sectors has
shifted to an old but under-utilized paradigm of work
from home, especially with regard to administrative
functions. This is where virtuality has found roots into
the routine work and in the manner daily business is
conducted. Therefore, it would be unreasonable to
form any work practices without acknowledging its
presence and importance for the workplace. What is
surprising is that it seems that hastily adopted prac-
tices may prove to be relatively permanent as the
crisis evolves. Therefore, after gauging the extent of
impact virtuality has or can have on their businesses,
managers should take measures to inculcate virtuality
into work practices taking into account the long-term
measures it can offer for all types of work. The idea
is not to try and diminish the impact of unavoidable
changes but tune practices according to them. Ethi-
cal considerations can sometimes limit the adoption
or acceptance of virtuality. For example, it is impos-
sible for a bank to cede control of its systems at any
point in time for migration to online work. Despite
this, more and more sectors continue to embrace vir-
tuality as the crisis continues unabated, outsourcing,
manufacturing, service, telecom, Information Tech-
nology, education, and so on. But much work still
remains to be done, both in theory and in practice,
for managers to be able to move to virtual modes of
working completely.

The pandemic has also been a harbinger of changes
in the social structure and economic order of the
world. Fortunes have turned as economic giants strug-
gle to cope with the crisis and emerging powers gain a
firmer economic foothold. Societies remain divided,
with fault lines showing how cultural diversity can-
not mask the underlying principles of humanity upon
which the social order stands [30]. The economic sit-
uation has also become a unifying factor for humans
to collaborate in their misery. COVID-19 restrictions
have severely dented the long-term ability to pay or
spend for common people and the effects of this phe-
nomenon continue to emerge slowly. The world has
slipped into a similar slowdown and recession as was
the case a decade earlier. The only difference is that
this recession is predicted to be bigger than any in
the past with money supply and demand also likely
to shrink.

I have stressed upon using virtuality, virtualiza-
tion and virtual teamwork in their present form to
turn this crisis into opportunity. The COVID-19 sit-
uation has lessons for the future too. Taking note of
the vulnerability of the operating environment and
unpredictability of the external situations, managers
must take a cue. Responding to crises, both external
and internal, is a major job expectation from man-
agers within any organization. This is especially true
for managers at the middle or the top level of the
organization. Though managing crisis is largely an
organizational responsibility, individual capabilities
must come together to develop necessary synergies
and firmness of response. It is only through people
helping each other that everyone can come out on
the other side. Therefore, the value of teamwork is
greatly enhanced during such times. Virtuality then
becomes merely an aid to what is actually a human
endeavor at the core. We also see support from gov-
ernments to support virtuality perhaps for this reason
only. Virtuality can also be of great help to man-
agers at all levels of the organization and can be
put to wider use by managers in every sector. Man-
agers need to stop looking for short-term solutions
to business problems and start thinking about the
future which lies beyond profitability. Surviving in
difficult times does provide a huge degree of perspec-
tive. What cannot be stressed enough is the need for
building sustainability into work and work practices.
Therefore, managers must focus on using this crisis
as an opportunity to move to virtuality consciously
by recognizing its limitations and the benefits it has
to offer in terms of better long-term productivity of
employees. Virtuality, in fact, can remove perceived
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behavioral constraints and enable more work from
employees [26].

This study limits its scope to problems across the
spectrum of teamwork and its migration to virtual
modes. Such a migration always takes shape subject
to regulatory mechanisms in place at source coun-
tries. Guidelines for operations may change from
time to time and this forms an important context
under which any discussion of virtuality is sub-
ordinate. I have not focused on any business in
particular because instances of teams are truly unlim-
ited and, given the recently discovered emergent and
process-based understanding, even the possibilities of
teaming are unlimited. Therefore, my analysis should
be considered within the boundaries of time. The pen-
etration of ICTs which enable virtuality and virtual
work falls under a domain outside of organizational
behaviour studies. Therefore, any conclusions drawn
here assume a certain availability of infrastructure,
even if minimal and under various stages of develop-
ment or upgradation. Such technological infrastruc-
ture may not be available (or have limited availability)
in non- or partially- urbanized societies. Work on
the evolution of social and human relations as tech-
nology develops could also fall into the domain of
organizational behavior. The nature of technology is
such, that anything definitive today will be questioned
tomorrow. Therein lies the scope for future work.

My analysis also opens many directions for future
work on a rediscovered understanding of virtuality
and teamwork. I have taken up a discussion of virtual-
ity based on its observed manifestations and existing
definitional complexity. Future research can shed
more light on carrying out comparsion of contexts
in which virtuality becomes embedded in organi-
zational bedrock. There is also scope for limited
empirical testing of any propositions which might be
uncovered by context comparisons such that gener-
alization of the impacts of virtuality are not obscured
in results. My focus in discussing virtuality lies in the
development of long term strategy and policies using
short term issues as a springboard. Future research
can examine short-term impact through reexamina-
tion of literature or fresh work. Researchers can also
see how turning a team to virtualization impacts
immediate objectives of stakeholders. ICTs are an
important element of virtuality and their applica-
tions are on the rise continuously. In fact, existing
work points to a rising awareness about how ICTs
are affecting various aspects of organizational work
(e.g. [32]). Researchers can delve further into how the
work being delegated to AI can impact virtuality and

effectiveness. This article is lacking in quantitative
or qualitative data and relevant analysis to support
the conclusions derived from theoretical arguments.
Future research can attempt such an analysis. I have
also touched upon only in brief on the interactions of
culture with virtuality owing to their extreme com-
plexity and long-term nature. This can also form a
good future research direction for scholars.

6. Conclusion

Virtuality is something which grew parallelly with
the revolution and prolific growth of digitization. It
is an abstract but promising premise upon which cur-
rent and future policy decisions can be based. My
analysis and purpose for revisiting this dimension of
teamwork is based on the observation that it has sub-
tly entered workplaces the world over even in reactive
solutions and responses to the COVID-19 pandemic.
I highlight these essential features of virtuality, weigh
their pros and cons, and provide suggestions on how
managers can turn them to their advantage. In the
process I also summarize, synthesize, and integrate
existing literature on teamwork and its modern con-
ceptualizations. My intended and most important
contribution is to show how we can apply the abstract
and put virtuality into action. My contribution also
lies in initiating and opening avenues for discussion.
The article covers extensively the various facets of
virtuality within and outside the backdrop of the cri-
sis. Overall, the pandemic has thrown into relief how
fragile the world economic order actually remains
even after centuries of advancement and how heavily
we must depend on each other to maintain its bal-
ance. This study is an attempt to contribute towards
ameliorating the ills caused by the current crisis situ-
ation. It is critical to develop a holistic understanding
of anything which might be of potential use when the
variables of a situation are unknown. The COVID-19
pandemic is such a situation. The article is, there-
fore, expected to serve as a guide for managers to
prepare to fight this and any future calamities with a
view of ensuring survival of their business. I also call
upon managers to envision future problems which
current solutions may pose with or without return to
normalcy. Being proactive in managing crisis can cer-
tainly hold the key to successfully overcoming it. As
the author and speaker John C. Maxwell once said:

“If you’re proactive, you focus on preparing.
If you’re reactive, you end up focusing on
repairing.”
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