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Preface



Covid-19haschangedtheglobedrastically.Individualsandtheirorganizationsencounterseriouschal-
lengestodealwith.Challengescanbepersonal,economic,andpolitical.Consequencesresultingfromthe
challengesarelonglastingifnotpermanent.Thisentailsstates,individuals,groups,non-governmental
andbusinessorganizationstocollaborateforaddressingtheissueofconsequencesofCovid-19.Conse-
quencesarerelatedtochangesofleadershipstyles,nationandbusinessstrategies,stakeholder’sanalysis,
jobdesign,internetbusiness,onlineeducation,andmostimportanthealthsystems.

Thebookpresents19selectedchaptersfrom27papers.ContributorsarefromAfrica,Asia,Europe,
NorthAmerica,Australia.Thebookcanbeutilisedbypractitioners and researchers in states,non-
governmental,andbusinessorganizations.

TheChaptersrevolvearoundthefollowingtopics:

• Changesinfhealthsystems
• Stakeholdersofhealthsystemsandhealthstrategies
• Nationswidestrategies
• Revolvingleadershipstyles
• Jobdesign,employee’sengagement,andmotivation
• Internetbusinessandeducation
• ApproachesformanagerialInterventions
• Businesssustainabilityandgrowthincrisisera
• BusinessstrategiesforpostCovid-19era

InChapter1authorsstatethathealthsystemsinGermanspeakinglanguagerequirechanges.Health
systemscannotbemaintainedbyonlymedicalservicesandeconomicalresources.Allotherstakeholders
areimportanttoconsider.Thisenableshealthsystemstodelivertheneededhealthservices.Nursesare
importantstakeholderstoinvolveindevelopingnewperspectiveforhealthservices.Thepaperillustrates
thattheeightstepsofKotter’smodelofchangecanhelptoorganizehealthservicesinamoreproactive
styleratherthanbeingreactive.

Chapter2thenexaminesstakeholdersforhealthsystems.Thisexaminationaimstodevelopresilient
strategies.ThepaperexhibitstheimpactsofCOVID-19onstakeholdersofhealthsystems.Itargues
thatstakeholdersmustbestudiedcontinuouslytodecidetheirdemandsandconcernsbasedondifferent
situations.Itprovidescontributionstopractitionersandresearcherstodevelopbetterunderstandingsof
healthservices

xvi
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Chapter3describesWhole-a-nationstrategies.Thepaperanalysesnationsstrategiesandgovernance
policiesemployedbyGovernmentofBruneitodealwithCOVID-19.Thepapermentions5policyrec-
ommendationstohandlethepresentandfuturepandemics.Thefirstistoestablishacontrollingsystem
formonitoringapandemic.Thesystemshouldbesupportedbyinternationalorganizations.Thesecond
istobuildpoliciesonscientificevidencenotinspeculations.Thethirdistoengageprivatesectorand
peopletodealingwiththepandemic.Thefourthistomovetowarddigitalisationera.Thefifthandlast
istoutilisetechnologytospreadawarenessandinteractswithpeople.

InChapter4authorsexaminetheimpactsofpandemiconsustainabledevelopmentgoals(SDG)and
NationallyDeterminedContribution(NDC).ItshowsthatCOVID-19canbeviewedasanopportunity
andnotasourceofthreats.Theimportanceofethicalconsumption,greenproductionandcleanenergy
arehighlightedbecauseofthepresentpandemic.Nationalpoliciesmustberedesignedtodealwiththe
posterarequirementsofthispresentpandemic

Chapter5examinesinterventionsstrategiestoenhanceemployee’sadaptiveperformanceduringa
crisis.Itprovidescontributionstopractitionersandresearchersinrelationtohowimplementandpromote
newperspectivesforperformancestrategies.

Chapter6pondersonchangemanagementasthenexusofperformanceimprovements.Thepaper
explainsthatuniversitiesinAfricamustrevisittheirpolicies,systems,strategicplans,andimplementa-
tions.Itconcludesthatuniversitiesareurgedtofollowinnovativeinterventionstrategiesandchangeplans.
ItaddsaswellthatanewleadershipstylesenabletodealwithunexpectedconsequencesofCOVID-19.

Chapter7outlinessuccessfactorsoffutureviableorganizations.Thepaperelaboratesonsuccess
factorsforfutureorganizations.Theseareleadershipcapacitytodealwithuncertainty,promotingcus-
tomersloyalty,addingvaluerecognizedbythepublic,developingaculturebasedontrust,evolving
collaborativeenvironments,maintainingacultureofagility,movingtowarddigitalization,andfinally
sustainingeconomicagility.

Chapter8illustratesthatbusinessesencountermanychallengesbecauseofCOVID-19.Business
corporationsaresuggestedtolaunchprogramstoimprovewell-being,skills,andrewardsofemployees.
Humanresourcedepartmentsmustemployinnovativewaystomovebusinessesandemployeestoward
digitalisation.Thiscanhelpleadershiptoplayamajorroleduringthepresentpandemic.

Chapter9contemplatesonshockleadership.Thepaperarguesthatthereisaneedtodevelopanew
modelofleadership.Thenewmodelreflectsallattributes,behaviouralandsituationalcharacteristicsof
earlierleadershipstylesdiscussedbyliterature.Themodelcangobeyondforhavinguniqueattributes
enablingleaderstodealwithcrisislikethepresentpandemic.Trainingprogramsforthenewmodeli.e.,
shockleadershipreliesonReal-timeScenario.Besidesdevelopingshockleadershipincivilianestablish-
mentsrequiresmindfulnesstrainingprograms.

Chapter10statesthatCOVID-19isanopportunityforleaderstoexhibittheirpersonalqualities.
Strategiestodealwithemotionsanddecisionsbasedonsimplicityandcreativityarethemostqualities
forleadershiptodealwiththepresentpandemic.

Chapter11elaboratesonnewchallengesforleadingthechangesintheeraofCovid-19.Thechapter
arguesthatorganisationalleadershipshouldrealiseandactaccordingtotheconcernsanddemandsof
theCOVID-19era.Consequencessuchasworkalienation,lonelinessatworkplace,andspiritualwell-
beingareexamined.Redesigningjobs,informalcommunicationandrelationships,employees’training
andattentionpaidtowork-familyinterventionsaremethodstodealwithconsequencesofCOVID-19.

Chapter12expoundsonthechallengesofemployeeengagementduringuncertaintimes,suchasthe
presentpandemic.Theauthorargusthatadaptiveleadershipcanleadtoenhanceengagement.Thepres-

xvii
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entpandemicofCOVID-19hasdeclinedmotivationandengagementofemployees.Engagementand
motivationarethetriggerforcompetitiveadvantage.Adaptiveleadershipdevelopsthevisionleading
toimprovesocialcapitalandemployees‘development.

Chapter13exhibitsfeatureofleadershipinthepostCOVID-19era.Leadershiproleshavechanged
becauseofCOVID-19.Suchroleshavebeentransformedbythepresentdigitalage.Thesuccessof
leadershipinthiseraisbasedonmanyfactors.Thesefactorsareemotionalintelligence,skillsrelatedto
communication,decision-makingabilities,digitalskills,scientificknowledgeupdatingandawareness
ofself.

Chapter14focusesonCOVID-19andcallforelderlychangeleadership.Thepaperdevelops“anew
postCOVID-19Elderchangeleadershipmodel”.Itpresents11recommendations.Thesetochangelead-
ers’perceptionsofthemselves,employeesandthenorganisationsandtheirculturesinatotalperspective.

Chapter15thechapteridentifiesthemaincharacteristicsoftaskforcesinsmallandmediumorganisa-
tionsenablingthemtodealwiththepresentpandemic.Changesofprocessesandstructure,qualitiesand
talentsoftaskforcemembers,trainingprograms,timepressuresandtaskforceleadersasteammembers
andmentors.arethemajorcharacteristics.

Chapter16presentsacaseofleadershipdealingwithpresentpandemic.Itarguesthatleadership
beachangetriggerinunsettlingconditions.ThepresentationrevolvesaroundthecaseofWerenbach
watches.Thepaperdiscussesacaseofcompanythathasmanagedtogrowduringthispandemicera.
CEOofthecompanyfollowstheservantleadershipstyle;theservantleadershipemploysinnovative
approachestoachieveturnaround.Theseapproachesareconcernedwiththeleadershipcognitive,moral
andself-determination,interpersonalandemployee’sreciprocity,alargecustomerbaseduetowidening
productstypesintermofpricingandutilisingsocialmediaandinternetbusiness.

Chapter17evaluatesstrategiesfollowedbyonebankinBahraintodealwiththeprevailingpandemic.
ThepaperexaminesstrategiesemployedbyBahrainIslamicbankduringCOVID-19.Thestrategies
beingfocusedonareretrenchment,innovating,preserving,andexiting.Itisfoundthatthebankbeing
scannedisfollowingthepreservingandinnovatingstrategiesatthepresent.

AuthorsinChapter18investigateimpactsofleadershiponemployees’effectiveness.Theystatethat
researchonleadershiproles,work-lifebalance,workdesign,motivationandremunerationareafewin
crisissituations.Thepaperrecommendsconductingextensiveresearchonleadershipimpactsonwork
environmentandhumanresources.

Chapter19looksatimpactsofCOVID-19oneducationinstitutionofIndia.Thepaperscansopin-
ionsofteachersinaSouthIndianregioninrelationtotheirviewsofonlineclasses.Theauthorstates
thatthesuddenchangestoonlineteachinghavepositiveandnegativeconsequences.Studentscanhave
accesstoteachingresourcesatanytime.Teachershoweverlackthepropertrainingandsupporttouse
onlinetechnologiesinrelationmotivationandencouragementofstudents.Thisisduetothechanges
ofstudents’rolesinonlineteachings.Alearner-centredapproachsubstitutesthespoon-fedmethods
traditionallyimplemented.

Ebtihaj Al-Aali
University of Bahrain, Bahrain

Meryem Masmoudi
University of Bahrain, Bahrain
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ABSTRACT

The COVID-19 pandemic has suddenly gained urgency in Germany for implementation of new structures 
in healthcare sector to take care of seriously ill COVID-19 patients. The shortage of skilled healthcare 
workers, which has already been discussed before the pandemic situation, has become more tangible 
than ever. Society relies on a properly working healthcare system, especially in a pandemic like the 
one we now witness. After the comparatively mild course of the first COVID-19 wave in Germany, the 
interest in long overdue changes decreased. The second wave of the pandemic occurred in Germany 
as well. Also, in the meantime of the first and the second wave, numerous findings were collected and 
presented, where changes could have an effect. To motivate going forward, the text describes John P. 
Kotter’s model of change management, eight steps to describe necessary changes in organizations and 
leadership in the German healthcare system.

INTRODUCTION

During a pandemic, a country’s health system is a crucial factor in preventing the disease from spreading. 
It is also responsible for helping sick people and alleviating symptoms. In the first wave of Covid-19 
pandemic in Germany, employees of the health care system were identified as “systemically relevant”. 
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In contrast to 61% of German employees, who were accompanied to work at home (ifo Institut, 2020b) 
and 5.6 million people, who were put on short time working (ifo Institut, 2020a), employees of the health 
care system were asked to work overtime at the source of the event (Arndt, 2020).

This approaches are justified by the nature of SARS-CoV-2 (Severe Acute Respiratory Syndrome 
Coronavirus Type 2). The virus can be transmitted between humans mainly through droplets and aerosols 
generated by breathing, coughing, talking, singing and sneezing (Haslbeck et al., 2010; Ji et al., 2018; 
Robert-Koch-Institut [RKI], 2020a). Within a radius of 1 to 2 meter around an infected person the prob-
ability of exposure to infectious particles of any size is increased (Liu et al., 2017). The probability for 
an exposure also exists in small, poorly ventilated or unventilated rooms (Robert-Koch-Institut [RKI], 
2020a). The course of the disease varies in symptoms and severity, from asymptomatic infections to 
severe pneumonia with respiratory failure and death (Robert-Koch-Institut [RKI], 2020a).

The SARS-CoV-2 virus has only recently crossed over to humans from animal reservoirs (Cui et al., 
2019). For this reason, little scientific knowledge was available at the outset. However, it quickly became 
clear that the risk of infection had to be minimized in order to protect human lives and subsequently, the 
economy. The so-called exponential growth of the infection numbers, which is to be expected usually 
in a pandemic, leads to a high amount of the number in a very short time. It was also warned that the 
existing resources of the health care system would not be sufficient to counter the number of infections 
in Germany (RWI - Leibniz-Institut für Wirtschaftsforschung e.V., 2020). The conditions described 
required rapid decision-making and action. The resulting measures, which are summarized under the 
term “hard lockdown,” involved reducing public life in private and working environments.

Due to a shortage of skilled health care workers, medical students, reassigned nurses, retired doctors 
or care assistants have been requested to help in the German health care. Furthermore Covid-19 wards 
and makeshift hospitals were recommended (RKI, 2020b). Also, hospitals and the government had to 
buy a lot of new equipment for protection against Covid-19 and for patient care: masks, protective gowns 
and safety goggles, e.g. But this equipment only becomes useful, if it comes hand in hand with special 
staff training in proper hygiene, artificial respiration and other Covid-19 related care-skills (Kluge et 
al., 2020b). In case of this, rapid knowledge management became necessary.

Moreover, the pandemic causes changes in the German-speaking health care sector in operational 
business as well as in leadership. Some of them, (e.g. lower personnel limits, documentation obligations, 
sufficient protective equipment and correct handling as well as targeted use, increase of intensive care 
bed capacities and care by qualified intensive care personnel were already tied into the discussion of the 
“COVID-19-Krankenhausentlastungsgesetz”, which was passed at short notice in April 2020 (Millich, 
2020). But, with the (temporary) flattening of the first wave, the (perceived) urgency or even necessity 
of changes regarding Covid-19 has decreased in Germany. Within the public discussion, it seemed that 
the German population and responsible executives were striving for a return to the previously existing 
processes and structures. This becomes visible in the demonstrations against the Covid-19-measures. 
The demonstrations were no longer visited only by conspiracy theorists, but crowded by people of the 
middle of society as well (Breyton & Naber, 2020).

Nevertheless, this was an unfavorable endeavor. The second wave of Covid-19 has reached Germany 
as well as other states worldwide. On 13rd November 2020 the RKI-Dashboard showed a total amount 
of 751.095 Covid-19 infected and an increase of +23.542 infected in Germany in comparison to the day 
before (RKI, 2020). The rates continued to increase in December 2020 and January 2021. Within this 
context, various studies discuss an additional enormous number of unreported cases of infected persons. 
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For example in case of various use of PCR-tests (Dorn et al., 2020). Nevertheless, chains of infection 
cannot be traced, because contact details are not available or counterfeit (tagesschau.de, 2020).

Until the second wave could have taken place, different knowledge about the impacts and consequences 
of the Covid-19 pandemic was build up. In addition, further knowledge is generated during the second 
wave. This knowledge shows that changes in the German health care sector are necessary in the time of 
this pandemic and beyond. These changes must be implemented and accepted by decision-makers, real-
ized by the various professional groups in the healthcare system, and accepted and supported by society. 
This requires a good crisis management based on evidence and various skills at different hierarchical 
levels and population sectors.

To achieve this goal, the following text describes along John P. Kotter’s model of Change Manage-
ment eight steps to describe necessary changes in organizations and leadership. Kotter developed this 
model based on generalized observations of well-positioned companies that made changes to remain 
competitive. The companies applied various levers (total quality management, reengineering, right siz-
ing, restructuring, cultural change and turnaround) and were able to achieve different goals. However, 
the different approaches also revealed similar mistakes and lessons learned. On this basis, Kotter derived 
eight phases that must be passed through during a change process. He emphasizes that this process takes 
time and that mistakes in one of these phases can limit or destroy both the overall goal and therefore 
successes achieved up to this point (Kotter, 1995).

The first phase includes to establish a sense of urgency. It aims to ensure that everyone involved 
recognizes that a change is necessary. In the second and third phases, responsible persons and manag-
ers should create a guiding coalition to build up an overview, develop und discuss ideas and necessary 
measures. Within the following phase, the vision of change has to be communicated for buy-in. In the 
best case, everyone understands the new way of thinking as well as acting and goes along with it, so 
challenges can be reduced (phase five). Because of this, short-term wins occur in phase six. At this mo-
ment it is crucial to go on (phase seven) until the necessary changes are integrated into the culture and 
daily-business (Phase eight) (Kotter, 1995; Kotter, 2015).

The model of change management can be used fundamentally to lead necessary changes in the Ger-
man healthcare system. In order to do so, the model has to be applied to the German healthcare systems 
as a whole. (Individual hospitals (chains) or specific institutions of the health care are not considered). 
Figure 1 represents the “big picture” of this work. It shows Kotter’s 8 phases, which already reflect the 
necessary changes of the German health care system in a bullet point manner. It is essential to con-
sider all phases in context and not to be discouraged by setbacks. To motivate this process across the 
hierarchy, in the following, every phase of figure 1 will be described in detail and discussed based on a 
German-speaking countries-related research status by November 2020. Also necessary factors of crisis 
management as well as competencies in leadership will be explained.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



4

Necessary Changes in Healthcare of German-Speaking Countries
 

Phase One: Establish a Sense of Urgency

According to Kotter, 50% of companies fail in the first step. As seen, so did the German health care 
system after the first wave of the Covid-19 pandemic. It is crucial to be recognized by a large number 
that “business as usual” is unacceptable. This goes hand in hand with leaving the so-called “comfort 
zone”, i.e. where everyone knows their way around and feels comfortable. Kotter stresses, the so called 
“aggressive cooperation” of different stakeholders in order of beginning a change (Kotter, 1995).

This “aggressive cooperation” was shown very well during the first wave. But, after some time the 
health care workers (hcws) were an underestimated factor in the discussions about change management 
and leadership. Among others, an narrative overview of Mulfinger discusses mental stress due to epi-
demics among German health care workers (Mulfinger et al., 2020). Therefore, Hower et al. conduct 
a scientific study on challenges and pressures from the perspective of executives of nursing homes. 
They name concerns about Covid-19 infections of those in need of care and employees as one of the 
main factor of psychological stress. Another fear includes uncertainty about measures when Covid-19 
cases occur. Due to educational work and a lack of support from relatives to create understanding for 
the situation by nursing home residents, the workload increase as well. Therefore, the procurement and 
the consumption of protective equipment, the adherence to hygiene regulations, the contradictoriness, 
intransparency of work-critical information and guidelines as well as losses of income are the challenges 
faced within this sector (Hower et al., 2020).

Wolf-Ostermann et al. describe the same challenges after performing an online survey about the 
(partially) inpatient and outpatient long-term care. Based on the results of this study employees in 
long-term care are on high risk of infection. At the same time half of all nursing services and nursing 
homes during the pandemic had problems in obtaining enough protective equipment for employees. 
More than two thirds of all nursing homes report a Covid-19-induced loss of up to 10% of their staff 
(Wolf-Ostermann et al., 2020).

Figure 1. Necessary Changes in the Health Care Sector in German-speaking Countries along Kotter`s 
Model of Change Management
Source: own research
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Hasseler and Hartleb discuss psychological stress factors which burden nursing staff in long-term care 
as well as nursing home residents on international level. Furthermore, increased psychological stress in 
the hospital setting is pointed out. Among other things, the question of guilt is quoted to carry the virus 
on the one hand into the private surrounding field, on the other hand, from the private surrounding field 
into the stationary mechanism (Hasseler & Hartleb, in press).

Moreover, Dr. Gerald Gaß, President of the German Hospital Association (DKG) points out in a press 
release on 17th September 2020 that the pandemic was extremely challenging for hospital staff as well. 
Among other things hcws have to include delivery problems of personal protective equipment in their 
daily work with infected patients (German Hospital Association, 2020b). It promotes fear for their own 
health. Even so, long services, but also the decisions about intensive treatment affects the work force 
(Simhofer, 2020). “The Covid-19 pandemic placed an extreme burden on healthcare workers. Patient 
safety is only possible, if the safety of employees and good working conditions are also guaranteed”, 
Gaß pointed out, too (German Hospital Association, 2020b).

But, due to a shortage of skilled workers, for hcws quarantine rules have been loosened so they were 
forced to work with FFP2 mask (Online-Portal für professionell Pflegende, 2020). On October 15, 2020 
it was also published that cases of infected nursing staff took care for infected residents in long-term 
care. This was conducted in the voluntary nature of those affected and only when certain conditions ap-
plied: freedom from symptoms, wearing a FFP2 mask, exclusive treatment of residents who have also 
been tested positive, special access routes as well as travel to work with one’s own car or bicycle (vom 
Lehn, 2020). Nevertheless, care associations reject this as disproportionate (Online-Portal für profes-
sionell Pflegende, 2020). Either way, it shows that the lack of skilled workers leads to solutions that are 
subject to strong reservations.

The described insights should be understood as a warning sign: Everything must be done to reduce 
the shortage of skilled workers. So the urgency is there: The human resource is strongly connected to 
sufficient intensive care beds and the care of the Covid-19 patients (Wirtz & Stöckle, 2020). To encourage 
the professional hcws to maintain in their daily business it is very clear that shown respect and gratitude 
in the form of applause is not enough (Schäfer, 2020). Further steps of appreciation and recognition as 
well as structural changes of the basic conditions for the execution and different activities in the nursing 
and medical care are absolutely necessary.

To Take in Mind 1

A shortage of skilled workers in the health care sector was discussed in Germany before the Covid-19 
pandemic already (Jacobs et al., 2020; Watzka, 2018). Therefore, an increasing decimation of nursing 
and medical staff must be avoided at all costs, especially in a crisis. A consideration of the additional 
mental and physical strain of hcws must be taken into account. Improvements and the working condition 
is essential to maintain an “aggressive cooperation” regarding upcoming changes.

Phase Two: Create a Guiding Coalition

In phase two Kotter is focusing on a guiding coalition outside of existing structural and hierarchical 
systems. Every important stakeholder, even if they may have a different opinion or only contribute a 
small part in the course of the process, should be involved at an early stage and a common goal should 
be agreed on (Kotter, 1995).
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The Covid-19 crisis came with many new challenges that could not be solved in ad hoc manner by 
means of ready-made action plans. In case of this, new ideas had to be developed, tested, evaluated and, 
if necessary, adapted. During the crisis, different Covid-19 measures were developed by federal state 
politics. In a second step these were discussed among themselves and coordinated with the state govern-
ment. The federalist system in Germany has often been disparaged: The difference in the rules of the 
various states were often considered as inconsistent leadership before. Various Covid-19 measures led 
to confusion, lack of understanding, insecurities and perceived disadvantage and were strongly criticized 
(tagesschau, 2020). In other cases, it became obvious, making distinctions between different regions 
and to reflect these in political decisions is reasonable. It can be recorded: Efficient communication and 
coordination are two factors in a decentralized pandemic response (Münch, 2020).

Therefore, a great guiding coalition between politics and science is built-up in Germany during the 
crisis. Several scientists are involved in providing advice to politicians and the public. Federal and state 
governments are open to scientific advice. The RKI presents daily updated information and further 
information are published in podcast series. The German interdisciplinary association for intensive and 
emergency medicine (DIVI) publishes current recommendations for treatment, care, physiotherapy and 
clinical-ethical on Covis-19 (DIVI, 2020b).

At the beginning, representatives of medicine and virologists stood in the medial focus. Later, spe-
cialists from other professions were also included (Arnold, 2020). Dinges (2020) points out that more 
weight should be given to the nursing science perspective. Some of the now discussed effects of e.g. 
isolation as well as missing contacts and visits to old people are already well investigated on the part 
of the care science - and nevertheless these study results were hardly considered in the decisions and 
recommendations for the (stationary) old person assistance. Nevertheless, ethics consultancy achieves a 
supporting effect as well and should be discussed (Dinges, 2020). Furthermore, the German Society for 
Internal Intensive Care and Emergency Medicine (DGIIN) calls for intensive care to be more involved 
in the development of pandemic plans, guidelines, operational plans and preventive measures, as well 
as in public health (DGIIN, 2020). Additionally, conditions for ethical debate should also be developed 
for clinical care decisions. Moreover, autonomy and responsibility for intensive care nurses should be 
introduced (Begerow et al., 2020).

Coordination between politics, employer and employee of the health care sector as well as the civic 
society are also important. Roth (2020) summarizes different ways to implement democracy and partici-
pation in political decision-making during and after the Covid-19 crisis (Roth, 2020).The DKG shows 
that hospitals depend on the support of health insurance companies and politicians (German Hospital 
Association, 2020a). To create a guiding coalition, all stakeholders have to be involved. This is also 
shown by the discussion on “forced labor”: On the part of the North Rhine-Westphalian state govern-
ment, a commitment to take up activities during the Covid-19 pandemic was initiated. A fine of up to 
500,000 € was also provided for those who would not comply with the demand. Nurses and doctors saw 
this as forced labor of “massive interference with basic rights” (Biermann & Gutensohn, 2020). There 
was obviously a lack of cooperation between politicians and Employers association on how to mobilize 
human resources in the short term. Politicians tried to enforce solutions with regulations and penalties. 
This led to resistance from the hcws.
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To Take in Mind 2

It becomes clear at all levels that a strong leadership coalition should strive to a balance between medical, 
nursing and economic goals (Wirtz & Stöckle, 2020) in accordance with scientific recommendations 
and political decisions. Decisions must be made jointly and transparently.

Phase Three: Develop a Change

Kotter points out that it is necessary in phase 3 to create a vision which is easy to understand for everyone. 
Communicated regulations as well as visualizations can help to make the overall goal more tangible for 
different stakeholders. This enables stakeholders to align their actions with these targets (Kotter, 1995).

The development of a change in the health sector is inevitably linked to action sequences of hcws. 
In case of this, public recognition of the nursing profession must extend to all health care institutions: 
Hospitals as well as nursing homes and general practitioners’ practices and outpatient care services 
(Dinges, 2020). The Hans Böckler Foundation is compiling an overview of various perspectives on bet-
ter working conditions for nursing staff. The researcher stresses that physical and mental stress of these 
are far above average, but the average pay, including bonuses, is only slightly higher than the average 
wage of all employees (Hans Böckler Foundation, 2020).

In addition to wage raises, working conditions must comply with the labor laws. As described before 
hcws have to work overtime during the pandemic. Therefore, it is important that a balancing act between 
the protection of the employees and the adequate care of the patients takes place. Eufinger suggests a 
“virus-friendly” - and thus pragmatic - procedure. He explains that this goes in accordance with the very 
strict German labor laws. It limits the daily shifts to eight hours, but an exceptional shift can go for as 
long as ten hours (§3 Abs. 1 Arbeitszeitgesetz (ArbZG)). Eufinger points to the exception in certain cases, 
and claims that this exception, that allows for 12 hour shifts, often applies here (§ 14 Abs. 1 ArbZG, § 
15 Abs. 2 ArbZG). He explains that could justify the change from usual shifts with eight or ten hours 
according to § 3 ArbZG to 12-hour shifts for Covid-19 patient care. But it has to include that special 
conditions must be met. For example, the special hospital must be located in a Covid-19 hotspot or the 
supervisory authority grants an exemption in the public interest (Eufinger, 2020).

To provide another part of a possible vision and way for relief of nursing staffs, Hasseler et al. (2020) 
have developed a delegation model that allows intensive care experts to delegate tasks to supporting 
staff, which was discussed in the introduction of this chapter. The delegation model is based on a fast and 
targeted self-assessment and external assessment of a supporting staff member along a four-field matrix, 
which classifies individuals according to their specific requirements (Hasseler, Lietz et al., 2020). The 
delegation model requires trust, team atmosphere and cooperation so changes at the organizational level 
are indispensable. For this, it calls for building-up special competences to delegate more tasks. These have 
to be supported by trainings, practical experience and people development (Hasseler, Krebs et al., 2020).

An example of possible training is developed by the training center of the university hospital Muenster 
called“crash-course Covid-19”. It divides human resources in seven levels. The levels 1, 2 and 3 are defined 
as staff for intensive care, Level 4 and 5 for regular wards and level 6 and 7 independent of location. A 
personnel planning is made according to the classification, trainings and infrastructure (Gräuler, 2020). 
In contrast, a very simple partition of supporting forces is the division of the Berliner Bildungscampus 
für Gesundheitsberufe gGmbH (2020) into three groups: Group 1: very unskilled / experience in nursing 
service without training, group 2: Returnees from the care/health professions and group 3: Active nurses 
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in preparation for Covid-19 patients requiring intensive care. On this basis a training concept for care 
in a crisis was developed. It is divided into 17 training modules as followed: 1. Basics about Covid-19, 
disaster control and organization, 2. Basics of hygiene (Hygiene in an emergency), 3. Basics of body 
care, 4. Mobilization support, 5. Recognition of dangerous situations / vital signs, 6. Support within the 
scope of nutrition, 7. Communication in care and in crisis, 8. Support in the context of eliminations, 
9. Fever and dealing with (high) feverish people, 10. Breath-supporting measures, 11. Data protection, 
confidentiality, documentation, 12. Working in the intensive care unit -Admission, transport and transfer 
of a patient, 13. Basics Monitoring, 14. Handling of continuous intravenous medication, 15. Handling of 
non-invasive and invasive ventilation, 16. Basic-Life-Support, 17. Basic care in the intensive care unit 
(Berliner Bildungscampus für Gesundheitsberufe gGmbH, 2020)

Nevertheless, it must be taken into account that training does not equate the supporting staff with 
trained intensive hcws. Various experiences with the employment of returning hcws during the first 
wave of the crisis are gathered. 72% of those surveyed cited problems with the induction and training 
of former nursing staff, 71% complained of outdated expertise, lack of current qualifications and lack 
of routine, 32% see patient care exposed to increased risk (Hollaus, 2020).

In the light of these experiences, it is all the more important that intensive care workers learn to 
delegate and take responsibility. The DGIIN Maintenance Section expressly declares its willingness 
to cooperate in future changes and has already developed a proposal that includes the following five 
points: 1. Monitoring of intensive care capacities, including a qualified care key (skills-grade mix also 
of auxiliary staff), 2. development of training programs, 3. integration of relatives and psychosocial 
care, 4. development of hygiene and pandemic plans and 5. revision of personnel calculation (Hermes 
& Ochmann, 2020).

To Take in Mind 3

To create a vision for the necessary changes flexibility, people development and managers take respon-
sibility for a team with different qualifications are indispensable. Therefore, occupational health and 
safety as well changes at the organizational level must be considered. The care of a seriously ill covid-19 
patient requires professional care. Supporting staff may be helpful with specific tasks, but they cannot 
replace the expertise of certified and academic nurses. Decision makers have to make sure that working 
conditions are supportive and comply with the labor laws.

Phase Four: Communicate the Vision for Buy-in

Kotter´s defined phases are not to be regarded as self-contained units; they overlap. The congruence of 
what key players say to their actions and the role model function is indispensable in order to constantly 
remind people of the necessary changes (Kotter, 1995). A good example can be seen in the description 
of preparation of process instruction at the Robert Bosch Hospital. Roigk and Becker show the way the 
recommendations for contact person tracking of the RKI were specified for one hospital by translat-
ing them into a procedural instruction. It helps to align processes precisely, to make decisions and to 
communicate who is responsible for it. The process instruction consists of four columns: 1. Recom-
mendation of the RKI, 2. Individually adaptable structures and process steps in a process instruction, 3. 
Responsibilities, 4. Further procedural instructions and documents to be created and used. The authors 
point out, it is crucial that the persons involved, work together to develop the necessary process changes, 
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communicate and act along to this (Roigk & Becker, 2020) A targeted communication and information 
ensure the coordination of resources and control of all processes (Silies et al., 2020).

It is important to create an atmosphere for questions in the case of an uncertainty. Furthermore, the 
communication during a crisis need trustworthy information and significantly increase interest in expert 
knowledge. This could be reached, by considering the following communication style:

• Truthful and cautious (factual, transparent, and without speculation)
• Understandable (short, simple, and catchy messages)
• Fast (active and early)
• Consistent (uniform, coordinated, and continuous)
• Explanatory (committed to gaining knowledge)
• Addressing different target groups via appropriate channels (Bodenheimer & Leidenberger, 2020).

Procedural instructions should be distributed through different channels. An information overload that 
creates the necessity to filter for important ones should be avoided (Lesch & Schütt, 2017). Neverthe-
less, it must be considered that small time contingents in practice to take information lead to a delayed 
implementation. Additionally, uncertainties and fears that circulate in the media and politics due to dif-
ferent information should be reflected (Kienast, 2020).

To Take in Mind 4

Communication is the central instrument in a change as well as in and after a crisis. It is crucial that all 
stakeholders involved are informed, understand and implement the benefits of new actions. Furthermore, 
key player, executives and leaders should ensure that content matches and actions align with commu-
nicated content.

Phase Five: Empower Broad-Based Action

In the fifth phase, it must be taken into account that the change may be associated with challenges and 
resistance (Kotter, 1995). The Covid-19 pandemic has several challenges. Since the beginning of the 
crisis, various stakeholder developed approaches for different recommendations and guidelines to get 
an orientation to meet the challenges. (none insists on completeness):

• AWMF published an S1 guideline in September about: SARS-CoV-2 infection in healthcare 
workers - the importance of RT-PCR testing (Janssens et al., 2020).

• The existing challenge is to estimate the needed number of beds and protective material. On the 
one hand, there are storage costs, on the other hand, a shortage of beds and material may make 
treatment and protection impossible. To avoid having to make costs based on uncertain forecasts, a 
tool for stockpiling PPE materials has been developed. (possibly not fully developed)) (Pfenninger 
& Kaisers, 2020)

• Halek et. al set out six points on what can be done in residential care facilities/nursing homes to 
meet the challenges:
 ◦ Early contact with health authorities, communities and treating physicians
 ◦ Discussion with relatives, caregivers and home advisory boards
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 ◦ A reduction in the size of the organizational units. Employees should not be deployed in dif-
ferent living areas.

 ◦ The situation for protected areas remains unclear (accommodation decision). The teams have 
to develop individual solutions.

 ◦ In cooperation with the competent authorities, the institutions have to consider opening up 
the facilities to families and develop concepts. It must be examined whether relatives may 
accompany their loved ones with protective equipment e.g. outside.

 ◦ Residents with a risk of social deprivation must be identified and individual measures must 
be taken. Creative thinking is necessary and individual solutions are needed (Halek et al., 
2020).

• Even so scientific societies relevant societies give clinical and ethical recommendations in 
“Decisions on the allocation of intensive care resources in the context of the COVID-19 pan-
demic” (Marckmann et al., 2020).

• Additionally a “Position Paper for the State of the Art Application of Respiratory Support in 
Patients with COVID-19” is published by German Respiratory Society (Glöckl et al., 2020; Pfeifer 
et al., 2020).

• Furthermore, a S1 guideline: Neurological manifestations in COVID-19, was developed (Berlit, 
2020).

To Take in Mind 5

Various challenges are to be expected during a change process, but these do not have to be addressed 
individually. Recommendations and guidelines of various professional associations bundle existing 
knowledge to support actions. Nevertheless, these are not regarded as comprehensive and final. It is 
crucial to discuss the challenges so that common and better solutions can be found in the future.

Phase Six: Generate Short-Term Wins

Compared to challenges, already existing short-term successes, perhaps not yet fully developed but fun-
damentally applicable, are essential to sustain the benefits and the urgency of the desired change over 
time (Kotter, 1995). Short-term successes also occurred with regard to various instruments and measures 
according Covid-19. Some of these are listed here (none insists on completeness as well):

• Coordinating emergency rooms: First description of helpful processes in Handling of COVID-19 
in the emergency department and targeted further treatment are published (Dodt & Schneider, 
2020; Wennmann et al., 2020).

• Short-term training: A digital strategy was used to supplement nursing staff in the short term 
(Hahnen et al., 2020).

• Caution instead of indulgence: It is important to ensure occupational health and safety for hos-
pital employees. In case of this patients with an unclear infection status or urgent suspicion of 
infection should be classified as infectious until proven otherwise (Schnitzbauer et al., 2020).

• Implementation of a cohort ward: Rabes et al. report on a special unit for Covid-19 patients 
that included structural and technical planning, infection control measures, the establishment of 
interprofessional structures and internal communication. This resulted in experience of optimal 
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care, with well-functioning processes, sufficient material, sufficient personnel and a very good 
interprofessional cooperation. High infection rates as well as psychological and physical stress did 
not occur (Rabes et al., 2020).

• Care and diagnostics: First studies also deal with recommendations in diagnostics and therapy 
for patients with COVID-19 in intensive care (Bein et al., 2020; Kluge et al., 2020a). Therefore, 
special treatment and technical ventilation in geriatric patients are discussed (Zeeh et al., 2020).

• Dying Patients: Münch et al. describe recommendations for dealing with dying patients, which 
have to be treated separately with regard to contact restrictions and visiting prohibitions to reduce 
the psychological stress of patients, their relatives and the hospital staff (Münch et al., 2020).

• Covid-19 ambulances: In order to relieve hospitals and general practitioners, Covid-19 ambu-
lances were installed. A few descriptions of their construction and treatment are published, too 
(Bleckwenn, 2020).

• Psychosocial support: Reinhardt et al. develop a concept for psychosocial support during the 
COVID 19 pandemic. It consists of five components:
 ◦ Patient hotline # WirsindfürSieda (translation: #We are there for you),
 ◦ psychosocial support of inpatients of COVID-19 using Tablet #Zusammengegendiekrise 

(translation: #Together against the crisis),
 ◦ psychiatric conciliar service,
 ◦ psychosocial support for relatives,
 ◦ Staff hotline #HelpTheHelper. (Reinhard et al., 2020)

• Use of video consultations: A German feasibility study and clinical application during the 
COVID 19 pandemic indicates the good practicability and acceptance of video consultations by 
psychotherapists and patients (Haun et al., 2020).

To Take in Mind 6

Different short-term wins occur. It is important to show these in order to motivate a change process. 
Nonetheless, the listed studies point out that the results are based on initial observations and must be 
further developed and evaluated. In addition, there are certainly other smaller successes that are not 
listed here. Therefore, ethical discussion about limited resources, advance planning of care, weighing 
up infection prevention against the disadvantages of long-term social isolation receive more and more 
consideration (Sieber, 2020).

Phase Seven: Never Let Up

Subsequently to phase six and the restrictions named there, also according to Kotter, in many cases the 
final goal achievement is announced too early and all related efforts are neglected. There is a danger that 
old processes will creep back in, as regulations that have been introduced are relaxed. By that, critics, as 
well as skeptics who could not be convinced of the necessity of change up to this point are given access 
to undermine what has been newly introduced (Kotter, 1995).

With regard to phase six, which clearly indicates that the initial successes should be pursued and 
expanded, the observed decrease in the urgency for change after the first wave is all the more regrettable. 
Also, a large part of the population has recognized the vulnerability of the system. Therefore, hardly any 
undertakings were made to construct a solution to organize a future social coexistence with the virus. 
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Everywhere, the adjustment processes concentrate on a return to ‘pre-crisis normality’ as quickly as 
possible (Kropp, 2020). This idea also ran through the health care system. Most health care institutions 
were switched back to “business as usual”. It seems to be forgotten that Covid-19 cases still occur in 
hospitals, even though they are not always treated in the intensive care unit (Lambrecht & Baars, 2020).

Moreover, very often the vaccine development and positive forecasts for rapid approvals are com-
municated. But it is fully pushed into the background that a vaccine development against a new pathogen 
takes long. Even the vaccination against the H1N1 Influenza virus needed six months in the development, 
although in this only from a triple flu vaccine to a single vaccine had to happen. To develop a vaccine 
against SARS-CoV-2 virus there are new problems, with a virus that has only just appeared and cannot 
simply be adapted to existing vaccines. (Amanat & Krammer, 2020). Thanks to strong research activity, 
it is possible to use an approved vaccine in Germany since December 2020. Therefore, a great deal of 
skepticism about vaccination among the population has to take in consideration. Survey results indicate 
that willingness to be vaccinated shows a significant relationship with trust in government institutions, 
academia, and traditional media, as well as satisfaction with past Corona policies, refusal is associated 
with increased conspiracy mentality (Universität Heidelberg, 2020).

Besides research in vaccine there should be more knowledge building in treatment and care models for 
Covid-19 patients as well as necessary organizational framework conditions. To achieve these framework 
conditions, regional care and research networks must be established, controlled by university medicine. 
This also must provide additional laboratory capacity and technical facilities. The inpatient and outpatient 
sectors must be networked, the public health service must be strengthened, digitization must be expanded, 
basic research must be expanded both nationally and internationally, and the existing per-case flat rate 
system in Germany must be expanded (Leopoldina - Nationale Akademie der Wissenschaften, 2020).

Talevi et al. demand a new psychological crisis intervention model (Talevi et al., 2020). Vindegaard 
and Benros also stress that neuropsychiatric consequences and the indirect effects on mental health is 
highly needed to improve treatment, mental health care planning and for preventive measures during 
potential subsequent pandemics (Vindegaard & Benros, 2020). Therefore, the expansion of digitization 
in Germany is of great importance for diagnosis, therapy as well as prevention (Klös, 2020) in situations 
where personal contacts and patient visits as well as patient transportation are limited.

In addition to focal developments within the health care system, changes in the civic must be taken 
into account. Social sciences are making proposals for “multi resilience” based on “basic robustness”. It 
follows the idea of making societies more capable of reacting and solving problems in completely different 
crisis contexts (Fathi, 2020). In close connection, social changes of mutuality and understanding of social 
roles play a major role (Kortmann & Schulze, 2020). In nursing, but also in medicine, many positions 
are occupied by women. Part-time work has also increased, in hospital medical service from 8% in 2009 
to 36% in 2019 (Augurzky & Schmidt, 2020). The Covid-19 pandemic has shown that flexible working 
time models and a good work-life balance are more important than ever (Kortmann & Schulze, 2020).

The Technical University of Munich has provided a variety of ideas for sustainable action according 
to Covid-19, which includes various focal points. It becomes clear that a sustainable change has to take 
place in cooperation between science, economy, media and politics. Basic research, digitization, medi-
cine and health in the broader sense, education and change in the world of work as well. In addition to 
national opportunities for improvement, international cooperation is considered important. The German 
government will continue to pursue this after the pandemic (afp/aerzteblatt.de, 2020).
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To Take in Mind 7

It is crucial not to give too much weight to small successes in order to distract from bigger challenges 
ahead. The change in the German healthcare system must be tackled in a sustainable manner. The Co-
vid-19 crisis not only requires the development of a suitable vaccine. It calls for comprehensive and 
sustainable developments in supply and organizational/institutional structures, political cooperation and 
decision-making, psychological strengthening of the civilian population and digitization.

Phase Eight: Incorporate Changes Into Culture

According to Kotter, it can only be assumed that a change is implemented in a corporate culture if the 
next generation of top management really does personify the new approach. Otherwise decisions are 
made against the change (Kotter, 1995).Considering that Covid-19 requires multiple changes, it must be 
kept in mind that this comprehensive change takes time. So, necessary changes can only be expected in 
small steps and along various political terms. That in mind, it is gratifying to see that some changes have 
already been incorporated into various corporate cultures in the healthcare sector, which are also listed 
here. There is no claim to completeness. But it should be emphasized that cultural change is possible.

1.  OWM- networks: With the concept of so-called “One Minute Wonder”, learning content is to 
be conveyed via learning boards with short waiting times. In 2016 these were tested in a German 
intensive care unit and found to be effective. This concept was adopted for all intensive care units 
in the hospital and is supervised by authorized persons. Such learning boards were also created 
for the treatment and care of patients with Covid-19. These are used, constantly updated and also 
made available to other hospitals via an online platform. (OMW-Netzwerk |, 2020)

2.  Distance Learning: Distance learning was introduced during the first lockdown in the training 
of paramedics. It was recognized that this can serve not only as a secondary replacement for face-
to-face training, but that a combination of face-to-face and distance learning can help to create 
transparency and improve the quality of training. (Regener et al., 2020)

3.  New links within German hospital networks: A hospital network is dependent on environmental 
input factors. The Covid-19 pandemic has led to new linkages in bureaucratically shaped hospital 
structures. This helps to establish so-called economized structures and further organizational de-
velopment. (Wolf & Molzberger, 2021)

4.  Interprofessional task forces: To translate the generally applicable political decisions to the vari-
ous health care institutions cross-department and interprofessional task forces in individual crisis 
staff have to be set up (Silies et al., 2020). Schmitz et al. report about professional crisis manage-
ment group of hospitals in Germany and Switzerland three positive aspects: 1. The willingness 
to cooperate under crisis conditions, 2. The possibility of (unexpected) rapid changes and 3. The 
opportunity for agile action. They explain these by the open-minded adjustment of the various par-
ties. And the absence of the suspicion of merely wanting to protect their own interests. (Schmitz 
et al., 2020)

5.  Mandatory report of intensive care beds: The government has introduced a mandatory report 
for hospitals on the number of intensive care beds available. This continues to exist and is being 
developed further. For example, it is now possible to view time series. (DIVI, 2020a)
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6.  National and Global Health Think Tanks: National Global Health Think Tanks are not yet as 
well developed in Germany as in other countries. The Institute for Global Health Berlin (IGGB) 
was founded in 2017 as an academic think tank and knowledge platform in Berlin. Here, transna-
tional health problems, determinants and solutions at the interfaces between politics, science and 
society are dealt with against the background of promoting interdisciplinary cooperation (Bonk 
et al., 2020). The Covid-19 pandemic has shown that this form of science is important to address 
global health problems. Therefore, more work like this should be done in Germany as well.

To Take in Mind 8

It becomes clear that new forms of collaboration, cooperation, learning and knowledge transfer found 
their way to different institutions already. Moreover, it is essential that necessary changes within the 
German healthcare system are focused, supported and pursued across all parties.

CONCLUSION

Along Kotter`s model of change it becomes obvious that a country’s health system and structures of 
social coexistence are closely interrelated. Due to nationalization, management issues in the German 
health care system are always linked to political decisions. It must be taken into account that these deci-
sions should be taken evidence-based. Furthermore, it has to be possible to implement these decisions 
in a simple and targeted manner in everyday practice across professional groups, which are understood 
and accepted by those affected, i.e. the civilian population. It should also be borne in mind that hcws 
are also part of the civilian population cause, there is a lack of understanding, where there are rules 
for the civilian population that are softened for hcws. Health protection measures and human working 
conditions are indisputable to achieve and maintain. Where support through digitization and technical 
aids is possible, this should be used. It is crucial that adapted learning formats lead to a safe handling 
of these aids by employees.

An overall understanding that Covid-19 causes irreversible changes is necessary. Efforts should there-
fore be invested early on in solutions that embrace these changes rather than in solutions that convulsively 
try to restore the pre-pandemic state. Communication and cooperation is necessary across professional 
groups, sectors and hierarchies. In addition to that, every change needs time and experience. Experi-
ence was simply not available at the beginning of the pandemic. This led to trial-and-error scheme. It is 
crucial to evaluate these experiences, and, if they had shown or promise some advantages, adapt them. 
This requires acceptance that an idea may not develop as positively as it seemed at the beginning. In 
addition, developments, which have often been ignored in the past must be regarded. This means that a 
health care system is based on more factors than the medical and economical aspects. The crisis clearly 
shows that nursing care is relevant to the system, too. Nursing science and professional associations in 
the field of nursing science must assert their claims for change and strengthen nursing science (Stemmer 
et al., 2020). Wirth and Hülsken-Giesler call for new forms of management in nursing that not only react 
to market-changing innovations, but also understand the pandemic as a learning opportunity, rethink 
structural support and further development of nursing care (Wirth & Hülsken-Giesler, 2020).

In this context the Federal Center for Health Education is a specialized authority in the portfolio of 
the Federal Ministry of Health and points out the following:
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“Public Health includes all organized, multidisciplinary and multiprofessional approaches in disease 
prevention, health promotion, disease control, disease management, rehabilitation and care. Special 
emphasis is placed on the management and evaluation of collective health problems and the design of 
care with the aim of developing and controlling a health care system that offers the entire population 
(or larger subpopulations) the best possible health care that meets their needs - using culturally and 
medically appropriate, effective and ethically and economically justifiable means.” (Franzkowiak, 2015)

In case of this, it can be summarized that Kotter’s model offers a good opportunity to implement 
changes in a structured and systematic way even in times of a pandemic. Concerning the health care system 
in German-speaking countries, it is fundamental that change decisions are made within the system. This 
requires an overarching perspective of needs-based patient care and the involvement and participation 
of all stakeholders. It applies to both the overall management and the management of the various health 
care institutions. Medical, nursing and other service providers must work together on an (inter-)profes-
sional, (inter-)setting and (inter-)sectoral basis to create a functioning system. This must be supported 
by direct and targeted communication, technology and other innovations. A sensible balance between 
ethical and economic aspects must be struck, so that efficiency and effectiveness can be achieved not 
only on the basis of economic indicators but above all in positive emotions, quality of life and health. 
Every political term should focus on the health of the German population. In order for evidence-based 
decisions to be made, this is also a call for science to provide tractable research results. To support this 
change in the long term, research with regard to varying focal points as well as interdisciplinary research 
approaches are necessary. A necessary personnel development and a suitable skill grade can be observed 
and analyzed from the perspective of nursing science, medicine, human resources and organizational 
science. An exchange and accumulation of different perspectives create even greater benefits under 
systems theory teachings. Necessary communication patterns are to be developed in cooperation with 
psychologists, linguists and experts from the professional groups concerned. Further research should be 
focusing the civil population and transparent exchanges of political decisions as well as their effect on 
the general sentiment of the civil population.
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ABSTRACT

The era of COVID-19 has initiated dramatic and unexpected changes related to all aspects of life. The 
impact of these changes is unforeseeable. Health services have encountered many challenges, which 
one country cannot deal with alone. The contagion of the disease requires changes in all walks of life, 
specifically health services. Psychiatric services have seen an increased demand from mental health 
patients and many people alike. This is due to unrest, anxiety, stressful, and the ambiguous character-
istics of the present situation. This chapter presents reflections of the first author, the psychiatrist, on 
the major stakeholders for health systems at the present situation. These stakeholders are regulations, 
patients, pharmacies, society and community, and psychiatrists themselves. Despite all efforts to deal 
with the impacts of COVID-19, the need for transforming health systems in general and psychiatry in 
specific still persists. One of the major conclusions is to develop programs enabling psychiatrists and 
physicians to deal with their own distress.

1. INTRODUCTION

COVID-19 pandemic is leading to uncertainty in all walks of life. This pandemic, since its declaration 
by World Health Organisation in March 2020, has been accompanied with the unpredictability of health 
concerns globally. For psychiatry, these health concerns were exacerbated due to the unique nature of 
mental health diseases. The unforeseen and unanticipated consequences of COVID-19 on mental health 
patients aggravate their sufferings. This is primarily due to physical distancing and lockdown. Healthy 
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individuals are also vulnerable to mental health issues. The fear of contracting the disease on the one 
hand, and the possibility of job loss and poverty due to economic problems on the other hand, are making 
many individuals susceptible to mental health problems. COVID-19 is transforming relationships between 
stakeholders for health care systems. Health practitioners, psychiatrists, and health service workers are 
not exempt from the impacts of COVID-19. They are in contact with this pandemic on a daily basis, do-
ing their best to avoid being infected . This paper examines stakeholders for health systems . The most 
important stakeholders are reflected on from a narrative perspective. These stakeholders are regulations, 
patients, pharmacies, society and community and psychiatrists. This paper consists of six sections. Sec-
tion two examines the methodology employed. Section three elaborates on the stakeholders for health 
systems. Section four then narrates reflections on the main stakeholders for health systems during the 
COVID-19. Section five presents implications and conclusion. The last section next states limitations 
and future researches. The paper argues that regulations have to change on a continuous basis to cope 
up with requirements for every era differently. Regulations concerning psychiatrists and physicians in 
Bahrain still lag behind in comparison to other countries.

2. METHODOLOGY

The COVID-19 pandemic is a new phenomenon. Such a phenomenon is still under research.
Al A’Ali and Al-Sarraf (2016) state that qualitative research is most suitable for relatively contem-

porary phenomena. The qualitative methodology allows for advancing and developing comprehensive 
understandings of the phenomena being examined.

Qualitative research scrutinizes the contents of information collected employing different methods. 
Reflection and narration methods are heavily used in papers reviewed (Moreno et al.(2020); Goldman 
et al. (2020) ; Vieta, pe’erez and Arango (2920) ; Rajkumar (2020); and Negam (2020). However, most 
quantitative research reviewed was to study the impacts of COVID-19 rather than developing a holistic 
understanding (Al-Hanawi et al. (2020) ; Alsalman et al.(2020) ; Bojdani et al. (2020)).

This paper is a qualitative work for two reasons. First, the phenomenon is still being researched and 
more investigations are required. Second, reflections based on a narrative perspective used can comple-
ment the majority of quantitative researches administrated in Bahrain. Literature is analyzed through 
narrations. Reflections then attempt to relate literature narrated to the context in Bahrain.

3. STAKEHOLDERS FOR HEALTH SYSTEMS

In this section the definition of stakeholders is discussed. The process of evaluating stakeholders and 
advantages of such evaluation is elaborated on. Then lastly stakeholders for health systems are examined.

3-1. Definition of Stakeholders

Ali, Ramly and Chai (2014). and Crane and Matten (2016) state that stakeholders are defined differently 
by various researchers. They then explain that stakeholders are affected by businesses which in turn are 
affected by stakeholders. This is to say that it is a two sided relationship between businesses and stake-
holders. Therefore businesses’ decisions are influenced by interests of stakeholders.
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There are two types of stakeholders (Al- A’ali, (2020)). These are primary and secondary. Primary 
stakeholders are necessary for businesses to succeed. Consumers, employees, suppliers, shareholders 
and investors, communities, and governments are primary stakeholders. Groups that have no direct stake 
in businesses are called secondary stakeholders. These are pressure groups, non profit organizations, 
trade associations and media. However, failure to meet the concerns of these secondary stakeholders 
might lead to a negative reflection on the image of businesses. (Ferrell, Fraedrich and Ferrell (2015)).

Addressing stakeholders demands and concerns is completed through a stakeholders orientation. This 
consists of three steps. The first is for businesses to collect information about their stakeholders. The 
second then is to distribute to and to assess information collected by all organisational levels. The last 
is to respond to information collected about stakeholders (Ferrell, Fraedrich and Ferrell (2015)). The 
stakeholders analysis according to Ali, Ramly and Chai (2014) can explore the relative importance of 
each stakeholder. This can achieve two main advantages. Business organisations firstly learn about the 
stakeholders having the greatest influence on their success at a given point of time. Secondly, business 
organisations then will address the demands and concerns of the most influential stakeholders at that mo-
ment of time. The analysis of stakeholders enables business organisations to measure their performance 
in an efficient and effective manner through designing successful business strategies. These strategies 
reflect key success factors related to stakeholders (Henry (2008)).

3-2. Stakeholders for Health Care Systems

The perspective of stakeholders for health care systems illustrated by Stanwick and Stanwick (2009) 
consists of seven groups. These are health care provider including hospitals, pharmaceutical businesses, 
patients’ families, Union of Doctors, health insurance companies, government medicaid and health services, 
and “managed care”. These seven groups are characterized by two things. First, each of these groups has 
different relationships with a doctor and a patient. Second, in a given situation one group’s needs might 
be satisfied while other groups might not be served. There is another accountability perspective, accord-
ing to Stanwick and Stanwick (2009), leading physicians to experience different demands and concerns 
from nine types of stakeholders. These accountability stakeholders are hospitals, patients, employees, 
lawyers, professional association, investors, government, private patients and “managed care plans”.

3-2-1. NHRA and Stakeholders in Bahrain

The National Health Regulatory Authority NHRA in Bahrain was established in 2009 by Law Decree 
No 38. NHRA is managed by a body consisting of members of both public and private sectors, headed 
by a representative from the Bahrain Defence Force. Regulations, laws, and procedures in relation to all 
stakeholders of health systems in Bahrain are enacted by NHRA. Figure 1 below illustrates all stakehold-
ers which NHRA considers important to enhance health services. (Al- saffar, (2020).
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In 2017, NHRA outlined Code of Conduct for professionals providing health care in Bahrain . Based 
on this Code of Conduct, Figure 2 exhibits accountability stakeholders for physicians. Physicians are 
in ongoing reciprocal interactions with their own stakeholders. These interactions lead to have mutual 
influence on both physicians and stakeholders. The Code of Conduct of professionals is assumed to relate 
to all health professions. AlSaffar (2020) explains that psychiatry, due to its unique nature, might require 
a different code of conduct. Such a code of conduct is currently lacked. Therefore this paper employs 
accountability stakeholders of physicians according to NHRA. These stakeholders are shown in Figure-2.

Figure 1. NHRA ‘s stakeholders for health systems in Bahrain
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The paper examines reflections of the first author, the psychiatrist, on the most important accountability 
stakeholders shown in figure 2. The importance is decided based on the ongoing interactions between 
the stakeholders and the impacts of the present situation. Impacts of the situation refer to concerns and 
demands require to deal with as consequences of Covid-19. Stakeholders reflected on are as follows:

1.  Regulations of NHRA to meet concerns of this present time
2.  Demands and concerns of patients and their families
3.  Pharmacies and drugs prescribed
4.  Society and community
5.  Physicians/psychiatrists ‘wellbeing.

4. REFLECTIONS ON STAKEHOLDER OF HEALTH CARE 
SYSTEMS: A NARRATIVE PERSPECTIVE

In this section, reflections on Accountability Stakeholders of Physicians and Psychiatrists are discussed. 
Legislations, patients, pharmacies, society and community, and psychiatrists’ wellbeing are the main, 
frequently elucidated stakeholders (Moreno, et al. (2020); Vieta, P’evez and Arango (2020) ; Bojdani et 
al. (2020)). Reflections are presented based on literature narrated . Stakeholders are examined according 
to their relative importance at the present time .

4-1. Regulations

Authorities and institutions regulating health services are the first stakeholder to study. These authorities 
and institutions specify the contexts in which other stakeholders operate. In a situation of crisis such 

Figure 2. The Accountability Stakeholders for Physicians based on Code of Conduct developed by 
NHRA (2017)

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



29

Psychiatry in the Midst of the Pandemic
 

as the COVID-19 pandemic, regulations can facilitate practices of the stakeholders. This explains the 
reasons for discussing them first.

Telehealth is approved by health authorities to cope with the unique situation created by the swift 
spread of COVID-19. Many studies illustrate the benefits of such treatment approach.

Karim et al. (2020) state that mental health services are mainly state-funded in Qatar. They add 
that telehealth in psychiatry is assisting to meet the increasing demands on such services during the 
COVID-19 time. They also explain that telehealth can be a complementary treatment approach after 
the present pandemic. This is for two reasons. First, telehealth assures privacy for patients avoiding to 
be stigmatized. This is congruent to the findings of AlAtteq et al. (2018). They explain that stigma is a 
fear that mental health patients try to avoid. The stigma is directed against individuals suffering from 
mental health diseases . This is also compatible to the findings of the psychiatrist, the first author of this 
paper. The author argues that patients prefer appointments and treatments on WhatsApp rather than the 
official site specified by the hospital. The reason according to patients, is to assure privacy. The first 
author of this paper, as well agrees with Karim et al. (2020) that telehealth can still be employed in the 
future for the purposes of convenience. The second reason, according to Karim et al. (2020) for using 
telehealth in the post COVID-19 era is the paucity of human resources. This seems to be the case in the 
United States. In March 2020, the government of the United States has relinquished many regulations 
restricting telehealth temporarily. Moreover, guidance for practicing has been issued by the American 
Psychiatric association (Bojdani et al. (2020)).

4-2. Patients

Patients represent the second type of stakeholders to probe. The entire purpose of the health care system 
is to serve patients. COVID-19 does not only affect mental health patients. Many people are vulnerable to 
mental health diseases as a consequence of Covid-19. Alsalman et al. (2020) conclude that around one-
third of the Bahraini population suffer from varying degrees of psychological impacts as consequences 
of Covid-19. These psychological impacts are illustrated in stress, anxiety and depression. Karim et al. 
(2020) notice that the demand on telepsychiatry has increased by 36.5% during four months of the study 
in Qatar. Similar findings are reported in the U.K. Reuters, on 20 November 2020, states that health ser-
vices should be prepared to meet the increasing demands on mental health services (reuters.com, 2020). 
It also states that 20% of Covid-19 recovered patients suffer from mental illness. Naqvi (2020) argues 
that life threats caused by COVID-19 lead people to undergo depression, stress and anxiety in Pakistan. 
Moreno et al. (2020) assert that during COVID-19 mental health patients report overeating and drug 
misuse. They (2020) affirm that suicidal behaviour can be a consequence of social distancing. Reuters on 
20 November2020 affirms that 65% of mental health patients are more susceptible to contract Covid-19.

Bojdani et al. (2020) contend that psychiatric services have changed in the United States as a result of 
the COVID-19 pandemic. They add that COVID-19 has transformed methods for the psychiatric treat-
ment for inpatients, emergency rooms, the Consultation Liaison overseeing inpatients and emergency 
rooms ‘patients. They expound as well that psychiatric services have to adjust according to the needs 
of the patients’ population in any given community. They (2020) assure that telehealth is an alternative 
treatment approach employed by psychiatrists at this time. This is congruent to the argument stated in 
regulation.

World Health Organisation (WHO, (2006)) elaborates on mental health services in Bahrain. WHO 
expounds that primary care physicians and family practitioners are trained by the psychiatry department 
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to deal with mental health disorders. There are 23 primary care centres which have psychiatric drugs 
available to prescribe. Community care is also provided for mental health patients. Home visits at which 
family members attend are planned. Treatment procedures are provided and are explained to out-patients 
and their families. There are mental health programs for the elderly and children as well. Psychiatric 
services in Bahrain serve a broad spectrum. All these services are based on face-to-face treatment. This 
face-to-face treatment is avoided by the majority of patients and psychiatrists as a result of the conta-
gious nature of COVID-19. However, psychiatrists at The Psychiatric Hospital in Bahrain still engage in 
face-to face treatment with three groups of patients. These groups are new patients, patients with severe 
psychiatric disorders, and patients requiring direct treatment from psychiatrists, e.g. injections given. In 
addition, The Psychiatric Hospital still arranges for home visits to patients and their families.

The first author of this paper observes that COVID-19 recovered patients in Bahrain require mental 
health treatment as well for two reasons. The first reason is related to pain, depression, stress, anxiety, 
and fear of the loss of life, and insomnia that are still experienced by COVID-19 recovered patients. The 
second reason is a stigma associated with Covid-19 recovered patients. This leads relatives and friends 
to avoid socializing with them. The avoidance is underpinned by a fear of contracting Covid-19. The 
second reason highlights the importance of psychiatrists’ educational roles to patients recovered and to 
the society alike .

4-3. Pharmacies and Drugs Prescribed

Although there is no real separation between patients and drugs prescribed but for the purpose of analysis, 
pharmacies are listed as number three accountability stakeholder. Medicines for mental health patients 
should be monitored and controlled by psychiatrists in cooperation with pharmacies. The latter are ruled 
by health regulations.

Goldman et al. (2020) state that the Food and Drug Administration in the United Stated has loos-
ened the regulations to dispense of some medications. Cozapine, an anti-psychotic for example, can be 
dispensed by pharmacies without meeting neutrophil count reporting.

Medicines for mental health patients in Bahrain can be dispensed through two avenues. The first is 
for the Psychiatric Hospital to arrange for home delivery. The second is for private hospitals and clin-
ics to dispense medicines through pharmacies. Both avenues can contribute to reduce the possibility of 
contracting COVID-19.

4-4 Society and Community

The COVID-19 diagnostic test is administered free of charge by the Ministry of Health in Bahrain. 
Bahrain is one of the pioneer countries in the Middle East to launch a national education campaign for 
the COVID-19 pandemic. The campaign is to outline symptoms and prevention methods. Social distanc-
ing, lockdown and curfews were some of the measures put in place to control the spread of COVID-19. 
Home-quarantine is employed as well. Masks-wearing in public has been mandatory since April 2020 
(Maher Negm, 2020). Measures to contain the pandemic have compounded problems of mental health 
patients. Healthy individuals also suffer because of the implemented measures. Stress, anxiety and de-
pression are experienced by these people. Such experiences lead them to seek mental health treatment. 
This highlights the different roles of psychiatrists. These roles are first as health professionals via the 
treatment of patients, second as informative through their educational roles to train and to teach people 
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how to deal with their distress, and the lastly the role to maintain their own wellbeing and broadening 
professional practices.

Different businesses these days in cooperation with psychiatrists, such as the first author of this 
paper, organise seminars about COVID-19 pandemic. These seminars aim at discussing the impact of 
the pandemic. Elaboration on methods of dealing with such impacts are illustrated as well. Seminars 
are provided online.

In addition, The Psychiatric Hospital still serves the society through arranging the regular visits to 
mental health patients and their families.

4-5. Psychiatrists’ (Physicians) Well Being

According to the World Health Organisation, 10% of those infected by COVID-19 globally are health 
workers (DW- breaking world news(2020)).

Mental health services mainly revolve around patients and psychiatrists. However, the latter lack 
many supporting regulations and methods. AlSaffar (2020) states that psychiatry as a medical speciality 
requires its own codes of conduct. The lack of such codes represents one of the reasons for the absence 
of support methods. Health practitioners, as a result of their contact with patients, suffer from mild to 
severe distress. This suffering is exacerbated as the number of COVID-19 patients increases in health 
facilities (Al-Hanawi et al. (2020)).

Rajkumar (2020) states that there is few research about the impact of COVID-19 on health work-
ers. The papers reviewed by Rajkumar (2020) are mainly conducted in China. He elaborates that based 
on experiments, it is found that some methods can help health workers to deal with distress caused by 
COVID-19 . These methods focus attention on physicians‘ physical needs such as food, psychological 
needs such as rest areas visited periodically by a counsellor, and training programs in relation to caring 
for COVID-19 patients and measures to protect themselves i.e health workers. Such programs are still 
being developed. He (2020) adds that telephone helplines addressing mental health problems of health 
workers seem to have positive impacts . Such programs discussed by Rajkumar (2020) are not available 
for psychiatrists in Bahrain. No support methods and systems are designed to assist in dealing with 
negative impacts of COVID-19 on psychiatrists/physicians.

5. IMPLICATIONS AND CONCLUSION

The above literature reviewed and reflections illustrate the need to examine stakeholders‘ require-
ments on a regular basis. However, in a situation of unexpected crisis such as COVID-19, dealing with 
stakeholders is a must. The Kingdom of Bahrain has reacted swiftly to the spread of COVID-19. Many 
measures have been implemented to monitor COVID-19 patients. Other methods are implemented to 
control the transmission of the pandemic. However, this is a global disease which one country cannot 
deal with alone. There is still place for improvements. Based on the above reflections, the improvements 
suggested can be as follows:

1.  NHRA has to develop different codes of conduct for every medical speciality based on its unique-
ness. The pandemic demonstrates the need to have codes of conduct for psychiatrists as a matter of 
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urgency. This is suggested by AlSaffar (2020). The suggested code can help to improve practices 
based on urgencies of situations.

2.  Regulations have to be loosened to leave room for future situations. The literature review mentioned 
above states that telehealth can still be used as a regular treatment approach even when the present 
pandemic is over.

3.  Medicine prescribed is dispensed either directly through pharmacies or home delivery. There an 
obvious need for a centralize agency. This would prevent patients from collecting the same drugs 
from different psychiatrists as happens in substance abuse and prevent the hoarding of medications 
due to fears of unavailability The misuse of drugs makes them in short supply for the patients who 
need them the most.

4.  Non-Governmental Organisations should play active roles in dealing with the present pandemic. 
Researches on charity organisations, professional societies, and religious bodies can shed light on 
the desired contribution of non-government organizations to contain the spread of a pandemic. 
This can complement the official efforts launched by the government .

5.  Psychiatrists and physicians and other health workers are the front lines. Health authorities and 
health facilities should introduce methods and techniques to assist psychiatrists and physicians to 
deal with distress experienced. The least of which is the introduction of help lines as stated above 
and found by Rajkumar(2020).

6. LIMITATIONS AND FUTURE RESEARCH

This paper examines the impacts of Covid-19 on stakeholders of health systems. Such an examination 
has not been studied in the context of Bahrain. Besides, the paper is based on narration and reflection 
methods of qualitative methodology. These methods add broader descriptions of the issue being scanned. 
However, quantitative methodology can shed different understandings for the pandemic being scrutinised .

It is suggested that future researches should focus on the following areas:

• Investigating stakeholders of health systems and their interactions on a regular basis
• Studying methods and programs to help psychiatrists \ physicians and health workers to deal with 

their own distress
• Researching processes of the phenomenon of stigma against both mental health patients and 

Covid-19 recovered patients.
• Probing regulations enacted by health authority.
• Assessing roles of non-governmental organizations to deal with such societal crisis
• Exploring new approaches for treatment of health illness .
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ABSTRACT

The emergence of COVID-19 has swept the globe by storm, taking the lives of hundreds of thousands of 
people and infecting millions worldwide. As the virus continues to spread, governments have pursued 
strategies and action plans, with some achieving notable successes, while others fail miserably. This 
research focuses on how the Brunei government has become an outlier in tackling the COVID-19 pan-
demic. As such, this chapter provides substantive content useful for policymakers and experts to learn 
from the Brunei experience in pandemic management through a whole-of-nation framework, effectively 
contributing to both theory and practice in public policy and governance. The research on Brunei further 
gives credence on the need for governments to administer participation among the private sector and 
society to tackle grand challenges of the 21st century, particularly in preparation for the ‘Great Reset’ 
amid post-COVID-19. Policy recommendations have been presented.

INTRODUCTION

COVID-19 is a highly transmittable and pathogenic viral infection caused by severe acute respiratory 
syndrome (Sheeren et al., 2020) with an estimated fatality rate of 2%, as reported on the 29th January 
2020 (WHO, 2020). The virus emerged from Wuhan and spread to Chinese cities and abroad around 
6th October and 11th December 2019 (van Dorp et al., 2020). On 30th January 2020, the WHO (World 
Health Organization) declared the virus as a Public Health Emergency of International Concern. As of 
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4 January 2021, there have been 83,322,449 confirmed cases of COVID-19 including 1,831,412 deaths, 
reported to WHO (Covid19.who.int), affecting over 200 countries and territories. The global economy 
contracted in the second quarter of 2020 as COVID-19 containment measures disrupted production and 
labor movement (CSPS, 2020b). In May 2020, the Asian Development Bank estimated that COVID-19 
could cost the global economy up to USD$8.8 trillion (ADB, 2020). As the virus wreak havoc, other 
countries have attained notable successes in containing COVID-19. One example is New Zealand, which 
took rapid, science-based risk assessment and early action at various levels (border-control measures, 
community-transmission control measures and case-based control measures); plus a strong leadership 
to confront the Pandemic as a “united team of 5 million” (Baker et al., 2020). However, one country 
that has been overlooked by the global media and academia is Brunei Darussalam. Since the first case 
was detected on 5th March 2020, the Government of Brunei (henceforth GoB) has taken drastic and 
immediate action to manage the virus spread, resulting in the successful containment of the disease. In 
this book chapter, a case study is be done on how the country’s strict approach in nipping the issue in 
the bud has enabled the country to ride the COVID-19 storm, utilizing the Whole-of-Nation approach 
(Omar, 2020) as a governance framework to analyze the Government’s response.

The research contributes to the growing scholarship relating to how Brunei Darussalam has dealt 
with the COVID-19 crisis from a pandemic management and public policy perspective. Various studies 
have emerged relating to the GoB’s policy responses (Chaw et. al, 2020; Wong et al. 2020a, Wong et 
al. 2020b; Wong et al. 2020c; Koh et al, 2020); its effect in leadership and crisis communication (Pang, 
2020); creative expressions in Social Media (Mohamad, 2020); and the virus’ impact on Islamic and 
Social Finance (Hidayat, 2020; Basir, 2020) and the economy (CSPS, 2020a, 2020b). This chapter adds 
to the growing contribution in scholarship, in hopes that it can be useful for policy-makers, experts and 
students of public policy and governance on how Brunei controlled COVID-19. The Whole-of-Nation 
approach is also an increasingly prominent field in governance that needs further substantiation, which 
this chapter aims to do. The analysis of policies by the Government relating to having strong top-down 
governance, continual engagement of the private sector and society, and the continued urgency placed 
upon every member of society in tackling COVID-19 would further contribute to the conceptual and 
practical insights needed for readers of this chapter to further understand how Whole-of-Nation can be 
understood and operationalized, especially in adjusting towards the Great Reset in a post-COVID-19 
global society (Schwab and Malleret, 2020). For the concept of Whole-of-Nation governance centers in 
taking care for and working with the people, and doing so would help to strengthen trust and dynamic 
capabilities in tackling the grand challenges of the 21st century (Mazzucato and Kattel, 2020).

BACKGROUND

1. Brunei Darussalam

Brunei’s political system is characterized as a resilient monarchy (Talib, 2002), with a long history 
stretching over 600 years (De Vienne, 2015). The GoB is highly centralized and its economy is fueled by 
hydrocarbon resources (Cheung, 2017). Close to 33.8% of the national workforce are in the public sector 
(DEPD, 2020), which makes public sector employment in the country higher than the regional standard 
of 15% (OECD, 2019). The country also has universal healthcare coverage, with citizens only paying a 
single Brunei dollar for every consultation to the hospital and is free for anyone under 12 years old (Brunei 
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Year Book, 2015). The strong healthcare system is in line with His Majesty the Sultan of Brunei’s Titah 
(or Speech) to strengthen efforts towards improving the welfare of the people and stability of the nation 
(Borneo Bulletin, 2011), along the lines of its own socio-political and cultural background (Rahman et 
al., 2019). As of 2020, the two most significant issues identified and faced by the nation is the depletion 
of Oil and Gas Resources (Baskaran, 2010), increasing unemployment levels, and job mismatch (Musa 
and Idris, 2020). In response to overcoming these issues, Wawasan 2035 was envisioned (Hashim, 2010; 
Hamdan and Hoon, 2019), one that entails turning Brunei into a nation known for its high standard of 
living and highly educated and skilled populace. There is also the need to rethink job futures and to 
adopt Brunei for the Fourth Industrial Revolution (Cheong, 2019), with the latter spearheaded by the 
Digital Economy Council (The Scoop, 2020a). As such, major decisions are normally made through a 
Whole-of-Nation approach (Omar, 2020b), later to be useful in responding to crisis such as COVID-19.

2. Factor Endowment of Brunei

Factor endowments have contributed to Brunei’s status as an outlier in tackling COVID-19. It is impera-
tive to take into account the unique strengths of each country to avoid making grand generalizations of 
this study. First, Brunei is a pro-family Malay Muslim majority country (Ahmad, 2018) with a small 
population of 469,400, meaning that it is relatively much easier to conduct contact tracing, testing and 
isolation policies (Wong et al., 2020a), compared to other countries with tens of millions of population. 
Secondly, the GoB has a robust healthcare system with universal health coverage and a high human 
development index, sustained by its robust welfare policy (Ibid). It also has BND15 million allocated 
for outbreaks and public health emergencies (Ibid). Third, its Oil and Gas resources were able to sustain 
the economy despite border closures. The abundance of resources were also prudently channelled in 
strategic areas of interest, such as the setting up of a BND$569,348 virology lab (The Bruneian, 2020a; 
The Scoop; 2020b) to increase the COVID-19 testing capacity by tenfold (The Star; 2020a) and to build 
the BND$11 million hospital wing in National Isolation Centre in Tutong (The Scoop, 2020c) to double 
the capacity of beds. Investments were made without overloading the national budget. Finally, Brunei 
has a strong central government headed by the Sultan of Brunei, enabling for fast and drastic strategic 
decisions to be made by a GoB populated with a competent and highly educated and skilled bureaucratic 
elite. All the above endowments have contributed to the success of Brunei’s experience.

3. Status of Covid-19 in Brunei (as of 4th January 2021)

The first detected case of COVID-19 in Brunei was of a male aged 53 on the 5th of March 2020. He was 
part of a group of 19 people who attended a religious gathering (Tabligh) at Jamek Sri Petaling Mosque, 
KL. The group quickly devolved into becoming Brunei’s first cluster of SARS-CoV-2, transmitting the 
disease to 52 others (Chaw et al., 2020). The origins of the first cluster was traced back to the Tabligh 
event, which was attended by 19,000 people (Mat et al., 2020; NST, 2020). It became a SSE (Super 
Spreader Event), triggering governments around Southeast Asia to contain the virus mass outbreak. 
The Brunei Government is credited for having identified and informed regional governments on the 
issue. Following the outbreak, outbound travel was restricted for all Brunei residents on the 15th of 
March, and a ban on all foreign citizens entering the country enacted on the 23rd of March. From 20th 
of March, all individuals entering Brunei underwent RT-PCR testing on arrival and 14-day quarantine 
at a designated facility. Three Bruneians (males aged 64, 56, and 67) succumbed to the virus; while 149 

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



38

Whole-of-Nation Approach in COVID-19 Management
 

others recovered. The last locally recorded COVID-19 case was in the 6th of May 2020, or 242 days as 
of the 4th January 2021 (Borneo Bulletin, 2021). There were a total of 172 cases, with 20 imported ac-
tive cases receiving treatment at the NIC with another being admitted to the Intensive Care Unit (ICU). 
Since March 2020, 10,519 individuals have completed mandatory self-isolation, with 572 undergoing 
the process at government monitoring centres after arriving from overseas (Ibid). The total number of 
lab test since January 2020 is 83,775.

LITERATURE REVIEW

1. Whole of Nation

Governance is a perennial field that requires a continual update in scholarship to tackle ongoing chal-
lenges facing nation-states and society. Central to these studies are the role of the State or Government. 
The State is the primary unit upon which a society is governed by. Max Weber arguably pioneered the 
study of the State through his work Bureaucracy (Weber, 2015). The main idea he proposed was the 
need to rationalize policies to tackle issues confronting society. In the mid-19th century, Woodrow Wil-
son wrote ‘The Study of Public Administration’ (Wilson, 1886), which laid out the aim of the study of 
administration so as to straighten “the paths of government, to make its business less unbusinesslike, to 
strengthen and purify its organization, and to crown its duties with dutifulness…” (Ibid). The journal 
legitimized the study as science in academia. Ever since then, theories come and go. Among these include 
New Public Management (Lane, 2000), Joined-up-Governance (Keast, 2011), Whole-of-Government 
(Christensen and Laegreid, 2007), and Digital Era Governance (Dunleavy et al., 2006). They emerged 
to answer Woodrow Wilson’s challenge almost 134 years ago. Each idea has had its meaningful impact 
in the way how governments – mainly Western governments – operate, ranging from being primarily 
business-like (NPM), to decentralized (JUG), to centralized (WOG), and of being digitized (DEG). The 
study of Public Administration has gone a long way since its inception and will continue to evolve, but 
even then there have been calls to add non-State organizations into the governance process.

Enter Whole-of-Nation into the equation. The approach works to incorporate non-State actors into 
the governance process. These non-state actors include those from the private sector and general society. 
WHO (2012) even affirmed the important role played by “relevant stakeholders, including individuals, 
families and communities, intergovernmental organizations and religious institutions, civil society, aca-
demia, the media, voluntary associations and, where and as appropriate, the private sector and industry, 
in support of national efforts for non- communicable disease prevention and control, and recognize the 
need to further support the strengthening of coordination among these stakeholders in order to improve 
the effectiveness of these efforts” This “comprehensive” governance approach (Doyle, 2019) must not 
be mistaken with decentralization, but rather to utilize a pragmatic approach in which the State can gal-
vanize non-State actors to administer all sectors of society in tackling emerging issues or existing crisis. 
Doing so would result in economic dividends (Pike, et al, 2012). In turn, the people are also involved 
enabling them to secure critical experiences and other benefits, enabling them to be empowered (Gruber 
and Trickett, 1987) as well as to achieve self-government (Rasmussen, 2011). This form of inclusive 
governance also has the chances to strengthen the State’s legitimacy and capacity in governing, allow-
ing for the State to focus on key areas that matter the most to get the best results possible for the society. 
Whole-of-Nation also aims to administering public participation (Eckerd and Heidelberg, 2020) among 
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non-State actors. The best way to do so is to invite non-State actors to play their part in nation-building. 
Participation is a central part of public administration, and public administration is defined as how leaders 
translate politics into the a reality citizens can see every day (Kettl, 2016). Indeed, it is from the local or 
bottom-level that has roots and experience to dealing with themselves, further increasing the efficiency 
and effectiveness of the state and society to govern themselves forward in tackling the grand challenges 
of the 21st century with innovative and dynamic policies.

2. Pandemic Management

Academia has an important field in global health titled Pandemic Management. A sub-field of Crisis 
Management, Pandemic Management aims to mitigate and contain risks, impacts, and to fill in knowl-
edge gaps to tackling pandemic outbreaks (Madhav et al., 2017). Whilst the pandemic like Covid-19 is 
unprecedented, it is not the first of its kind. Indeed, the pandemics of the past have resulted in signifi-
cant implications for global history. For example, history would change had the plague did not ravage 
Athens during the Peloponnesian War (Warner, 1962). The same case can be made to Europe’s Black 
Death that killed an estimated 25 million people, almost a third of the continent’s population (Gottfried, 
2010). There is also the 1918 Spanish Flu, killing between 20 to 50 million people worldwide (Trilla et 
al., 2008). Significant advancements in global healthcare, studies in health policies, cooperation at the 
international level supported by institutions like the WHO, and other pandemic management innovations 
(WHO, 2018) and technologies since the 21st century are making a concerted effort to control crisis like 
these. This includes epidemics such as SARS, H1NI, Ebola, MERS, Ebola, Zika, as well as other known 
epidemic diseases that still ravage today’s societies, such as cholera, HIV infection, influenza, meningitis, 
malaria, tuberculosis and yellow fever (Ibid, 2018). With COVID-19’s emergence, the scholarly work on 
pandemic management has only gained prominence as a core part in global governance. On this particular 
note, it is no longer enough for countries to be the only agency to tackle pandemics. Preferably, it has to 
be a concerted global and local effort in the process of Pandemic Management (Verbeke, 2020), hence 
the need to incorporate a Whole-of-Nation approach to the entire process.

Evidence-based policies (EBP) pertaining to pandemic management is also vital to effectively tackle, 
manage, and mitigate a global pandemic (Murray and Lopez, 1996; Cairney, 2020) as well as to tackle 
misinformation (Harley and Vu, 2020) or Infodemic (Zarocostas, 2020). Working based on science and 
rationality as an extension of public policy would also result in better decisions being made, resulting in 
people to trust the government. Policies have necessarily been polished over the years, as evidenced by 
healthcare experts and doctors prescribing policies for a society that involves the need to practice social 
distancing (Brzezinski, e al, 2020; Wilasang et al., 2020), to maintain their hygiene (such as by using 
sanitizers), the need to close off public venues to mitigate any incidence of mass outbreaks of the virus. 
A good process of Epidemic or Pandemic management has been outlined by the WHO (2018), in which 
countries have to anticipate new and re-emerging diseases “to facilitate faster detection and response; 
followed by their early detection of emergence in animal and human populations; the third stage is the 
containment of the disease at the early stages of transmission; followed by the control and mitigation of 
the epidemic during its amplification; and fifth, the elimination of the risk of outbreak or eradication of 
the infectious disease. Crisis communication directed to “flatten the curve”, involving the need to avoid 
overloading healthcare capacities, are also emphasized and socialized to society (Malecki et al, 2020) 
as with the need to combat Fake News. At the foundational level, all these policies have to be backed by 
science and evidence for a better and informed decision-making and policy result.
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3. Whole-of-Nation in Pandemic Management

The research gaps within the literature have identified the deficiency of matrimony between Whole-
of-Nation and Pandemic Management amid COVID-19. Most of the theories and practice have only 
confined themselves having the State to do most of the heavy load in Pandemic Management. While the 
State is crucial and central to pandemic management, non-state actors or groups, primarily the private 
sector and general society, must not be treated as a mere periphery to the governance equation. It is a 
mistake to preclude non-governmental entities, especially when the dividends that can arise from a united 
front by all members of society in tackling a pandemic or, any other challenge for that matter, could 
bring about positive significance, such as greater efficiency and the potential increase in state capacity 
and legitimacy, as well as societal empowerment. The added benefits would prepare general society for 
future challenges, in turn. Moreover, it would bring about great advantage for state leaders, healthcare 
professionals, and non-state leaders to take this opportunity to learn and embed the Whole-of-Nation 
framework in the path to transform how global or local governance operates in the 21st century. This 
approach would also allow potentially for the Whole-of-Nation governance to become Whole-of-Global 
governance to effectively embrace the ‘Great Reset’ (Swab and Mallerett, 2020). That would, of course, 
be an area that requires deep pondering and serious scholarship for another day. For now, this book 
chapter integrates the theories of Whole-of-Nation and Pandemic Management during the COVID-19 
crisis focusing Brunei as a case study.

RESEARCH METHODS

This book chapter has deployed Case Study as a research method (Yin, 2017; Stake, 2005). Qualitative 
case study refers to the substantiation of academic work through the extraction of theories and meanings 
from the ‘thick description’ based on primary and secondary sources (Cousin, 2005). In this research, 
sources have included government press releases, press conference speeches, news articles, literature 
review, observation of researcher, and more. First, this work will utilize the press releases published by 
the Ministry of Health since the COVID-19 crisis began in January 2020 to November 2020 to examine 
the evolution of how the Brunei Government has reacted towards the management of COVID-19. Key 
speeches delivered by the government ministers of Brunei in its Press Conferences will also be analyzed 
to see the patterns of policy development and governance process. Next, this work has reviewed critical 
articles by news articles by the national media organizations, such as Borneo Bulletin, RTB, The Scoop, 
and many others. A secondary literature review on the COVID-19 situation and the Whole-of-Nation 
concept have also been done. The Case Study has also incorporated this researcher’s observation on 
COVID-19. The first-hand observation would provide depth and richness to the meaning extracted 
(Morgan et al., 2017) from the Brunei experience in overcoming the COVID-19 crisis. Overall, the 
Case Study method is suitable in analyzing how the Brunei Government emerged as a high performer 
in the COVID-19 crisis.
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FINDINGS AND DISCUSSION

1. The State of Brunei

The role of the State or Government is crucial and central to the Whole-of-Nation approach, as in the case 
of Brunei in tackling Covid-19. For one, the GoB took tentative steps to coordinate with international 
health organizations such as the WHO to keep abreast of the issues happening in China. Since the 6th 
January 2020, or two months before the virus spread to Brunei, the Government is already monitoring 
the COVID-19 cases (MoH, 2020a). The GoB has also taken tentative steps to inform the public health-
related advice, to inform the public from going to certain parts of China at that time whilst stepping 
up its vigilance and preparedness to control the entry of the virus into Brunei Darussalam. Measures 
include introducing body temperature screening for passengers arriving in the country via the Brunei 
International Airport, especially from cities in China starting in 21st January 2020, strengthening the 
implementation of SOP in government clinics and hospitals, as well as the continuous risk monitoring 
and assessment of the infection worldwide (MoH, 2020b) The existence of the early monitoring capacity 
continued throughout the months. The virus eventually spread in Brunei with aggressive ferocity from 5th 
March 2020 (MoH, 2020c), resulting in over 148 people infected by the virus by 20th November 2020. 
The GoB’s robust monitoring and surveillance system and bold decision to intervene early, buttressed 
by an aggressive test, isolate, and tracing system were crucial in flattening the curve.

The other key areas that are attributed to the GoB’s success was its open communication and transpar-
ency in dealing with the virus. When the virus was discovered and was linked to the religious gathering 
(Tabligh) participants, the GoB organized daily press conference, with the Minister of Health himself as 
spokesperson (MoH, 2020c). The Tabligh gathering in KL devolved into an SSE, resulting in thousands 
of regional participants from Southeast Asia getting infected by the virus. The immediacy of the message 
was echoed to other Governments, causing countries to prepare for the spread of the pandemic. Sure 
enough, other countries also took steps to test, isolate, and trace the pandemic outbreak. The level of 
transparency exhibited by the Government of Brunei has helped Southeast Asian countries to tackle the 
virus spread. At home, the level of transparency demonstrated by the GoB has further been strengthened 
by continuous press conferences and information spread through Old and New Media, such as Social 
Media (Omar, 2020a). The concerted action further enhanced public confidence as well as to tackle 
fake news or Infodemics, both of which “could cause more anxiety or panic in the local community” 
(Borneo Bulletin, 2020c). In turn, the Brunei population was continually fed key information on how to 
play their part in becoming a solution to the problem. For this, the GoB advised the people to maintain 
social distancing, to wear masks, and to take other safety and hygienic precautions.

It was not just a ministerial effort that went to tackle the disease but the entire government executive 
ranches – all 13 ministries of the GoB – were galvanized to pursue policies to take care of the people’s 
welfare amid the Covid-19 crisis. With the Sultan of Brunei leading the Government, all the ministries 
got directly or indirectly involved in waging war against Covid-19. It was a grand exercise, arguably 
rarely if never observed before, when ministers from the Ministry of Health, Ministry of Culture, Youth 
and Sports, Ministry of Religious Affairs, Ministry of Finance and Economy, Ministry of Transport 
and Info-Communications, Ministry of Industry and Primary Resources and the other key elites of the 
country got involved in the daily press conference to inform to the public of the key developments of 
policies and efforts carried out by their respective ministries. The concerted and collaborative Whole-
of-Nation effort exemplified by GoB increased people’s confidence in the Government and may have 
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most likely allayed people’s worries and anxieties, particularly on the uncertainties that engulfed Brunei 
Darussalam during those difficult times. Information was communicated to the public, and the minis-
tries socialized policies transparently and openly. The ministers have also communicated openly and 
answered questions on what the GoB is going to do whenever they were asked by the media press and 
bloggers during the press conference.

The GoB has also enforced the amended Infectious Diseases Act 2020 (Borneo Bulletin, 2020d), which 
came into effect on 30th January 2020. Lawbreakers would be fined up to BND$10,000 or jailed up to 6 
months through the law. When the policies to shut down selected businesses were enacted, a well-known 
gym business was fined BND$5,500 for flaunting the policy (Borneo Bulletin, 2020e). The GoB has also 
taken strong measures to tackle fake news or misinformation being spread in its Fifth Domain. Social 
media outlets were most likely heavily monitored by the GoB to nip misinformation. The GoB fined on a 
21-year old for causing a breach of peace (Borneo Bulletin, 2020f). Following the punishment, the public 
was “strongly advised to refrain from publishing, forwarding or creating fake news and misinformation 
about COVID-19 as these may be regarded as offences under the legislation including Section 34 of the 
Public Order Act, Chapter 148 which carries a penalty of a fine of BND3,000 and imprisonment for three 
years” (Ibid) . Further enforcement was carried, with business premises fined when they fail to follow 
regulations, such its ongoing ‘Operasi Merati’ operations (Borneo Bulletin, 2020g). In other matters, 
twelve irresponsible partygoers were jailed after flouting COVID-19 restrictions. The Sultan himself 
referred the hotel incident in a special Titah on the 21st March 2020 to highlight the need to follow the 
law to ensure regulations are adequately enforced by the Government and for people in Brunei society 
to abide by them in order to beat Covid-19 (Borneo Bulletin, 2020h; The Scoop, 2020d).

Finally, the GoB further facilitated regulations and policies based on scientific evidence and best 
practices from other countries. GoB have taken cues from other countries’ and international organiza-
tion’s experience and expertise in pandemic management, whereby tackling the issue early on would 
reduce the spread and hence save lives. It even took the initiative to implement innovative policies. For 
example, the Government was also an early adopter of “RT-PCR testing in the absence of symptoms, 
making it mandatory under the Infectious Disease Act for all individuals with (i) travel or close-contact 
history (regardless of symptoms); (ii) pneumonia; or (ii) present a second time at a health care facility 
for an influenza-like illness within a 14-day period…random sampling is also conducted in community 
health centers, and among the large foreign worker population” (Wong et al., 2020a). The Government 
actively advised the public to follow health advices and instructions, including the need to maintain 
social distancing, to wear a mask, to use hand sanitizers, to report themselves if they are not feeling well 
to the hospital, and even to cancel wedding events to contain the COVID-19 spread. All these advice 
and policies were all backed by scientific information and socialized for the public to understand and 
follow. This ‘mass education programme’ was communicated through Old and New media continuously, 
to the point it may have become borderline repetitive. Nevertheless, the process arguably worked, and it 
is from the education given to the people that they comply willingly with the regulations implemented, 
for people are confident that the regulations and policies were reasonable.

2. Role of the Private Sector

The private sector in Brunei employs 66.2% of the workforce (DEPD, 2020), employing 74,400 persons 
in 2019. The main generators of GDP are the Oil and Gas industry. Brunei Shell Petroleum (BSP) is 
by far the largest private sector in the country, employing an estimated 4,000 employees and more than 
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20,000 contractors (BSP, N/A). As for non-Oil and Gas sector, they make up the rest, employing the 
remaining private-sector workforce. Amid Covid-19, the private sector in the country was badly hit and 
had to undergo a difficult adjustment period. In this matter, the GoB outlined measures requiring busi-
nesses to adhere to regulations and policies, which the private sector has to follow. Among the policies 
required were having the private sector to install the contact-tracing software PremiseScan App (The 
Bruneian, 2020b). With over 10,709 downloads as of June 26, 2020 (The Scoop, 2020e), the App is 
used for the Government’s contact tracing efforts, where workers, customers or visitors of a business 
premise has to scan every time stakeholders visit the business or attend work. Following the App, busi-
nesses were also told to follow strict guidelines, such as having them to do temperature checks by the 
entrances, to scan the QR code or otherwise write their details in a logbook, to have their workers wear 
masks, to have customers abide by social distancing measures, and to ensure cleanliness and hygiene in 
the premise should not be compromised. Businesses across Brunei has to, therefore, adjust to the ‘new 
normal’ (Yang, 2020).

In light of Covid-19, the IT private sector took the initiative to jointly-produce self-screening mobile 
application integrated with artificial intelligence and data analytic capabilities with the Government. The 
PremiseScan and the BruHealth App were materialized and enhanced with the support of Ministry of 
Home Affairs (MoHA), MoH and Ministry of Transport and Infocommunications as well as IT Protec-
tive Security Services Sdn Bhd (ITPSS), Dynamik Technologies Sdn Bhd, Unified National Networks 
Sdn Bhd (UNN) and EVYD Technology (Borneo Bulletin, 2020i). The BruHealth app became a notable 
success, with over 436,047 downloads being made since May 14 (Ibid). This meant that the App has 
a significant penetration rate of 92.7% among the populace. The App was later modified and further 
polished by a China-based company. New advances were made since enabling people to get real-time 
updated data on the Covid-19 statistics and to access their personal healthcare information, which is a 
leap forward in the digitization drive in the national healthcare system. Aside from the contact-tracing 
software, telecommunication companies such as UNN Sdn Bhd complemented the digitization drive by 
providing quality and affordable internet connection services, particularly to those who are not privileged, 
such as students with no internet to facilitate online learning (Borneo Bulletin, 2020j). On the whole, 
the IT and telecommunication sectors played their role to digitize Brunei during the Covid-19 pandemic 
and moving the nation one step closer to the 4th Industrial Revolution.

When it comes to the private sector adjustability amid Covid-19, there were bumps and hurdles 
along the way faced by companies in transitioning to a ‘Work from Home’ model (ILO Monitor, 2020) 
or remote working. The entire process was particularly novel for Brunei. However, the guidance and 
encouragement to pursue the ‘Work from Home’ policy led primarily by large private sector compa-
nies and government-linked organizations have most likely helped the transition process for non-state 
organizations. The measure was implemented to mitigate community spread (The Asean Post, 2020). 
Hence, it became an imperative for the companies mentioned to adapt to the model to their workforce, 
where possible, especially when their business was affected by Government’s temporary closures of 
businesses. For example, private school and tuition centres that saw classes done online, such as through 
Zoom (Borneo Bulletin, 2020k). Restaurants, however, have no choice other than to provide service 
delivery during the shutdown period. Delivery apps, such as GoMamam, grew in popularity in those 
period (Biz Brunei, 2020), although the trend may have been slowing down since. Other businesses may 
find ‘Work from Home’ model to be unsuitable, however. These businesses include cinemas, gyms, golf 
courses, and bowling alleys – they have been opened since. In any case, the ‘Work from Home’ model 
has most likely increased the digitization drive in the country, whereas those companies that could not 
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carry the model out due to the nature of their business had to endure difficult times, sometimes shutting 
their business for good. Nevertheless, Covid-19 accelerated digitization.

The adverse effects on businesses by policy restrictions amid Covid-19 have particularly hit companies 
hard. During the period, it became increasingly difficult for employers to bring their foreign workers 
into the country because of the travel restrictions imposed by the GoB (Moh, 2020d). As part of the 
virus containment policy, the GoB suspended foreign workers still outside the country from coming to 
Brunei. The business uncertainty and potential losses faced by businesses may have resulted in Brunei 
companies to hire locals. As such, the GoB expanded the “i-Ready” programme to help business in 
Brunei to hire and train locals in the process (MOFE, 2020). Business, sensing the uncertainty caused 
by Covid-19, took on the chance by enrolling into the programme and hiring locals to further adjust 
with the times. The resulting effect had three consequences, namely 1) it reduced the unemployment 
rate in Brunei; 2) provide a breathing space for the private sector to hire locals and hence to help them 
to stabilize operations in the absence of foreign workers; 3) and to train locals in the process in various 
industries and sectors so they can become skilled. Other than that, businesses have taken initiative to 
hire locals in light of foreign supply restrictions. Hua Ho, Brunei’s biggest retail shop chain, has opened 
up 300 job openings between October and November 2020 (Facebook, 2020a). The job opportunities 
would afford people jobs. The ‘Bruneinization’’ drive would most likely continue in the near future.

The Whole-of-Nation approach would not have been complete without taking into account the role 
of mass media in the country. Media in Brunei include Borneo Bulletin, Media Permata, and Sin Chew 
Daily all played vital roles in the dissemination of information to the mass public. Their continuous 
reporting of the press conference briefings, publications of government health information and advice, 
and many others have contributed to the socialization and awareness of people towards the Covid-19 
situation. The media has also deployed Social Media to reach out to the public. Bruneians are heavy users 
of internet (Anshari et al. 2017) and has the third-largest user per capita of Social Media in the planet in 
2018, with the Government having the most active Instagram account worldwide (Omar, 2020a; Kemp, 
2019; Borneo Bulletin, 2020l). As such, people get their news on Social Media and the content related 
to COVID-19 in Brunei were mostly generated and shared by the media outlet. Thus, private media 
companies become influential in influencing the mass public. The role of State media must also not be 
underestimated as they primarily set the public agenda, in which other media has to get their informa-
tion from. The influence and the partnership between state and private media resulted in strong control 
of information throughout the process, allowing for people hence to get news, advice, and information 
on Covid-19, as well as to fight Fake News and Infodemics.

3. Society

General society including those from the NGO sector were galvanized to support the GoB. The Youth 
Volunteer Ad-Hoc Committee was set up by the Ministry of Culture, Youth and Sports to recruit volun-
teers who wish to assist in handling the outbreak as well as coordinate the distribution of volunteers to 
assist the MoH (MOFE, 2020). The committee is comprised of NGOs, such as Brunei Youth Council, 
Malam Minggu Pusat Belia (MMPB), Belia Cinta Tanah Air Alumni Programme (PBCTA), Youth 
Transformation Community Club (KKBT), All Life Emergency Response Team (ALERT), National 
Service Programme (PAPKBN) Alumni, Brunei Darussalam Scout Association (PPNBD), Darussalam 
Motorcycle Association (PEMODA). Students and government and company officials were also in-
volved (Borneo Bulletin, 2020m). Their responsibilities involve in low-risk tasks such as checking body 
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temperature; assisting in secretarial work in monitoring or isolation facilities; to facilitate and distribute 
food donations to front-liners; receive returning Bruneians at the Brunei International Airport; provide 
aid in the discharge process of those who completed their 14-day isolation; and so on. The purpose of 
which is to reduce costs and leverage on volunteers’ energies, thereby reducing the workload stress put 
on the Government, resulting in the State to channel its resources towards strategic areas of healthcare 
management. The effort was also lauded by His Majesty the Sultan of Brunei as it is in reflective of the 
Whole-of-Nation approach to involve society in tackling the Covid-19 challenge (The Scoop, 2020f).

The COVID-19 Relief Fund was also set up the GoB on 21st March 2020 (BIBD, 2020). The Covid-19 
relief fund was a fund where the public can donate towards helping the Government reduce the financial 
burden to help tackle the spread of COVID-19. The fund got an overwhelmingly positive response where, 
as of 13th June 2020, the fund has raised more than BND$14.35 million dollars within three months (The 
Scoop, 2020g). The donation came in from the public, third sector organizations and the private sectors. 
The flow of funds has also helped the GoB in meeting unexpected expenses. Public donations on funds 
would necessarily require a level of transparency and how the ministers manage the fund. In response to 
this, the GoB informed the public the funds are to be managed co-jointly by the Ministry of Health and 
the Ministry of Finance and Economy. These organizations will have the final say where the funds will 
go too. Moreover, the continued successes and visible projects developed (such as the establishment of 
the new virology lab) resulting from the Covid-19 pandemic management response has most probably 
increased people’s confidence towards the Government, hence leading to people to contribute more into 
the fund. Various organizations joined in the effort to pool money in. Even the government ministers 
have also contributed BND$100,000 from their savings into the effort (The Star, 2020b). The Whole-
of-Nation spirit was exhibited brilliantly through the success of the COVID-19 Relief Fund.

There was also the non-monetary contribution by the people. Donations took in the form of canned 
foods and drinks, rice bags, cooked meals, dried food, and other essential healthcare-related items such 
as sanitizers, gloves, bleach, masks, and more were received by the health officials and frontline work-
ers. Teachers from JIS, a well-known international school in Brunei, took the initiative to 3D print 100 
face shields, subsequently donating them to the MoH (Borneo Bulletin, 2020n). What emerged from the 
whole moment was the generosity demonstrated by the people in helping the nurses and healthcare work-
ers. There is no dispute the frontline health workers face difficulties in being confined in the healthcare 
centres for long weeks and sometimes for months to treat patients. In the process, they had to sacrifice 
their family time, as well as to expose themselves to the risk of danger. The viral video of a sad nurse 
who shared her challenging experience (Facebook, 2020b) may have resulted in more people to pour in 
donations in Brunei Darussalam. Her message has also pressed home the need for people to be socially 
responsible and do their part in helping the frontlines, as the Government can only do so much. As the 
Minister of Health warned individuals to play their part to avoid a second wave of COVID-19, which 
may undermine the frontline workers’ efforts so far. The support given by the people showed an impres-
sive feat of Whole-of-Nation unity.

The public tip-off or intelligence sharing were crucial for government monitoring purposes. Through 
Social Media and the healthcare 148 Health Advice Hotline, a 24-hour hotline for public inquiries 
expressly set up for COVID-19 purposes worked tremendously well in giving essential information to 
help the GoB in enforcing the laws. A viral video showing a mass gathering queuing for the opening 
up of a new shopping centre was shared in Brunei’s Social Media on the 8th November 2020, notably 
Reddit (2020). The GoB caught wind of the information, resulting in the authorities to swiftly arrive 
on the scene to break up the mass gathering. As a consequence, the business was fined a compound of 
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BND$5,000 for holding a “promotional sales event and encouraged large gatherings of more than 350 
people without implementing any appropriate regulatory measures.” (MoH, 2020e). There was also 
the unfortunate incident of the youth who was fined by the Government for spreading misinformation 
(Borneo Bulletin, 2020f). People who saw it has probably forwarded it to the GoB to take action, and 
take action they did. The examples mentioned above further demonstrate that the public can be an asset 
for the Government for monitoring purposes and to tackle misinformation.

The involvement by influential non-state actors as an online socializing agent needs attention. In Brunei 
where Social Media is influential as a medium of information, bloggers and online news media outlets 
came to help to socialize the public to best practises in taking care of their health. These also include 
giving the public health-related advice and warnings, resulting in the increased awareness of people to 
follow the law and the guidelines set out by the Government. Some information is mundane, such as 
telling people not to forget to wear their masks, maintain social distancing, and to use hand sanitizers. 
Nevertheless, these non-state actors have effectively become an appendage to the Government, allowing 
these ‘influencers’ or influential personalities to engage with the public. Nationally-renowned bloggers, 
such as RanoAdidas, and independent news sites, such as The Scoop, The Bruneian, and BizBrunei.com 
possess media power that can easily reach out to the mass populace. Hence, it is from their influence 
that would be key in disseminating government information. Apart from that, the bloggers and non-state 
journalists also get the chance to channel people’s questions to the ministers in the daily press confer-
ences (Whatsneue.com, 2020). Questions regarding the future of the airline workforce, Work from Home 
model, Covid-19 fund, motherly care, and other pertinent issues were raised, allowing the public to get 
further engaged in the story and, in the process, receive vital information in these Press Conferences.

CONCLUSION

During the COVID-19 pandemic crisis, the GoB has demonstrated its ability to administer participation 
through a Whole-of-Nation approach, one that gelled together state and non-state actors to collectively 
contribute to tackling the COVID-19 pandemic. While the COVID-19 crisis is still a present danger 
worldwide, as of 4th January 2021, the GoB has shown it is sensible in its policy-making decisions and 
executions. By far, it spared no expense when it comes to taking care of the people, as demonstrated 
by the massive investments in the upgrade of healthcare capacity and strict regulations put in place as 
containment and deterrence to the spread of COVID-19. The private sector also played their part in work-
ing to help the GoB in its own unique ways by adapting to the changes such as the ‘Work from Home’ 
model, contributing to the digitization drive, and being considerate in weathering the crisis together, with 
some businesses taking positive action steps by hiring and training locals. Finally, the Brunei society has 
also shown in this whole process as being in unison with the GoB, with volunteers and NGOS willing 
to help the state in the form of monetary and non-monetary assistance. Although there are no official 
polls carried out, judging from the mood of the public and from the evidence so far, this researcher can 
confidently say trust towards the Government is at an all-time high. Indeed, the crisis has strengthened the 
country’s unity, knowing they all share the same destiny in overcoming COVID-19. While the economy 
was hit by the low oil prices and a sharp decline in the travel and tourism industry (CSPS, 2020; Chan 
and King, 2020), it never daunted the GoB to utilize its financial war chest to realize His Majesty the 
Sultan of Brunei’s ongoing mission, that is to take care of the people’s welfare and to maintain national 
stability. Whole-of-Nation offered this solution, and this researcher hopes the Brunei lesson can give 
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salient lessons for other policy-makers a thing or two in dealing emerging crisis so their societies can 
eventually emerge and be poised for the Fourth Industrial Revolution and the ‘Great Reset’.

LIMITATIONS OF STUDY & THE WAY FORWARD

The book chapter is not the first, nor will it be the final study to be made on the experience of Brunei 
facing Covid-19. Indeed, in the coming years, the scholarly work in this unique field will only multiply 
and evolve. While this chapter has aimed is to document the Brunei experience and its application of 
Whole-of-Nation concept in tackling the crisis, there are notable areas that require highlighting for the 
informed researchers concerning this research, namely after having utilized the Case Study, there may be 
elements of biasness (being a Bruneian himself) and subjectivity that would naturally be accompanied 
in the qualitative process. These are well-known limitations of qualitative research of this nature, but 
the limitations are overcome by the hard evidence, using secondary data to substantiate this chapter’s 
storyline. Moreover, this work will not say Brunei is totally free from COVID-19, as things can change 
in the coming years or even months, but the country has done well thus far and for these lessons can be 
extracted and learned. Overall, the Whole-of-Nation in the field of Public Policy and Pandemic Manage-
ment are still in need of review, given the notable absence of engagement being placed as a priority in 
development that takes into account all actors in society, be they State or non-state actors. However, this 
work challenges future researchers to identify areas to build on, especially concerning the theoretical 
and practical application of Whole-of-Nation in their own experiences and national contexts, as a means 
to develop innovative policy toolkits further to make the global society and economy more resilient in 
the face of future crisis.

POLICY RECOMMENDATIONS IN MANAGING PANDEMICS

The policy recommendations arising from this study are five-fold:

1. Robust Monitoring and Surveillance System in Place

A robust monitoring and Surveillance System must be in place for governments, supported by interna-
tional organizations to help prepare for incoming or current global pandemics. The system would allow 
governments to make adequate preparations based on emerging issues and to nip them in the bud when 
it does emerge. The GoB is credited for taking early steps to get updated with WHO. This was as early 
in January 2020. What was then known as ‘acute cases of hypothermia’ went on into becoming the 
full-blown deadly COVID-19. By then, Brunei was already preparing for the virus, and when the virus 
did hit national shores, the government was able to take decisive action despite its limited experience in 
managing a nation-wide pandemic.

2. Evidenced-backed Policies (EBP)

Evidenced-based Pandemic Management policies are needed to successfully tackle any incoming virus, 
or at least manage its spread. The advice socialized by the GoB to the society, as well as the policies 
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imposed, were backed by Scientific studies and evidence, resulting in the successful tackling of Covid-19. 
It would not bode well, particularly for people, let alone government leaders, to ignore their scientists 
and experts. One can sadly observe this tragedy elsewhere when one global leader flaunt Covid-19 as a 
‘political conspiracy’ (Dyer, 2020). With technologies today, even a tweet can spawn a damaging con-
spiracy theory (Gruzd and Mai, 2020) that may jeopardize the war against COVID-19. The unnecessary 
tragic loss of hundreds of thousands of lives around the globe is a testament to the fundamental mistake 
in people ignoring science.

3. Whole-of-Nation Governance

Governments must not only look at their selves as the leading player in dealing with a pandemic. It has 
to take into account the private sector and society in the entire process, termed as the Whole-of-Nation 
approach. Doing so would necessitate the colossal and strategic effort to socialize non-state actors to 
play their part, pressing them on the vital need to help the Government to tackle the crisis. The State 
must necessarily still lead, but it must actively treat non-state actors as partners too. This crisis can also 
be a good opportunity to re-articulate and re-arrange the social contract between the state and people in 
the ‘Great Reset’ in a Post-COVID-19 era.

4. Drive Digitisation Forward

Amid the Covid-19 pandemic, where millions of workers around the globe are affected to the point 
their working model has shifted online, it is probably best for countries to take this opportunity to push 
for digitization. Digitization must encompass the Government and ICT sectors as well as people in all 
demographics, not just the young but the elderly too. Doing so would is needed to reduce the ‘digital 
divide’ (Seifert et al., 2020) and to prime the global cities and economies for the 4th Industrial Revolution.

5. Utilize Digital Technology (Social Media and Big Data)

Countries need to utilize digital technology like Social Media and Big Data to help the effort to contain 
the virus. Social Media can be used to spread government-sanction advice and tips to the mass public. 
They can also engage with them to increase e-participation. Big Data is now being used as a primary 
by-product of the PremiseScan and BruHealth apps in Brunei’s healthcare setting, thus accelerating its 
E-Government drive (Anshari and Lim, 2017). Thus, with Social Media and Big Data, governments can 
further develop their monitoring and dynamic capabilities whilst at the same time providing healthcare 
services to their societies. Other countries and cities (Zaini, 2020) can follow Brunei’s suit.
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ABSTRACT

Sustainable Development Goals (SDG) and nationally determined contributions (NDC), normally 
operated in silos at national level in developing countries despite their greater interrelation, require 
an aligned implementation. The chapter probes into the opportunities visible in the actions of different 
actors to tackle COVID-19 that can be continued or replicated for combating the menace of climate 
crisis and achieving sustainable development in post-COVID times. This chapter discusses the chal-
lenges that the contemporary issue of sustainability has faced due to the occurrence of this pandemic. 
The chapter concludes that at a time when no one wishes to be tested positive for COVID-19, there is a 
need to be positive strategically so that the potential opportunities of achieving goals and commitments 
under SDG and NDC could be sensed and seized by re-configuring resources and capabilities according 
to the actual needs for a sustainable future.

INTRODUCTION

The ruthless assault of a widespread infectious epidemic which crosses international boundaries and 
kills substantial population is referred to as a pandemic by the World Health Organization (WHO), and 
the COVID-19 (SARS-CoV-2) currently spread by a novel coronavirus infecting considerable popula-
tion across the planet presents itself as such a pandemic. WHO informs that there is plethora of ongoing 
clinical trials which are underway in different countries to make available specific vaccines for this viral 
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disease which does not have any viable treatments as on date. Patients who are of old age and have co-
morbid ailments are more likely to develop serious health problems which might lead them to demise. 
The COVID-19 pandemic taking entire world by storm and catching it unprepared stalled the world 
economy compelling countries to close their international as well as domestic borders for curbing its 
spread pushing them to go under lockdown immediately (Zakeri et al., 2020). UN ECLAC (2020) calls 
it an unprecedented humanitarian and health crisis which could damage an already weakened global 
economy and therefore require pursuance of suitable and sustainable courses of actions. This unprec-
edented assault can cause slipping back of the countries onto the sustainability pathways. While this 
pandemic has caused huge global upheaval impacting each country, it has increased uncertainties and 
challenges with respect to economy and environment. International Monetary Fund (IMF) has estimated 
that its impacts could be as huge as the historical 9/11 or the 2008 financial crises on the economy but 
stand incomparable as regards the capability of reshaping society.

Nonetheless, Dente & Hashimoto (2020) underscore the idiosyncratic opportunities, provided by 
the COVID-19 pandemic, in capturing the positive impact of the efforts made to handle it which can 
contribute to achieving sustainability in post COVID-19 times. The plethora of initiatives in the fight 
against COVID-19 at the technology, governance and other levels, if continued in post COVID-19 times, 
could have greater positive implications for achieving SDG and NDC for a sustainable future. Despite 
the fact that COVID-19 has posed huge challenges derailing the achievement of ambitious SDG and 
NDC, being optimistic, considering it as an opportunity of using the learning gained from the COVID-19 
crisis times in combating climate crisis, can offer huge potentialities in achieving goals and commit-
ments under SDG and NDC for a sustainable future. The chapter discusses how the learning during 
the pandemic COVID-19 times can be strategically utilized as an opportunity in achieving Sustainable 
Development Goals (SDG) and Nationally Determined Contributions (NDC) so that it could be helpful 
for policy-makers, researchers, practitioners, and many others continuously looking out for the impacts 
of the COVID-19 on the sustainable development and climate change issues. With the limitlessness of 
the research potential as regards the impact of COVID-19, the research studies to understand its impacts 
on the achievement of SDG and NDC are still not available sufficiently. The main hindrance might be 
the incompleteness of the relevant data related to COVID-19 and inadequacy of relevant peer-reviewed 
published literature because of passage of a very short period. Nonetheless, as the time rolls by, this 
chapter would become more helpful with the increasing availability of relevant data attracting more 
researchers to undertake research on these issues. This chapter highlights the challenges thrown by CO-
VID-19 against the achievements of SDG and NDC which have normally operated in silos at national 
level in developing countries despite their greater interrelations requiring an aligned implementation of 
the two processes for meeting international sustainable development goals and climate commitments. 
It further probes into the opportunities visible in the actions of different actors tackling this pandemic 
that can be continued or replicated for combating the menace of climate crisis and achieving sustainable 
development in post COVID-19 times. The scholarly value of the chapter is that as an exploratory study 
it discusses the challenges that the contemporary issues of sustainability and climate crisis have faced 
due to sudden assault of this pandemic COVID-19, and therefore the chapter would enable researchers 
in different regions to work on similar projects by encouraging them to fill the research gaps with the 
help of learning from the COVID-19 crisis which will be helpful to different stakeholders interested in 
management of change during and post COVID-19 times, evaluating its impacts on SDG and NDC, and 
formulating suitable policies, more particularly in the developing countries.
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KNOWING ABOUT COVID-19

A widespread infectious epidemic crossing international boundaries and killing substantial number of 
people is defined as a pandemic by the World Health Organization (WHO). COVID-19 (SARS-CoV-2) 
currently spread by a newly discovered coronavirus having infected millions of people in different coun-
tries across the globe is a perfect example of such a pandemic. Normally majority of infected people 
with COVID-19 experience mild to moderate respiratory problems before recovering without any special 
medical treatment. However, persons and also older persons with underlying co-morbid ailments such 
as cardiovascular disease, diabetes, chronic respiratory disease, cancer etc. can develop serious health 
problems leading to their death. Though no specific vaccines or treatments are available for this viral 
disease as on date, many ongoing clinical trials are underway, informs WHO which keeps monitoring 
and providing updated information as an apex intergovernmental agency.

In general terms, this pandemic COVID-19 as a disease has been spreading with the support of close 
human contacts taking place in the routine social interactions through a novel coronavirus which, with-
out any conclusive authentic evidence so far, is said to have been developed by humans, and there are 
people who believe it to have been developed as a biological weapon. The impact, nonetheless, has been 
severe across the globe directly affecting considerably the elderly people or people having co-morbidity 
leading them untimely to their demise, with varying percentage in different countries. The COVID-19 
pandemic which was first reported in China in December 2019, the last month of the last year of the 
decade, took the entire planet by storm in the very initial months of the new decade so fast that it did 
not give ample time to be anticipated as a major risk which could bring the world economy to a stalling 
halt within only 3-4 weeks as it did. The countries, one after another, closed not only their international 
but also domestic borders to curb its transmission, invariably followed by nearly half the world which 
went under lockdown within merely 3 months (Zakeri et al., 2020).

UN ECLAC (2020) refers it as an unprecedented humanitarian and health crisis responsible for 
damaging an already weakened global economy, and cautions against its devastating impacts at the pres-
ent time when there is an uncertainty about its likely intensity and duration which requires appropriate 
responses accompanied by reflection and actions to pursue sustainable courses of action. Although the 
restrictive measures have been relaxed with the passage of time, huge long term impact is certain in dif-
ferent countries across the globe with uncertainty in terms of scale. The unprecedented assault of this 
pandemic is also feared to cause slipping back of the countries onto the pathways leading to a situation 
in which its effects could be devastating in the short term and could hinder the process of recovery and 
development in the long term.

It is believed that the pandemic COVID-19, which has caused much upheaval across the globe leaving 
no country unaffected in the world, has raised the level of uncertainties and numerous challenges in as-
sessing its impact on the economy. As per the estimates of the international intergovernmental agencies 
such as International Monetary Fund (IMF), the impacts of the pandemic COVID-19, the largest global 
health crisis faced by the mankind since World War II, could be comparable to the historical 9/11 or the 
2008 financial crises, not only on the economy but also in terms of the capability of reshaping society 
for longer terms including but not limited to the impacts on the models, lifestyles and mindsets related 
to purchasing, travelling, getting education, and seeking healthcare. The pandemic has thrown huge 
challenges to the individuals and the institutions to establish clarity in their vision to adapt to the fast 
changes in an understandable and motivating manner making decisions strategically for management of 
climate and sustainable development issues in the post COVID-19 revival times (Prasad & Kant, 2020).
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KNOWING ABOUT THE SDG AND NDC

The father of the nation of India Mahatma Gandhi had shared his enlightening expressions “Earth provides 
enough to satisfy every man’s needs, but not every man’s greed”1, and later the Brundtland Commission 
constituted by the United Nations (UN) in the year 1983 publishing its landmark report ‘Our Common 
Future’ in 1987 brought out, on the similar lines, the official and also most widely accepted definition 
of sustainable development (SD). This Commission referred SD as the “...development that meets the 
needs of the present without compromising the ability of future generations to meet their own needs” 
(WCED, 1987). The commonly known Brundtland Commission was originally constituted by the UN as 
the World Commission on Environment and Development (WCED) which remained functional for the 
period of 1983-87. It highlighted SD as a “…process of change in which the exploitation of resources, 
the direction of investments, the orientation of technological development, and institutional change are 
all in harmony and enhance both current and future potential to meet human needs and aspirations” 
(WCED, 1987).

These contributions of the commission and the UN were not the outcome of the efforts of a few for 
a short period but were actually the culmination of the grave concerns and varied contributions of many 
representing different regions, disciplines, sectors, groups, communities etc. starting from the 16th 
century emphasizing the need for sustainable use of resources including natural resources as human 
overpopulation and their increasing interventions were getting apparently visible. It is notable that the 
concept of sustainability had existed in the ancient philosophy and evolved globally since then. However, 
since the decade of 1970 the sustainability issues have become more prominent than ever amidst the 
increased attention on climate change and sustainable issues. The subsequent decades have witnessed 
the emergence of the sustainability issues attracting truly global attention under the leadership of the 
UN which could garner active support of plethora of Intergovernmental and Nongovernmental agencies 
in addition to the governments themselves (Kant & Anjali, 2020).

While the decade of 1970 is known to be significant as the starting point of seriously taking up the 
sustainability issues, the decade is also significant for drawing attention for the first time towards the 
realization with respect to the widening of the gap between developed and developing countries. These 
gaps were increasing not only in terms of growth but also in terms of the impact of natural hazards 
and frequency and severity of human induced disasters. These gaps hinted at an urgent need to adopt 
significantly different approach as regards developmental issues across the globe. This decade of 1970 
thus witnessed the emergence of the Stockholm Declaration which made major public and private par-
ties realize that human developmental activities in the present unsustainable form cannot be continued 
on earth indefinitely. The highly significant UN Conference on the Human Environment (UNCHE) also 
happened in this decade which was held in Stockholm to present to the global community the SD visions 
in the year of 1972. This was the same year which witnessed the publishing of the seminal book ‘Limits 
to Growth’ by the ‘Club of Rome’ which highlighted the requirement of a model output encompassing 
a system of a sustainable world which could satisfy the basic material needs of every resident without 
facing any abrupt and uncontrollable collapse (Kant, 2020).

Subsequent decade of 1980 brought the baton ahead with the publication of the landmark report of 
the Brundtland Commission (1983-87) with the name ‘Our Common Future’ in the year 1987 which 
underscored the strength of the three pillars of People-Planet-Profit which encompassed social equity, 
environmental protection, and economic growth respectively as three significant dimensions of SD. The 
decade also witnessed the foundation of the Intergovernmental Panel on Climate Change (IPCC) in the 
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year of 1988 by the World Meteorological Organization (WMO) getting support of the UN Environment 
Programme (UNEP). This intergovernmental agency IPCC came into existence to collate and assess 
scientific evidences on climate change (Kant & Anjali, 2020).

The last decade of the previous century i.e. 1990 witnessed the happening of a highly significant Earth 
Summit held in Rio in the year 1992 and the birth of the UN Framework Convention on Climate Change 
(UNFCCC) in the year 1994, and also the seminal Kyoto Protocol in the year 1997. The first decade of 
the new century starting from 2000 witnessed the birth of ambitious 8 Millennium Development Goals 
(MDGs) as an outcome of the UN Millennium Summit held in 2000, and also the acceptance of Kyoto 
Protocol in 2005 as an international law. The next decade starting from 2010 is considered to be the 
most significant decade which has also been referred to as the decade with the ‘Turbulent Teens’ also, 
for the occurrence of plethora of anthropogenic contributions which forced the rechristening of climate 
change as climate crisis (WBCSD, n.d.). this decade was dotted with the significant event of the UN 
Conference on Sustainable Development held in Rio in 2012, 20 years later than the significant earth 
summit event of 1992 and hence commonly known as Rio+20; the Sustainable Development Summit 
held in New York in the year 2015; and also the Paris Climate Agreement emerged in COP21 (Confer-
ence of Parties 21) in the same year 2015. An abridged timeframe is presented in Table 1 for reference.

Climate change is a harsh demonstration of the inequality prevailing across the globe where the rich-
est countries/people having higher incomes have contributed to climate change much more than poor 
countries/people having lower incomes historically; and poorer countries/people in terms of income, 
and more particularly small island developing states (SIDS), are much less resilient and hence more 
vulnerable to the socioeconomic costs related to climate change (UN ECLAC, 2020). It is notable that 
during these decades, the UN has been effectively instrumental in providing the member countries with 
an important multilateral dialogue platform to engage in developing purposeful global agenda of na-
tional and global developmental paths after discussions. These UN efforts culminated into what came 
in 2015 i.e. the Sustainable Development Goals (SDG) and the 2030 Agenda coming into existence in 

Table 1. Timeframe of Major Events related to Sustainability

Year Major Events

Till 1972-73

Publication of “Silent Spring” (Carson, 1962); “The Population Bomb: Population Control or Race to 
Oblivion” (Ehrlich, 1968); “The Closing Circle” (Commoner, 1971); “The Limits to Growth: A Report for 
the Club of Rome’s Project on the Predicament of Mankind” (Meadows, 1972); “Only One Earth: The Care 
and Maintenance of a Small Planet” (Ward and Dubos, 1972); “Under siege: man, men and earth” (Wagner, 
Bailey & Campbell, 1973).

1972 UN Conference on the Human Environment in Stockholm

1983 UN World Commission on Environment and Development (UNWCED)

1992 UN Conference on Environment and Development (Earth Summit 1992) at Rio

2000 UN Millennium Summit giving birth to the MDG

2002 UN World Summit on Sustainable Development (RIO+10) at Johannesburg

2012 UN Conference on Sustainable Development (Earth Summit 2012; RIO+20) at Rio

2015 UN General Assembly giving birth to the SDG; and 
UN FCCC COP21 giving birth to the NDC
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the UN Sustainable Development Summit; and Nationally Determined Contributions (NDC) and the 
Paris Climate Agreement as an actionable agreement coming into existence in the UNFCCC COP21 
intending to strengthen global efforts of restricting the rise in global mean temperature under 2°C above 
pre-industrial level by 2100 with the consistent efforts of limiting it to 1.5°C. SDG and NDC both are 
known to nourish the intent to handle the social-environmental-economic challenges collectively with 
the concerted efforts of all the countries to for a sustainable future (Kant & Anjali, 2020). Both collec-
tively call for ensuring peace with the help of partnership of the member countries of the UN to tackle 
the climate crisis harnessing accelerated actions and enhanced investments. The journey from SD to 
SDG has included several new dimensions i.e. 2 more Ps -Peace and Partnership- to the existing 3Ps 
i.e. People, Planet, and Profit. The inclusion of these dimensions strengthens the efforts of combating 
climate crisis helping in garner support of more dimensions i.e. Rs –Recover, Redesign, Remanufac-
ture, Rethink, Refuse, Replace, Repurpose to the existing 3Rs i.e. Reduce, Reuse, and Recycle. Indian 
Prime Minister, Narendra Modi, has emphasized that this may also lead to attain another R i.e. Rejoice 
(complete blissfulness) to encourage citizens for implementing them in routine lives so that they could 
lessen problems, enhance suitability of solutions, and achieve sustainable development. This indicates 
that the menace of climate change can be combated with the help of appropriate climate action at the 
appropriate time.

According to the Paris Climate Agreement, the NDC represents climate plans at the national level 
which are submitted to the UNFCCC by member countries outlining their mitigation and adaptation ac-
tions to address climate change. Nonetheless, the issues of climate change significantly relate directly or 
indirectly to SDGs, for e.g. ‘SDG 13: Climate Action’ recognizes its importance directly while different 
SDGs recognize it indirectly as a cross-cutting issue and a major threat to SD with increased severity in 
future which needs be resolved for successful achievement of all 17 SDGs (UNSD, 2019). The major 
threat are, to name a few, undermining of the development gains, hindering further progress, lowering 
incomes and opportunities of vulnerable people, changing rainfall and droughts patterns, acidifying 
oceans, increasing frequency as well as intensity of natural hazards, rising sea levels, lessening water 
availability and access, reducing food security, increasing migration, reducing livelihoods, deteriorat-
ing health, and damaging infrastructure etc. It is notable that for the first time in the last 10 years, the 
‘Global Risks Report’-An annual publication by World Economic Forum - published in the year 2020 
has found that all of the ‘top five global risks in terms of likelihood’ are environmental while there 
was none which were related to environment in the year 2010. This reports also hints that global mean 
temperatures are set to exceed 3°C by the end of century, double of what is prescribed by UNFCCC 
and IPCC to avoid the maximum impact severity of the social-environmental-economic consequences 
(WEF, 2020). SDG and NDC represent two of the most significant universal and holistic international 
development result frameworks. They should not be implemented in silos, and be evaluated collectively 
based on the vision, principles, implementation and follow-up mechanisms encompassing the above 
mentioned 5Ps and 6Rs, though both of them are voluntary and not legally binding. Actions determined 
for meeting SDG and NDC must have the potential to contribute towards both of them at the national 
level keeping in view that operation and implementation in an aligned manner for achieving both of 
them can offer huge opportunities at a time when the global mean temperature stands exceeded 1.1°C 
above the benchmark level. Here, it is pertinent to realize that any further delay cannot be afforded as it 
can cost much higher in future if not tackled today by enhancing the understanding and harnessing the 
synergy of NDC and SDG for longer term.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



62

COVID-19 Being Positive Strategically in the Context of SDG and NDC
 

UNSD (2019) encourages the adoption of an integrated approach using the underlying synergy in its 
Global Sustainable Development Report-2019 which also underscores the need for a systemic approach 
for not deviating from the right path. SDG and NDC both are the most ambitious plans of actions, and 
the most comprehensive blueprints for the sustainability of the planet motivating different member 
countries and other actors in the UN system to adopt transformative and proactive actions for leading the 
world on to a sustainable path. SDG and NDC both are built on the premise that enjoyment of fulfilling 
lives by all human beings can be ensured by developments achieved in harmony with nature which can 
increase opportunities and decrease disruptions, emphasizing thereby the Ps and Rs explained above, if 
harnessed optimally to attain universal SD with the support of co-creation and collaboration along with 
innovations, can represent a holistic approach to manage developmental challenges.

At a time when majority of the countries lag far behind the level of achievement desired by SDG and 
NDC, achieving them will require wide-ranging economic and social transformations (Brandi, Dzebo, 
& Janetschek, 2017). Climate change recognized as a cross-cutting issue in the UN 2030 Agenda be-
cause of its impact on the 5Ps can set back the developmental gains of the past, present and future if not 
tackled properly using suitable mitigation and adaptation actions. While mitigation denotes reducing 
Greenhouse gases (GHGs) emissions through, for e.g., conservation of forests-ocean ecosystems and 
using renewable energy sources, adaptation denotes protection of human population and their liveli-
hoods and settlements from the negative consequences of climate change. The Executive Secretary of 
the UNFCCC, Patricia Espinosa, considers climate change as the biggest threat facing humanity over 
the long term today, and the UN Secretary-General, António Guterres, considers that climate change 
has assumed the top position, far and away, in the list of global mega trends putting countries and 
communities under immense pressure. The WMO Secretary General, Petteri Taalas, informs also that 
following the current emissions path, the world is moving to see a global mean temperature increase 
between 3ºC-5ºC by the end of century. It is notable that addressing climate change by limiting global 
temperature to 1.5ºC instead of 2ºC above levels can decrease exposure of people to climate risks and 
vulnerability to poverty by 62 to 457 million. Nonetheless, the Global Sustainable Development Report 
2019 (UNSD, 2019) hints at the silver lining in the possible solution pathways and huge opportunities 
which can emerge from tackling climate crisis using suitable adaptation and mitigation actions which 
offer huge potentialities for positive SD outcomes broadly including health benefits, sustainable liveli-
hoods, employment opportunities, improved energy access, resilient economies, and reduced poverty 
through mitigation measures and investments in renewable energy, conservation of forests and oceans 
ecosystems, and through other adaptation measures.

COVID-19: BEING POSITIVE STRATEGICALLY

UN ECLAC (2020) highlights the essentiality of this pandemic COVID-19 crisis culminating into new 
forms of globalization and geopolitics, underscoring also the need to consider it an opportunity for 
harnessing the advantages associated with multilateralism to strengthen action to achieve sustainable 
development. Kedia et al. (2020) underscore that the pandemic COVID-19 has laid greater emphasis on 
the significance of reducing environmental risks while undertaking developmental activities in future, 
and also on the need to look at more holistically on the planetary health comprising not only health of 
the humans but also of the ecology. Gutteres (2020) emphasizes that Covid-19 crisis, despite having 
caused extensive sufferings for the mankind, has opened up at the same time new opportunities for better 
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revival with the help of building more resilient, inclusive, and sustainable societies. Zakeri et al. (2020) 
highlight that majority of consumers have started using the convenience of online shopping removing 
the entry barriers while coming across during lockdown period at individual level while at the industry 
level, new industry in terms of scale and efficiency has emerged riding on unprecedented innovations 
and offering new job opportunities, which provide the direction of the need to align economy recovery 
packages to put the industries on a clean path. Dente & Hashimoto (2020) underscore the idiosyncratic 
opportunity provided by the COVID-19 pandemic in capturing the positive impact of the efforts in 
handling it which can contribute to the sustainability in post COVID-19 times while concluding that 
multitude of uncertainties remain on its positive and negative impacts which might be clearer by virtue 
of our ability to collect and analyze unconventional data evolving with the passage of time.

The current situations warrant revisiting of what the President & CEO of the World Business Council 
for Sustainable Development (WBCSD) Peter White had articulated, a few years back, underscoring the 
willingness of big corporations as major parties in extending support to the acceleration of the transi-
tion to a sustainable future with the science-based targets, making good on global initiatives of the UN. 
He had articulated that the decade of 2010 had the ‘Turbulent Teens’, further hinting that the aims of 
the business community were to move from the ‘Turbulent Teens’ to the ‘Transformation Times’ when 
the new decade would start in 2020 (WBCSD, n.d.). This nomenclature of ‘Turbulent Teens’ coined 
by him proved its appropriateness since this period was fraught with multitude environmental risks 
and challenges and had the warmest five-years (2015-19) and ten-years (2010-19) periods, the highest 
recorded temperatures for oceans, several warmest years on record, most acidic sea water, lowest Arctic 
sea ice and Antarctica ice, and most importantly the announcement of the president of the USA exiting 
the Paris Climate Agreement. As if these were not enough, at this crucial time when the majority of the 
UN member countries individually and collectively were already lagging behind the scale and speed to 
meet SDG and NDC (UNSD, 2019), the opening year of new decade of 2020 witnessed the assault of an 
unprecedented COVID-19 pandemic crisis which has been responsible for huge loss of human lives, and 
incomparable collapse in economy leading it to an unforeseen conundrum witnessing huge investment 
outflow from emerging economy in first few months of the year compelling the IMF to project fall of 
global growth to -3% underlining it as the all-times worst recession.

The Asia-Pacific region, more particularly, with the most of the vulnerable population of the world, 
is feared to be impacted by the huge drop in global demands and GDP weakening their fiscal position 
and exacerbating new debt crisis which will be in addition to already less tax revenues and private 
investments. While they were at a the crossroad to make all possible efforts to maintain a sustainable 
planet, the pandemic COVID-19 has pushed us in the ‘Turbulent Times’ catching us unprepared, rather 
than making an entry into ‘Transformation Times’ after exiting the ‘Turbulent Teens’. COVID-19, hav-
ing emerged as a global pandemic and threatened the entire world, requires massive investments in the 
healthcare system in different countries. It is notable that rejuvenating economies in the post COVID 
times would also require greater investments compulsively diverting from the potential investments in 
climate mitigation and adaptation actions, further pushing forward the deadlines delaying these mitiga-
tion and adaptation projects.

Risks and challenges related to sustainable development and climate change appearing similar to 
COVID-19 on a variety of counts are unevenly distributed globally, and have greater impacts on vulner-
able disadvantaged population. However, the significant motivations from what Winston Churchill once 
said after World War II while contributing to the formation of the United Nations that “Never let a good 
crisis go to waste”, can be used during these ‘Turbulent Times’ by taking COVID-19 as a test case in 
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the context of SDG and NDC. In these situations affected by the COVID-19 when the investments are 
bound to be diverted to healthcare and economic recovery, they need to be directed towards low-carbon 
opportunities in various sectors. It has been observed that the conventional energy sector has suffered 
more damage than the renewable energy sector during the COVID-19 period implying thereby the lesser 
market disruptions proneness of the renewable energy industry. The learning can be a boon if it could be 
utilized properly in post COVID-19 times (Kedia et al., 2020). Further, as the more efficient SDG and 
NDC than the MDGs and Kyoto Protocol respectively are founded on the learning received from their 
failures and successes, similar learning from COVID-19 can also show the right pathways and directions 
for tackling the challenges in the way of achieving SDG and NDC.

Karunathilake (2020), while warning that the COVID-19 pandemic might directly impact achievements 
of sustainability immensely due to less allocation of finances, emphasize categorically that this pandemic 
has demonstrated more positive effect than negative ones underscoring the need for the appropriate gov-
ernments actions and attitudinal change. The actions of SAARC countries of getting reunited during these 
testing times for extending financial support to poorer nations, and enhancing regional cooperation in 
their fight against the pandemic have innumerable positive outcomes, which might be positively affected 
by the new world order, giving rise to discoveries and innovations at different levels and in different sec-
tors boosting demand and production for domestic products and services strengthening the local supply 
chains, micro-small-medium local handicraft productions, and responsible consumptions of resources 
taking commensurate support of low-cost efficient productions with appropriate technological use.

No doubt, these health emergency situations sparked by COVID-19 forecast worst economic scenario 
of the century, but the key lies in the right policy responses which can obviate any risk arising from the 
deepening of climate crisis any further. Moreover, these situations have provided us with the much needed 
time to redefine and rediscover our relations with the Nature. This is high time that the incentives for 
adopting more climate friendly practices were encouraged by the governments. Corporations which have 
shown their responsibilities towards society during COVID-19 can continue and so must be encouraged 
to continue for optimum utilization of the approaches such as Corporate Social Responsibility (CSR), 
Life Cycle Assessment (LCA), Climate Strategy Proactivity (CSP), Circular Economy, to name a few 
in the post COVID-19 by adequately incentivizing them. NDC already has incorporated provisions to 
adequately incentivize private sectors for securing their support for meeting the climate action commit-
ment. Kedia et al. (2020) underscore the need of greening the development process in anticipation of 
seeking help to reduce future risks while considering the COVID-19 linked disruptions and kick-starting 
of the economy could be an opportunity not only for economic but for environmental revival also. Prasad 
& Kant (2020) posit that future plans need to be aligned with the SDG and NDC both simultaneously.

Temporary reduction in expenditure in defence sector resulting into reduced fear of war, optimum 
use of resources and sustainable approaches, reduction in the use of plastic and polythene, reduction in 
the use vehicles and industries resulting into lesser emissions offer huge potentialities of the reduction 
in environmental degradations (Karunathilake, 2020) which can contribute immensely to the efforts of 
achieving SDG and NDC if these trends could be continued post COVID-19 pandemic times. During 
COVID-19 times, the emissions levels across the globe have reduced significantly marking the largest 
annual emissions reduction since World War II. It would not be out of place to mention that at a time 
when ‘Work from Home’(WFH) and ‘Online Conference and Meetings’ have gained traction (Corlett 
et al., 2020) emerging significantly as viable models of new normal reducing emissions from different 
transportation modes including heavily polluting airplanes, and if harnessed strategically in future, they 
can be significantly helpful in achieving SDG and NDC. With the global lockdown having reduced ac-
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tivities related to construction, industries, tourism, material demand, and mobility has impacted different 
sectors of the economy globally witnessing movements towards and away from sustainability, key trends 
observed include welcome reductions in emissions and air pollution showcasing enormous opportuni-
ties for new, digitalized and responsible business models and lifestyle choices, and efforts need to be 
accelerated to restrict backward movement towards business as usual (Zakeri et al., 2020). Corporations 
globally too have reassessed the viability of the short and simple supply-chains for avoiding the impact 
of shortages during imposed lockdown periods and is continuance of such strategic approach could have 
positive impact on the emissions and operational risks in future. The government revenue freed by the 
pandemic induced world oil price crash need to be used to incentivize sustainability and support climate 
resilient measures while continuing with the aggressive taxing regime on fossil fuels and luxury goods 
affecting climate negatively (Kedia et al., 2020). With the pray that the global pandemic of this scale 
does not emerge again, these positive actions responsible for the emissions reductions could be replicated 
in the new normal situations strategically with the support of enough scientific evidences that would be 
available to support such emissions reducing initiatives which otherwise would not have been available.

The onset of COVID-19 postponing the COP26 for one additional year - originally to be held in 
Glasgow in November, 2020 to November, 2021- has further delayed the process of finalizing the much-
awaited rulebook of Paris Climate Agreement (Corlett et al., 2020). However, this delay needs to be seen 
as an opportunity for the UNFCCC and member countries to revisit their different priorities and the 
processes and models of COP, as in the past since inauguration of COP25 years ago, its hectic annual 
schedules have never given them such extra time. The other priorities might include, for e.g., according 
priorities to take suitable steps to bring relevant educational initiatives to a meaningful end in the Article 
12 (of Paris Climate Agreement) and Article 6 (of the UNFCCC) which enshrines the agenda of educa-
tion - training - awareness (Action on Climate Empowerment – ACE) for member countries. With the 
huge transformation brought about by the pandemic COVID-19 in the teaching-learning process shifting 
focus on the Open & Distance Learning (ODL), ODL offers huge potentialities for this specific purpose 
of providing education - training - awareness as it can strategically align the OERs, MOOC, Podcast-
ing, e-libraries and Social Media contents to strategically harness the future online teaching-learning 
opportunities. Engaging premier ODL institutions, for e.g. IGNOU with the proven capacity of serving 
the learning needs of millions of learners, which have been successful in their attempts emphasizing the 
effective and efficient combination of these features can help governments harness ODL to achieve the 
desired speed and scale (Nayak, Kant, & Anjali, 2020).

The onset of COVID-19 pandemic providing the extra time can also be used as an opportunity by 
the UN and member countries to revisit and rethink, and critically evaluate, for e.g., the usage of the 
words “…exploitation of resources…” in the definition of SD given by the Brundtland Commission 
which indicate the mindset of taking resources for granted, and substitute it with more suitable words 
such as “…judicious utilization of resources…”. It is notable that the concept of sustainability which is 
remarkably associated with the concept of ‘Tragedy of the Commons’ highlights that good for all is good 
for each of us, and therefore warns against a myopic vision. Further, there is a need to have a suitable 
mechanisms to fix the accountability and obviate the risk of ‘responsibility of everybody is responsibil-
ity of nobody’ for making an effective use of the term “…common but differentiated responsibilities..” 
in the Paris Climate Agreement intended to facilitate effective partnerships amongst different actors.

Kedia et al. (2020) argue that the post COVID-19 pandemic times also offers opportunity to initiate 
projects through bilateral cooperation to fund SDG and NDC activities if the international cooperation 
opportunities for a circular economy could be effectively explored in addition to delving into the envi-
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ronmental domain by using SDG/NDC-aligned budgeting aligning government spending with environ-
mental and sustainable development goals with an intent to move towards integration of these concerns 
and concepts into developmental planning. The UN has encouraged to adopt measures to address these 
challenges which mainly include calling for display of immediate and coordinated responses by policy 
makers, governments and monetary authorities for negating the effect of COVID-19; and ensuring 
channelization of adequate finance to SDG and NDC with the strategic use of the coordinated stimulus 
package to permit immediate suspension of debt payments, to reassess debt sustainability, to partner 
with financial institutions to roll over debts, to stabilize financial markets with the injection of adequate 
liquidity, to facilitate public and private investment in SD, to strengthen social protection systems, to 
invest additionally in crisis prevention/risk reduction/planning, and to remove trade barriers affecting 
supply chains amongst others.

It is notable that the vision of the current Indian Prime Minister, displayed while promulgating the 
adoption of model of ‘Atma-nirbhar’ (originally in Hindi- the national language of India which means 
‘Self-reliance’) and calling for being ‘Vocal for Local’ during and post COVID-19 pandemic times, em-
phasizes the need of appropriate interventions with the participation of various actors at the local levels. 
These interventions can present suitable climate solutions also with the help of a bottom-up approach 
integrating the participation, engagement, leadership, innovation, co-creation and collaboration aligned 
with the need of the local people. Such local and participative approach offers huge potentialities for the 
emergence of the climate actions not compromising the economic development which, long time ago, 
had also been emphasized by Mahatma Gandhi’s ‘Sarvodaya’ (originally in Hindi- the national language 
of India which means ‘development of all’) underscoring the need for local sustainable agricultural and 
small-cottage industry methods challenging the need for unsustainable rapid industrialization methods. 
His emphasis highlights his favor for providing support to the production and consumption at local level 
with local resources finding them as most sustainable which he focused in his landmark book the ‘Hind 
Swaraj’ which is considered informally as a Manifesto of Sustainable Development (Prasad & Kant, 
2020). These approaches have inherent potentialities for achieving NDC and SDG if used strategically 
during and post- COVID pandemic times, for e.g. by decreasing carbon footprints resulting from lesser 
‘food miles’ and transportation of non-local products. Nonetheless, these ‘Turbulent Times’ call all the 
major parties for making the right choices of policies and decisions to ensure better healthcare system for 
one and all, without ignoring the goals and commitments under SDG and NDC for a sustainable future.

A basic framework of the chapter is presented in Figure 1 for an enhanced understanding.
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LIMITATIONS OF THE CHAPTER

Given that the purpose of the chapter is broad, the intention of the author was never to focus on inves-
tigating the health or healthcare related aspects of the pandemic COVID-19. The chapter limits itself to 
cover only those aspects which relate to achievements of SDG and NDC. In addition, it is notable that 
the chapter aims to touch upon the different important but not all aspects of the sustainability issues 
affected by COVID-19.

CONCLUDING COMMENTS

While the world has entered the 20s of the century and has exited its ‘Turbulent Teens’ aspiring to enter 
‘Transformation Times’ without caring for the adverse effects of the anthropogenic actions undertaken 
in its ‘Turbulent Teens’ which could unfold multiple unprecedented consequences. Nonetheless, the na-
tional level reports warn that despite progress being made in some or the other indicators of these result 
frameworks of SDG and NDC, the overall actions are not as per the desired scale and speed to achieve 
these ambitious goals and commitments.

In the meantime, since the onset of the pandemic COVID-19 welcoming the new decade, each pass-
ing day has been a day of great learning in more than one ways pointing towards unavoidable temporary 
as well as permanent transformations. The transformations include new models and mindsets at the 
individual and institutional levels such as working from home or anywhere without compromising with 
the quality and productivity, resorting to videoconferencing instead of travelling through air, seeking 
education through ODL, to name a few, harnessing the information and communication technological 
advancements. All these initiatives at the technology, governance and other levels must be continued 
which have greater positive implications for achieving SDG and NDC for a sustainable future, though 
they were resorted to as the responses to the troubled times. Here, the role of the government would 
be of great importance for incentivizing industry working in the right directions to achieve sustainable 
pathways.

Figure 1. Basic Framework of the Chapter
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It is notable that COVID-19 has posed huge challenges derailing the achievement of ambitious SDG 
and NDC, Nonetheless, there is a need to be optimistic and to consider it as an opportunity for boosting 
clean technology, green productions and responsible consumptions in the process of economic recovery 
using the learning gained from the COVID-19 crisis times to harness optimally the benefits of coopera-
tion and multilateralism. COVID-19 has sufficiently indicated towards either existence or emergence of 
the political leaderships at different levels paying desirable attention to the scientific suggestions to be 
replicated in combating climate change too. Meanwhile, COVID-19 era has witnessed the remarkable 
facilitation of collaborations with global implications which will be helpful in combating climate crisis. 
Conclusively, at a time when no one wishes to be tested positive for COVID-19 pandemic test, there is 
a need to be positive strategically so that the potential opportunities for achieving goals and commit-
ments under SDG and NDC could be sensed and seized by reconfiguring according to the actual needs 
for a sustainable future.
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KEY TERMS AND DEFINITIONS

COVID-19: An infectious disease spread as pandemic across the globe in almost all the countries 
caused by a newly discovered coronavirus where normally the infected persons experience mild to moder-
ate respiratory illness and recover without requiring special treatment while the persons including older 
persons with co-morbid ailments such as cardiovascular disease, diabetes, chronic respiratory disease, 
and cancer can develop more serious illness.

Nationally Determined Contributions (NDC): Considered to be at the heart of the Paris Climate 
Agreement of the UNFCCC embodying efforts of each country for reducing national emissions and 
adapting to the impacts of climate change. The Article 4, paragraph 2 of the agreement requires each 
Party to prepare, communicate and maintain their post-2020 climate actions, known as their NDC, what 
it intends to achieve.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use

https://www.wri.org/blog/2020/05/coronavirus-strengthen-climate-action
https://www.wri.org/blog/2020/05/coronavirus-strengthen-climate-action
https://unfccc.int/news/call-to-action-for-a-climate-resilient-recovery-from-covid-19
https://unfccc.int/news/call-to-action-for-a-climate-resilient-recovery-from-covid-19


70

COVID-19 Being Positive Strategically in the Context of SDG and NDC
 

Pandemic: A pandemic is a form of an epidemic with a scale crossing international boundaries to 
affect persons across the globe killing substantial number of people being widespread and infectious, 
and currently spread COVID-19 (SARS-CoV-2) is a perfect example of pandemic.

Sustainable Development Goals (SDG): Adopted by all the member states of the United Nations in 
2015 as a universal call to action to end poverty, protect the planet, and ensure peace and prosperity for 
all by 2030. All the 17 SDGs are integrated in such a way that action in one area will affect outcomes 
in others to achieve sustainable development balanced in terms of social, economic and environmental, 
intending to leave no one behind.

ENDNOTE

1  Mahatma Gandhi, quoted by E. F. Schumacher in Small Is Beautiful: A Study of Economics as if 
People Mattered (Blond and Briggs, 1973).
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ABSTRACT

COVID-19 has prompted an urgent need for organisations to adapt to continuously changing circumstances. 
Given the unpredictable challenges, a traditional, tightly planned approach to managing episodic change 
is likely to be suboptimal. Based on the need to manage continuous change and ensure workplaces are 
prepared for further unexpected events, it is argued that developing employees’ adaptive performance 
is a better approach. Drawing on the literature identified in Park and Park’s recent review of adaptive 
performance and its antecedents, the authors conduct a parallel review of the managerial implications of 
these findings. Findings are organised into sections related to employee selection, training, work design, 
leader behaviour, and organisational climate. Each practical recommendation is reviewed in terms of 
its feasibility of implementation and likely effectiveness.

INTRODUCTION

COVID-19 has created an urgent need for organisations to adapt to rapidly changing circumstances under 
conditions of great uncertainty. These disruptions have affected organisations’ long-term plans, their 
business models, the size and composition of their workforce, and employees’ everyday working condi-
tions. The ability to lead and implement change in such circumstances has never been more important. 
However, due to the ongoing unpredictable challenges posed by the disruptions, a tightly planned ap-
proach is less feasible. Based on the need to make continuous change, we conduct a review of proposed 
managerial interventions for supporting employee adaptive performance.
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Adaptive performance refers to employees’ capabilities to adapt to rapidly changing work situations 
(Neal & Hesketh, 1999), and it is thought to include dimensions of problem solving, dealing with uncer-
tainty, learning new tasks and procedures, and interpersonal, cultural and physical adaptability (Pulakos 
et al., 2000). Adaptive performance has been distinguished from task proficiency and proactivity (Griffin 
et al., 2007), with the former describing behaviours that are not formalised nor embedded within a social 
context, and the latter with anticipatory, self-directed behaviours intended to achieve desired outcomes.

We argue that a focus on encouraging employee adaptive performance is likely to complement and 
enhance managerial change efforts. While prominent change management theories have provided impor-
tant insights into how to lead change effectively (Beer & Nohria, 2000; Bridges, 2009; Goldratt, 1999; 
Kotter, 1996), they have traditionally emphasised a planned approach in which change is characterised 
as episodic, with a clear beginning, middle and end (Bouckenooghe, 2010). Such approaches have argu-
ably been well-suited to dealing with the initial COVID-19 outbreak. The outbreak presents a clearly 
defined problem with profound negative consequences (a “burning platform”) if the organization fails to 
act quickly and decisively. However, the COVID-19 situation does not offer a clearly defined endpoint, 
making these models less suitable for managing an uncertain future. Even with the development of sev-
eral promising vaccines, it is unlikely that the economic climate and workplace culture will snap back to 
“normal”. Alternatively, if treatments turn out to lack long-term effectiveness or a new vaccine-resistant 
strain of coronavirus emerges, organisations will need to make significant changes to adapt to this new, 
permanent situation. Hence, the COVID situation requires both leadership capable of managing ongoing 
changes, and employees prepared to embrace a state of continuous organisational change.

Managing ongoing change requires a different approach to episodic change. For episodic change, 
Weick and Quinn (1999) theorise a leader’s role is to initiate and drive changes with employees who 
are often resistant to that change. In contrast, when managing continuous change, a leader’s role may be 
described as that of a “sense maker” (Weick & Quinn, 1999, p. 366), where leaders help reframe opinions 
that employees may already hold, rather than imposing their own planned agenda on their team. If the 
COVID situation continues to evolve as a continuous, relatively unpredictable series of changes, such a 
perspective suggests that it may be incumbent on leaders to take on a notably different role in managing 
change than that propagated by prominent traditional theorists (Beer & Nohria, 2000; Bridges, 2009; 
Goldratt, 1999; Kotter, 1996).

From an employee perspective, embracing continuous organisational change may require adaptation 
to a variety of new stressors, along with a concurrent need to abandon established methods. A context 
of continuous change may require adoption of new roles or responsibilities, abandonment of important 
past accountabilities, major changes to an employee’s day-to-day working schedule, and layoffs of col-
leagues. In such an environment, an employee’s general attitude toward change may be more relevant 
than any specific attitude held towards any one component they are required to adapt to.

Not all employees are willing or able to accept change, and some researchers have theorised that 
employee resistance to change is a trait-like construct possessed in greater measure by some employ-
ees (e.g., Oreg, 2003; Saksvik & Hetland, 2009). As well as resistance to change, the preparedness of 
employees to adapt to changes has also been investigated through the lens of change readiness (e.g., 
Rafferty et al., 2012), which is assumed to be more state-like. Studies investigating both trait resistance 
and state readiness have tended to be cross-sectional with few studies investigating either construct over 
time. However, a recent study by Henricks et al. (2020) suggested that neither construct is completely 
trait-like or state-like. Although both constructs are relatively stable over time (as indicated by test-retest 
correlations of .50 for change readiness and .62 for resistance to change), they are nonetheless malleable 
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to the potential influence of leaders and other contextual factors. Michel et al.(2013) have also pointed 
towards the absence of a consistent moderation effect across workplace contexts, in questioning the trait-
like status of resistance to change. Context may play a larger role in shaping general attitudes toward 
change than historically presumed (Caldwell, 2013; Michel et al., 2013).

For these reasons, rather than attempting to deal with the many unpredictable challenges posed by 
the COVID situation through a tightly planned process, we argue that a more fruitful approach is to ex-
plore how adaptive performance may be supported and developed in employees. Park and Park (2019) 
conducted a recent review of the literature on adaptive performance, which included 34 empirical studies 
that had studied its antecedents. Among these antecedents, the review identified individual characteristics 
(e.g., personality, self-efficacy, self-regulation), job characteristics (e.g., decision-making autonomy and 
job resources), group characteristics (e.g., supervisor support), and organizational characteristics (e.g., 
leader vision).

In this chapter, we conduct a parallel review of the managerial implications of these findings, which 
we source from the recommendations of the body of studies collected by Park and Park (2019). While 
none of these studies were conducted during the COVID era, we extrapolate relevant managerial impli-
cations from this research and explain how it may be applied to support employee adaptability during 
organisational disruptions. We include both explicit recommendations for interventions made in these 
studies, as well as implicit implications of their main findings. Based on the major outcomes described 
in this collection of studies, we organise these findings into sections related to employee selection, 
training and performance management, work design and job resources, leader behaviour, and organisa-
tional climate and culture. This structure also provides a framework for leaders to consider the different 
types of interventions that are available. We evaluate each recommendation in terms of its feasibility of 
implementation and likely effectiveness.

EMPLOYEE SELECTION

Several studies reviewed in Park and Park (2019) focused on employee characteristics as antecedents of 
adaptive performance. These included cognitive flexibility (Good, 2014), Big Five personality factors 
or more specific dispositional facets (Griffin & Hesketh, 2003; Griffin & Hesketh, 2005; Huang et al., 
2014), as well as additional individual differences not covered by extant models of personality (Bartone 
et al., 2013; Hauschildt & Konradt, 2012; Zhang et al., 2016). Many such factors are considered either 
difficult or impossible to shift. Thus, these studies imply that during times of disruption—such as the 
COVID-19 pandemic—employee selection processes should place greater emphasis on these individual 
differences to bolster a workplace’s adaptive performance.

Personality Measures

Huang et al. (2014) conducted a meta-analysis of 71 independent samples (total N = 7,535) all collected 
using the Hogan Personality Inventory (Hogan & Hogan, 2007). They found that emotional stability and 
ambition were both significantly associated with adaptive performance. In relation to emotional stability, 
Huang et al. (2014) theorised that employees who were highly emotionally stable were more likely to 
tolerate and attempt potentially stressful workplace changes, whereas less emotionally stable employees 
were more likely to avoid such stressors by procrastinating or clinging to old policies and processes. In 
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relation to ambition, Huang et al. (2014) theorised that highly ambitious employees were more likely 
to seize opportunities that presented themselves during periods of change, whereas less ambitious em-
ployees may be less motivated by such opportunities. Despite the limitations of their cross-sectional 
design, Huang et al. (2014) asserted that these personality traits were the two primary personality-related 
predictors of adaptive performance within the workplace and implied that measurement of both traits 
should be used for pre-employment screening purposes.

Over a century of research has consistently found that conscientiousness is a significant predictor of 
employee task performance across a wide range of occupations (Schmidt & Hunter, 1998; Wilmot & 
Ones, 2019). Zhang et al. (2012) investigated whether conscientiousness may have a similar association 
with adaptive performance. Specifically, Zhang et al. (2012) conducted two studies among full-time 
employees based in Beijing and their supervisors. They found that while the relationship between con-
scientiousness and job performance is best described as curvilinear (i.e., reaches a plateau), the positive 
association between conscientiousness and adaptive performance was best described as linear with a small 
effect size (r = .17, p < .05). Given the relatively pervasive use of conscientiousness in existing employee 
selection practices, Zhang et al.’s (2012) findings imply that maintaining this status quo is appropriate. 
However, Zhang et al. (2012) also cautioned that despite the potential utility of conscientiousness as a 
predictor of adaptive performance, empirical research to date has typically observed only small effect 
sizes. There are clearly other factors which shape an employee’s adaptive performance in the workplace.

Studies which examine the relationship between conscientiousness and adaptive performance have 
not always found a consistent association. In one early study, Griffin and Hesketh (2003) noted that 
conscientiousness was not a significant predictor of adaptive performance in either of the two organisa-
tions that they surveyed (rs = .06, -.04, ps >.05). However, in a follow-up study with a different sample, 
Griffin and Hesketh (2005) investigated personality correlates of adaptive performance at a facet level. 
Griffin and Hesketh (2005) observed that two sub-facets of conscientiousness were both significantly 
associated with adaptive performance, namely achievement-orientation and dependability. Specifically, 
employees who scored highly on the achievement scale were more likely to be adaptable, whereas those 
with high scores on the dependability facets were less likely to be adaptable. Such findings suggest a 
more subtle and nuanced association between conscientiousness and adaptive performance similar to 
that observed by Stewart and Nandkeolyar (2006). Stewart and Nandkeolyar (2006) observed that the 
association between conscientiousness and adaptive performance may differ by role. Specifically, they 
suggested that conscientiousness would only predict adaptive performance within positions which re-
quire employees to seize sales opportunities. In contrast, Stewart and Nandkeolyar (2006) suggested that 
openness to experience may be a better predictor of adaptive performance within other roles.

Considering the various recommendations reviewed, the case for pre-employment screening based 
on existing personality measures is mixed. There exists a degree of consensus that facet-level personality 
traits may be more useful in predicting adaptive performance than Big Five personality factors (Griffin & 
Hesketh, 2005; Huang et al., 2014). However, each of the studies which examined facet-level correlates 
of adaptive performance have identified slightly different facets. Furthermore, research also suggests the 
personality traits which predict adaptive performance may differ by role (Stewart & Nandkeolyar, 2006). 
Given the mixed evidence reviewed combined with a lack of replication studies across different contexts, 
it would be unwise to reweight the interpretation of pre-employment personality assessments away from 
a century of evidence predicting conventional / task performance (Schmidt & Hunter, 1998; Wilmot & 
Ones, 2019) toward the relatively scant and contradictory literature available on adaptive performance. 
As such, given the research available at the time of writing this chapter, both the feasibility and likeli-
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hood of success for personality-related pre-employment screening to boost adaptive performance must 
both be judged low.

Other Individual Differences

Given the success of employment screening based on personality is far from guaranteed, several studies 
have examined a range of other individual differences that may predict adaptive performance during 
employee selection processes. Bartone et al. (2013) conducted a longitudinal study in which they admin-
istered a survey to military cadets at Westpoint during the beginning of their training then again seven 
years later following their graduation. They found that two specific forms of psychological hardiness, 
as measured by the Dispositional Resilience Scale (Bartone, 1995), significantly predicted adaptability 
seven years later. Specifically, the Commitment subscale which purports to measure active engagement 
in life significantly predicted self-assessed adaptability (r = .24, p<.01), but not supervisor ratings of 
adaptability (p >.05). The Control subscale which purports to measure the belief that an individual can 
personally influence events predicted both self-assessments of adaptability (r = .25, p <.01) and super-
visor ratings of adaptability (r = .36, p < .01) seven years later. Using hierarchical regression, Bartone 
et al. (2013) controlled for both scholastic aptitude and the composite candidate rating scales prior to 
admission into Westpoint, and found via hierarchical regression analysis that 9% of variance in self-
assessed adaptability seven years later could be predicted using a model that included Commitment and 
Control sub-scales of the resilience measure (F(5,628) = 13.23, p <.01). In contrast, 18% of variance in 
later supervisor adaptability assessments could be predicted using a model that included only the Control 
sub-scale of the resilience measure (F(5,118) = 5.23, p <.01). Given the theorised temporal stability of 
dispositional resilience (Bartone, 1995), and its predictive association with adaptive performance, Bartone 
et al. (2013) implied that such a characteristic may be used as an effective pre-employment screening tool.

Cognitive flexibility has also been suggested as a useful predictor of adaptive performance. Good 
(2014) found that pre-task cognitive flexibility as measured by performance on a Stroop task (Stroop, 
1935) predicted 11% of variance in adaptive performance within a computer simulated environment 
where participants play the role of a fire chief. Good (2014) cautioned that a self-reported measure of 
cognitive flexibility showed an inverse association with adaptive performance on the same task. Such 
a finding illustrates the importance of performance-based assessment versus self-report inventories. 
On the basis of Good’s (2014) findings, although pre-screening of cognitive flexibility may be a useful 
predictor of adaptive performance, any screening must be directly assessed using objective measures, 
rather than self-reports.

Hauschildt and Konradt (2012) explored employee self-regulation when engaged in work that is not 
naturally motivating. They labelled this form of self-regulation as self-leadership and theorised that it may 
be an antecedent of adaptive performance. Hauschildt and Konradt (2012) found a positive association 
between self-leadership and employee adaptive performance in a single cross-sectional study. However, 
they did not test the stability over time of self-leadership and instead asserted that these behaviours may 
be shaped via combination of leadership behaviour and training. As such, employee screening based on 
self-leadership would appear premature.
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Personal and Organisational Goal Congruence

In contrast to the examination of individual differences, other researchers have advocated for selection 
based on individual attitudes that may be more dynamic. Zhang et al. (2016) found that motivation was 
higher among employees whose goals were congruent with their employer’s objectives. Building on 
this finding, they theorised that selecting employees whose personal goals and values aligned with that 
of their company would likely prompt higher adaptive performance during times of change. Zhang et 
al. (2016) did not examine the extent to which personal and workplace goal alignment may converge or 
diverge over time. As such, the predictive validity of using such an approach is difficult to assess, given 
that both personal and workplace goals are potentially dynamic constructs.

Age

It is a common assumption among HR professionals that older employees may become more set in their 
ways (Gostautaite & Buciuniene, 2015). Only one of the papers reviewed by Park and Park (2019) fo-
cused on testing the association between age and adaptive performance, but failed to detect a significant 
association (r = -.09, p >.05) among employees of a retail bank in Lithuania. Gostautaite and Buciuniene 
(2015) further observed that under certain circumstances, specifically a high degree of work scheduling 
autonomy and low degree of decision-making autonomy, older workers are likely to present with higher 
adaptive performance. Another study by Ghitulescu (2013) among 621 special education teachers ob-
served similar findings. Ghitulescu (2013) observed that those with more experience in their job tended 
to demonstrate higher levels of both adaptive and proactive behaviours. Both findings (Ghitulescu, 2013; 
Gostautaite & Buciuniene, 2015) contrast with the common assumption that older employees might be 
less flexible during times of change. In fact, Ghitulescu’s (2013) finding suggests quite the opposite 
possibility; as an employee gains more experience over time, they become equipped with a wider array 
of skills and knowledge to apply in solving novel problems. In many parts of the world, discriminating 
against employees based on their age is unlawful. These results suggest that in addition to being unlawful, 
selecting employees based on age does not make business sense, especially during the COVID period 
where adaptive performance is likely to become more important.

Selection Based on Adaptive Performance, Not Its Antecedents

Rather than selecting employees based on hypothesised antecedents of adaptive performance, others 
have suggested that pre-employment screening should consider direct measures of adaptive performance. 
Charbonnier-Voirin et al. (2012) developed a self-report adaptive performance scale to measure five 
distinct aspects of this employee characteristics. The resultant scale possessed a hierarchical structure 
including one overall adaptive performance scale, together with five sub-scales which were labelled as 
creativity, reactivity in the face of emergencies or unexpected circumstances, interpersonal adaptabil-
ity, training and learning effort, and managing work stress. Charbonnier-Voirin et al. (2012) presented 
some preliminary evidence of the convergent validity of the scale by demonstrating modest to large 
correlations between their overall adaptive performance scale and both a measure of transformational 
leadership (r = .41, p < .01) a measure of contextual performance (r = .60, p<.01). Despite the absence 
of any predictive validity studies, Charbonnier-Voirin et al. (2012) asserted that the scale may be used 
for employee selection purposes.
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TRAINING AND PERFORMANCE MANAGEMENT

Most of the articles reviewed in Park and Park (2019) imply that it is difficult to train adaptive perfor-
mance directly. Instead, these studies imply that a more fruitful approach is to help employees develop 
relevant domain knowledge, improve the self-regulatory capabilities of individuals and teams, incorpo-
rating adaptive performance into performance appraisal systems, and retaining experienced employees. 
We argue that these strategies are likely to be particularly effective in preparing organisations for the 
impact of disruptions related to COVID-19.

Studies of adaptive performance have indicated that adaptivity tends to emerge from a person’s ex-
pertise within a knowledge domain; in other words, that it represents a higher level of functioning than 
basic task proficiency. For instance, Chen et al. (2005) found that individual knowledge and skill within 
a flight simulator task was associated with adaptive performance. In a study of international military 
personnel, Sahin and Gurbuz (2014) found that expertise in cultural intelligence was associated with 
greater adaptive performance in cross-cultural situations. Thus, these researchers suggest that adaptive 
performance can be enhanced through extensive training and/or experience in a domain, thereby allowing 
employees to acquire flexible knowledge schemas that can be applied in unfamiliar situations.

In addition to domain content knowledge, studies have focused on both individual and team regula-
tory processes as antecedents of adaptive performance. Hauschildt and Konradt’s (2012) study revealed 
a positive relationship between self-leadership and employee adaptive performance. Their measure of 
self-leadership encompassed a range of self-regulatory processes, including goal setting, self-reward and 
punishment, observation, self-cueing, and constructive self-talk. In a similar vein, Chen et al.’s (2005) 
study additionally focused on team coordination process (i.e., monitoring goal progress, systems monitor-
ing, team monitoring and backup behaviour). Their findings revealed that these coordination processes 
were stronger antecedents of team performance than individual expertise. Thus, both studies imply that 
training, managerial support and encouragement for individual and team regulatory processes is likely 
to enhance adaptive performance.

Other researchers have recommended incorporating adaptive performance into HR systems, includ-
ing applicant selection criteria, performance appraisal and position descriptions. In a study of sales 
representatives, Stewart and Nandkeolyar (2006) found that employees’ overall performance fluctuated 
according to situational opportunity (i.e., the number of sales referrals received); yet adaptive employees 
were better able to take advantage of such opportunities. For performance appraisals, they recommended 
accounting for variability in situational opportunity, as well as employees’ capabilities in seizing op-
portunities. In a similar vein, Charbonnier-Voirin and Roussel (2012) recommended including a measure 
of adaptive performance into formal performance appraisal, and suggested it could also be used as an 
employee selection tool. Moreover, Griffin et al. (2007; 2010) distinguish between task proficiency (i.e., 
performance on core job tasks), proactivity (i.e., self-directed action), and adaptivity (i.e., adapting to 
changes in a work system and work roles), and they argue that these categories should be incorporated 
into performance evaluation systems. Griffin et al. (2007) further suggested that job descriptions should 
not be regarded as static; rather, managers should recognise roles as flexible and emergent, and they 
should provide opportunities for employees to self-initiate new tasks and customise their roles.

Finally, at least two studies have reported a positive relationship between employees’ length of tenure 
in a role and adaptive performance (Ghitulescu, 2013; Sahin & Gurbuz, 2014). These findings imply that 
more experienced employees are likely to develop a broader repertoire of knowledge, thereby facilitating 
their adaptive performance. Alternatively, this relationship may signify a survivorship bias: that already 
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adaptable employees are more likely to have successfully navigated previous changes and remain em-
ployed. To build adaptivity within a workforce, these findings suggest that organisations should engage 
in employee retention strategies for longstanding workers, particularly those who have already success-
fully adapted to change. Pulakos et al. (2002) also argued for measuring past experience in adapting as 
an indicator of future adaptive performance. In order to enrich employee knowledge and maximise the 
benefits of experience, both Ghitulescu (2013) and Sahin and Gurbuz (2014) recommended exposing 
employees to diverse work experiences, such as job rotations, novel work environments, information 
about the larger organisational context, and greater interactions with colleagues. Although such inter-
vention will impose a steeper learning curve, such diverse experiences should prepare a workforce for 
significant changes to everyday work tasks and roles brought about by major disruptions.

WORK DESIGN AND JOB RESOURCES

Research has also investigated how a range of work design aspects influence employees’ level of adaptive 
performance. These initiatives include providing greater autonomy to employees, supporting greater social 
connectedness among colleagues, providing workplace challenges to enhance employees’ self-efficacy, 
and improving self-regulation by supporting employees’ participation in goal setting.

With regard to autonomy, researchers have argued that it benefits employees in multiple ways (Gos-
tautaite & Buciuniene, 2015), including providing greater work knowledge, providing greater flexibility 
to approach tasks in a different way when circumstances change, and instilling greater motivation through 
being trusted with additional responsibilities. These studies have drawn a distinction between decision-
making autonomy (referring to discretion given to employees to make important decisions related to 
their job) and work-scheduling autonomy (referring to employee control over the sequence and timing 
of work tasks) (Morgeson & Humphrey, 2006).

Although the benefits of autonomy appear obvious, results regarding its effects on adaptive performance 
have been mixed. Among a study of manufacturing employees, Sherehiy and Karwowski (2014) found that 
general job autonomy was not associated with adaptive performance. However, both Ghitulescu (2013) 
and Gostautaite and Buciuniene (2015) observed that employees with high decision-making autonomy 
generally demonstrated greater adaptive performance. Gostautaite and Buciuniene (2015) found that 
older workers benefitted from work-scheduling autonomy but not decision-making autonomy. In general, 
these authors recommend providing greater autonomy to workers to support adaptive performance, but 
doing so with consideration to employees’ circumstances, capabilities and goals. For instance, while 
some employees may perform capably while working at home during office shutdowns, other employees 
may need greater levels of direction and support from their manager and colleagues.

Research has also examined how interactions with other workers affect employees’ adaptive per-
formance, including their task interdependence and social support. Task interdependence refers to the 
extent to which employees need to coordinate with colleagues and other stakeholders to perform their 
job. In a study of teachers, Ghitulescu (2013) reported a negative relationship between task interde-
pendence and adaptive performance. She argued that interdependence reduces autonomy and increases 
reliance on others for information and resources. Thus, this finding implies that adaptive performance 
suffers if interdependences imposes excessive work demands and constraints on employees. In contrast, 
Ghitulescu (2013) found that an employee’s number of social ties increases adaptive performance. She 
interpreted this result as suggesting that social ties provide additional social support, information, and 
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advice. Thus, she recommended facilitating interactions among colleagues, but not designing work that 
required co-workers to rely on each other excessively. This recommendation is likely to be especially 
relevant for employees who are required to socially distance themselves from their colleagues and those 
who work from home.

As a further motivational process, many of the studies reviewed by Park and Park (2019) have also 
investigated self-efficacy as a possible antecedent of adaptive performance. Self-efficacy refers to a 
person’s judgement that they possess the necessary capabilities to perform a task or obtain a desired 
outcome successfully (Bandura, 1986). Self-efficacy represents a source of motivation; highly efficacious 
employees are more likely to put more effort into a task, initiate actions to help them cope with a new 
situation and persist when faced with challenging and/or uncertain situations. This view has been sup-
ported by the study of Chen et al. (2005), who found that employees’ individual self-efficacy increases 
goal striving (allocating and sustaining effort), which itself is positively related to adaptive performance. 
Other findings regarding the relationship between self-efficacy and adaptive performance have been 
mixed. Although most of the reviewed studies reported a positive correlation between self-efficacy and 
adaptive performance (e.g., Griffin & Hesketh, 2003; Griffin et al., 2010; Pulakos, Schmitt, Dorsey, Arad, 
Borman, et al., 2002), this relationship often disappeared when additional predictors were investigated 
in more complex models. For instance, Griffin et al. (2010) found that self-efficacy no longer predicted 
adaptive performance when conscientiousness was entered into the model.

Nonetheless, several authors have recommended interventions for improving employees’ self-efficacy. 
For instance, both Chen et al. (2005) and Sahin and Gurbuz (2014) suggest that motivational interventions 
directed at increasing both individual and team self-efficacy is likely to increase adaptive performance, 
although these authors do not elaborate on what such interventions would entail. Traditionally, inter-
ventions for self-efficacy have included providing “mastery” experiences (i.e., facilitating success on 
a relevant task), vicarious experiences (i.e., observing the behaviour of role models similar to oneself), 
social persuasion (i.e., expressing a belief in an employee’s ability to succeed), and to reduce negative 
emotional states such as stress (Gallagher, 2012). Similar to the “mastery” intervention, both Bartone et 
al. (2013) and Griffin and Hesketh (2003) recommended providing challenging tasks and experiences 
to help employees develop a strong sense of self-efficacy, thereby preparing them for the need to dem-
onstrate adaptive performance in the face of change. Most other authors, however, do not offer specific 
recommendations for increasing self-efficacy.

Studies by Hauschildt and Konradt (2012) and Zhang et al. (2016) also suggest ways in which 
goal setting techniques can be used to improve employees’ ability to self-regulate their behaviour and 
improve their adaptive performance. As previously described, Hauschildt and Kondradt (2012) found 
that self-leadership was positively associated with adaptive performance. They therefore argued that 
self-leadership should be encouraged through supporting employee-directed goal setting, as well as by 
providing constructive feedback and emphasising shared purpose, vision and values. In the study of 
Zhang et al. (2016), the authors examined different forms of regulation, including external regulation 
(i.e., participating because of external demands or rewards), introjected (i.e., participating to maintain 
self-worth), identified (i.e., participating because a goal is valued), and intrinsic (i.e., participating 
because a task is interesting / enjoyable) regulation. They found that only identified regulation was as-
sociated with adaptive performance, and the other forms of self-regulation (even intrinsic regulation) did 
not influence performance. Thus, they recommended interventions for increasing identified regulation 
by encouraging employees to internalise the value and importance of the goals they set out to achieve. 
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In the COVID era, leaders should make efforts to keep physically distant employees informed about the 
direction of the organisation and how their efforts contribute to its long-term success.

LEADER BEHAVIOUR AND LEADER DEVELOPMENT

Although leaders play a central role in selecting employees, training them, evaluating their performance, 
and designing their work, several studies reviewed by Park and Park (2019) suggested the importance of 
specific behaviours among leaders that were independent of their designated role within such processes. 
Such recommendations included behavioural role-modelling, specific training that may be advantageous 
for leaders, and social processes that leaders may instigate or encourage within their teams. These ac-
tions are likely to be especially important for virtual teams operating within a COVID environment, as 
physical disconnectedness makes it more difficult for teams to implement shared goals and build trust 
(Hertel et al., 2005).

Transformational Leadership

Two studies reviewed by Park and Park (2019) observed the apparent association between transformational 
leadership behaviour and adaptive performance among employees. In a survey among employees of a 
French aeronautical company, Charbonnier-Voirin et al. (2010) observed a significant medium association 
between transformational leadership and adaptive performance (r = .44, p < .01). As employee assessments 
regarding their leaders’ behaviours become more positive, so did self-assessed adaptive performance. 
Using hierarchical linear modelling, Charbonnier-Voirin et al. (2010) further showed that an innova-
tive organisational climate as assessed by leaders moderated the association between transformational 
leadership and adaptive performance. The moderating influence of organisational climate significantly 
dampened the association between transformational leadership and adaptive performance such that 
highly innovative teams demonstrated a stronger positive association between leadership assessments 
and adaptive performance, whereas this association, while still positive, was relatively weaker among 
relatively less innovative teams. Despite the cross-sectional nature of their study, Charbonnier-Voirin 
et al. (2010) nevertheless concluded that leadership behaviour was likely to have a causal influence on 
employee adaptive performance. Accordingly, they recommended leaders may shape adaptive behaviour 
among employees at both an individual and team-level. When working one-on-one with individuals, 
Charbonnier-Voirin et al. (2010) suggested that leaders should provide tailored support and development 
based on unique individual employee needs. Still at any individual-level, they further suggested that 
leaders may enable employees to achieve their individual potential by adjusting task assignment and per-
formance feedback based on each individual’s reasoning ability and job-related skills. When working at a 
team-level, Charbonnier-Voirin et al. (2010) recommended that leaders articulate a clear and challenging 
vision, whilst encouraging a positive attitude regarding the team’s ability to achieve challenging goals.

Griffin et al. (2010) conducted a longitudinal study in which they tested the predictive association 
between transformational leadership vision and adaptive performance using two repeated survey ad-
ministrations among public sector employees separated by one year. Griffin et al. (2010) failed to detect 
a correlation between the clear and compelling presentation of a vision by leaders at Time 1 and either 
self-assessed adaptivity among employees at Time 1 (r = -.09, p > .05) or twelve months later at Time 
2, (r = -.02, p > .05). However, they did observe that leader vision interacted with employee openness to 
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role changes to predict adaptivity. Specifically, those who observed leaders with a clear vision at Time 
1 but were not open to a role change at Time 1 reported the lowest adaptivity at Time 2. In contrast, 
those who both assessed leaders with a clear vision at Time 1 and were open to a role change at Time 
1 reported the highest level of adaptivity. Griffin et al. (2010) concluded that transformational visions 
presented by leaders may not be sufficient in isolation to prompt adaptive performance among employees. 
However, where employees are already predisposed to embrace the changes being suggested, a clear 
and compelling vision presented by leaders can act as a catalyst to disrupt the status quo accelerate an 
employee’s adaptive performance.

Leadership Training and Social Processes

Other researchers have suggested that leaders may improve the adaptive performance of their teams by 
supporting effective team processes. Chen et al. (2005) demonstrated the importance of post-training 
regulation processes in shaping later adaptive performance among 156 individuals on a computerised 
flight simulator. They found that leaders may play a critical role, particularly in complex environments, 
in encouraging post-training regulation within their teams by providing transparent tools to measure 
performance and prompting reflective discussion among employees about those results. In a similar 
vein, Chiaburu et al. (2013) suggested the importance of supportive leadership to bring out the best in 
teams, particularly during times of change. Chiaburu et al. (2013) asserted that leadership training dur-
ing organisational change should focus in equal measure on both change-oriented supportive leadership 
behaviours, such as being open to suggestions about the change, and involving employees in key-decisions 
during the change.

Schraub et al. (2011) examined a different process labelled as expressive suppression which they 
suggested leaders may use to prompt adaptive performance during organisational changes. Schraub et 
al. (2011) found that those employees who were more likely to supress spontaneous emotions regarding 
proposed organisational changes, tended to report less tension associated with proposed changes, and 
ultimately higher adaptive performance. Schraub et al. (2011) theorised that negative emotions about 
proposed changes may prolong an employee’s cognitive focus on the unfavourable aspects of a proposed 
change, which in turn may prolong the emotional detachment that is necessary for adaptive performance. 
As such, Schraub et al. (2011) asserted that leaders should closely attend to their employee’s subjec-
tive experience of change and try where possible to encourage employees to talk in a constructive way 
about proposed changes. Such an approach would be consistent with promoting employee participation 
throughout large-scale changes, without allowing that participation to become an opportunity for em-
ployees to emotionally vent their frustration. In addition to reducing an individual’s personal adaptive 
performance, Schraub et al. (2011) suggested that expressing negative emotions regarding a change 
can also become contagious within work-teams. They suggested that leaders should therefore dissuade 
employees from reflecting openly on their negative feelings about a change lest they influence others, 
instead they suggested leaders promote constructive approaches to such conversations.

ORGANISATIONAL CLIMATE AND CULTURE

With many teams forced to work remotely due to COVID restrictions, a major challenge for leaders is to 
maintain a positive working culture that promotes adaptability. A small number of studies reviewed by 
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Park and Park (2019) make recommendations regarding the optimal organisational context for employee 
adaptive performance to occur. Recommendations from these studies include promoting a team culture 
of learning, promoting an organisational climate for innovation and learning, and adopting an organic 
organisational structure.

Team norms appear to influence how individual team members engage in adaptive performance. In 
a study of service employees, Han and Williams (2008) investigated how their team’s learning climate 
influenced both individual and team performance. They characterized learning climate as norms relat-
ing to openness to change and new ideas, tolerance of mistakes, and high-performance expectations 
and accountability. They found that strong team norms were associated with individual (but not team) 
adaptive performance. Based on these results, they suggested selecting and developing employees who 
were likely to succeed in such an environment, and they also recommended fostering a learning climate 
within teams.

In a similar vein, Charbonnier-Voirin et al. (2010) discussed how a climate for innovation influenced 
adaptive performance. Similar to learning climate, they depicted a climate for innovation as one that 
comprised norms and practices that encouraged flexibility, the free expression of creative ideas, ongo-
ing learning, and independence and empowerment to achieve the team’s goals. Although they failed 
to observe a direct benefit of innovation climate on adaptive performance, their findings revealed that 
transformational leaders were even more effective in facilitating adaptive performance amongst their 
employees when they worked in such a climate. They similarly recommended supporting a climate for 
innovation within organizations, although this study (nor the previous one) provided clear guidance 
about how such a climate might be achieved.

Other researchers have elaborated on this issue and made more specific recommendations. After 
observing a robust relationship between a learning climate and employee adaptive performance, Eldor 
and Harpaz (2016) outlined several recommendations. They suggested that leaders should encourage 
employees to learn, facilitate knowledge exchanges and collaborations, involve employees in crafting 
an organisational vision, and empower employees within their roles. These authors also observed that 
employee engagement mediated the relationship between learning climate and adaptivity. They there-
fore made recommendations for enhancing engagement, including leaders playing a role in facilitating 
(as opposed to managing) performance, and helping employees to re-craft their roles to accommodate 
externally driven changes.

Research has also examined how organizational structure influences an organization’s learning culture. 
Kanten et al. (2015) described learning culture as a type of organisation that encourages employees to 
engage in ongoing learning activities, and one that proactively develops strategies to encourage learn-
ing. They compared employees who reported working for organisations with a mechanistic structure 
(i.e., one that is highly formalised, standardised, hierarchical, and centralised, with inflexible job roles, 
policies, practices and procedures) versus those with an organic structure (i.e., one that is flat, flexible, 
adaptable and informal). They found that both types of structure had a positive influence on an organisa-
tion’s learning culture, which in turn facilitated employees’ adaptive performance. Thus, these authors 
recommended developing a structure (either mechanistic or organic) that best suited the relevant internal 
and external conditions faced by the organization, as well as taking steps to facilitate a learning culture.
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DISCUSSION AND CONCLUSION

In the context of COVID-19, there is no single intervention that will ensure the adaptability of a work-
force. Instead, the collection of studies reviewed in Park and Park (2019) suggest that a multifaceted 
approach is needed, and that leaders should consider a range of interventions, including improvements 
to organisational systems, work design, leader behaviour, and organisational culture. We present a sum-
mary of these interventions in Table 1.

While the evidence from the studies reviewed in this chapter suggests that many of the interventions 
will increase adaptive performance, we urge practitioners to observe several cautions when considering 
each for implementation. First, none of the studies reviewed in this chapter were conducted in the context 
of COVID-19. Thus, it is unclear how contextual differences in each of the studies will influence the 
applicability of the managerial interventions in the context of COVID-related changes.

Second, contextual differences in the studies – particularly concerning the nature and scope of changes 
employees were required to adapt to – may limit generalisations about the effectiveness of each inter-
vention. The studies covered a wide range of settings, as well as challenges that employees needed to 
adapt to. Some of the studies were experimental (e.g., Chen et al., 2005; LePine et al., 2000), requiring a 
short-term adaptation to changing circumstances. Other studies required employees to seize momentary 
opportunities (Stewart & Nandkeolyar, 2006). Some studies assessed adaptive performance in a much 
more general workplace context (e.g., Griffin & Hesketh, 2003), assessing employees’ ability to adapt 
to the daily changing requirements of their role. Thus, it is unclear precisely which aspects of adaptive 
performance are most important for managing these situations effectively.

As described by Pulakos et al. (2002), the construct of adaptive performance is quite broad, com-
prising aspects such as creative problem solving, dealing with uncertain situations, learning new proce-
dures, interpersonal adaptability, handling work stress, and dealing with emergencies. In line with later 
conceptualisations of adaptive performance (e.g., Griffin et al., 2007), the studies we reviewed mainly 
focused on the more general, overarching adaptive performance construct. In reality, there may be specific 
facets of adaptive performance that are more important in some situations. For instance, opportunity 
seizing among new customers may require adaptability in interpersonal skills. Handling work stress is 
likely to be important when faced with multiple responsibilities. Thus, interventions to improve general 
adaptivity may be less useful when more specific characteristics are required to manage different types 
of disruptions.

Moreover, the body of studies on the antecedents of adaptive performance is relatively small compared 
to other forms of performance, such as task performance. There is a lack of consistent replication studies 
on the antecedents of adaptive performance, which means that it is difficult to assess how universally 
effective specific managerial interventions are likely to be, as well as determine any relevant boundary 
conditions that may limit their effectiveness.

The majority of studies were non-experimental, and as such, the levels of adaptive performance and 
antecedent factors were not randomly assigned. These study designs cast some doubt about the direction 
of causality in some of the findings. For instance, some of the studies reviewed described decision-making 
and task-scheduling autonomy as antecedents of adaptive performance (e.g., Gostautaite & Buciuniene, 
2015). However, it is possible that already high-performing employees will be trusted with greater au-
tonomy by their supervisors because of their adaptivity. Thus, we recommend that practitioners observe 
caution in applying interventions based on non-experimental research, such as conducting small-scale 
trials before implementing interventions more broadly.
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In summary, our chapter points to a range of interventions that leaders may implement to support 

Table 1. Summary of Managerial Interventions for Supporting Adaptive Performance

          Intervention           Our Recommendation           Supporting References
          Employee Selection
        Select employees based on facets of 
Conscientiousness (achievement orientation, 
dependability)

Consider these facets as secondary selection criteria 
after screening for more well-established measures (e.g., 
cognitive ability, personality) for specific roles.

Griffin and Hesketh (2005)

        Select employees for facets of 
psychological hardiness, including 
commitment and (locus of) control

As above Bartone et al. (2013)

        Select employees for cognitive flexibility As above; use objective measures of cognitive 
flexibility. Good (2014)

        Select employees based on goal 
congruence with organisational goals

Consider person-organisation fit as a secondary 
criterion; encourage employees to internalise the 
importance of organisational goals.

Hauschildt and Konradt (2012)

        Select employees based on past adaptive 
performance

Include as a criterion, but assess using validated 
instruments and/or relevant real-life instances Charbonnier-Voirin (2012)

          Training and Performance Management
        Develop expertise and in-role 
performance

Provide a mix of formal and informal learning; provide 
ongoing employee development Chen et al. (2005); Sahin and Gurbuz (2014)

        Support the development of individual 
and team self-regulatory processes

Provide formal training and/or support to help 
individuals and teams improve self-management

Chen et al., (2005); Hauschildt and Konradt 
(2012)

        Modify performance appraisal to consider 
adaptive performance

Adopt long-term measures of performance; account for 
variability and situational opportunities / barriers

Charbonnier-Voirin (2012); Griffin et al. (2007; 
2010)

        Retain experienced employees, especially 
those that have already successfully adapted 
to change

Retain experienced employees, and enrich employees’ 
knowledge through diverse work experiences (e.g., job 
rotations)

Ghitulescu (2013); Sahin and Gurbuz (2014)

          Work Design

        Provide employees with greater autonomy
Provide decision-making and work-scheduling autonomy 
with appropriate oversight, and when employees are 
capable of working independently

Ghitulescu (2013); Gostautaite and Buciuniene 
(2015)

        Encourage worker interactions Encourage and facilitate employee collaboration and 
social support, but reduce task interdependence Ghitulescu (2013)

        Help employees to develop greater self-
efficacy

Increase employee capabilities through developmental 
challenges; develop self-efficacy as a by-product Bartone et al. (2013); Griffin and Hesketh (2003)

        Implement interventions for encouraging 
employees to internalise organisational goals

Collaborate with employees to help them set appropriate 
work goals in line with their own values, long-term 
ambitions and capabilities

Hauschildt and Konradt (2012); Zhang, Zhang, 
Song and Gong (2016)

          Leader Behaviour and Leader Development
        Adopt transformational leadership 
behaviours, including a vision and positive 
attitude towards team’s ability

Support the change readiness of teams, and then present 
a compelling vision

Charbonnier-Voirin et al. (2010); Griffin et al. 
(2010)

        Support team processes and interactions Encourage post-task reflections, demonstrate support for 
team members, involve employees in key decisions Chiaburu et al. (2013)

        Discourage negative expressions of 
emotions in response to changes

Encourage constructive discussions about change 
processes and promote employee participation in such 
discussions

Schraub et al. (2011)

          Organisational Climate and Culture

        Promote a positive team climate for 
learning

Establish team norms related to openness to change and 
new ideas, tolerance of mistakes, and high-performance 
expectations

Han and Williams (2008)

        Promote a climate for innovation

Encourage employees to learn, facilitate knowledge 
exchanges and collaborations, empower employees 
within their role, permit employees to re-craft their roles 
to accommodate change

Charbonnier-Voirin et al. (2010); Eldor and 
Harpaz (2016)

        Adopt a mechanistic or organic 
organisational structure to develop a learning 
culture

Choose the organizational structure that best suits the 
strategic needs of the organization; work within the 
structure to develop a learning culture

Kanten, Kanten and Gurlek (2015)
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employees’ adaptive performance during the COVID era. This chapter makes at least three useful con-
tributions to both research and practice. First, as one of the intended audiences of this chapter is practi-
tioners, the chapter should provide a useful overview of interventions for enhancing employee adaptive 
performance that can be adopted by organisational leaders. Second, our critical review of the managerial 
implications is likely to provide an impetus for future intervention studies designed to enhance adap-
tive performance. Finally, while managerial implications are often provided in research articles, they 
have seldom received critical attention. Our review should help researchers propose more considered 
interventions that are more likely to be effective.
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KEY TERMS AND DEFINITIONS

Adaptive Performance: Employees’ capabilities to adapt to rapidly changing work situations, which 
includes elements of problem solving, coping with uncertainty, learning new tasks and procedures, and 
interpersonal, cultural, and physical adaptability.

Employee Selection: The set of procedures and criteria used by employers to choose the optimal 
person (or people) for a role from a larger pool of candidates.

Goal Congruence: The extent to which an individual’s personal goals are consistent with the orga-
nization’s goals.

Job Resources: Physical, psychological, social, or organizational aspects of a job that support work 
goals, reduce job demands, or support personal and/or professional development.
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Organizational Climate: Shared perceptions regarding the meaning attached to policies, practices, 
and procedures employees experience.

Organizational Culture: The shared basic assumptions, values, and beliefs that characterize a 
workplace.

Work Design: The content and organisation of an employee’s work tasks, activities, relationships, 
and responsibilities.
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ABSTRACT

The COVID-19 pandemic, which started in China in late 2019, came as the perfect storm at a time when 
leadership in African universities is leaving much to be desired. This status quo is what has triggered the 
current chapter, which sets out to explore responsive leadership development and the change manage-
ment interventions that are required after the pandemic and which can make universities’ operations 
agile. The chapter aims to investigate the nature of change management interventions, including agile 
talent management. This can help to ensure that African universities are effective and efficient in Africa 
post-COVID-19. The chapter employs different research methods; for instance, a literature review is 
synthesised on previously published studies that relate to the relevant applications and impacts of agile 
transformation in universities as a way of guiding leaders in their response to the challenges of a post-
coronavirus world. Furthermore, the document analysis followed examines a number of documents 
related to leadership, development, and change post the pandemic.

INTRODUCTION

The infamous “Chinese curse” has given rise to both risks and opportunities for African universities. 
Managing such a crisis with imperfect leadership during and after the disruptive months of such a disaster 
requires leaders who possess in-depth change management knowledge, competencies and skills, which are 
mostly inconspicuous among university leaders. This has influenced them to embark on unprecedented, 
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radical re-engineering of their business processes, systems, practices and structures. Furthermore, the 
novel coronavirus has changed the mindset of university leaders in Africa at different levels, encourag-
ing them to become adaptive, flexible, nimble and resilient to the unusual, unfavourable, complex and 
uncertain leadership conditions. Numerous researchers (Atchyutimi & Narasareddy, 2018; Harris & 
Jones, 2020; Yawson & Greiman, 2016) observed that flexibility and nimbleness are required in organi-
sations if they are to respond to dynamic environments and the new leadership structure brought about 
by the coronavirus. Recently published research on agile, flexible and nimble leadership has offered 
an explanation for the private sector, but limited empirical studies have been conducted in universities.

Agile and nimble strategies and other suggested leadership development and change management 
interventions will play a vital role in policy direction and alignment, which seeks to promote regular 
performance feedback, agile performance management, employee engagement and team-based structures. 
The agile leadership framework is guided by a plethora of principles which include leaders to have an 
ability to deal with change, organisations being viewed as fluid, with adaptive systems dominated by 
intelligent employees (Parker, Holesgrove and Pathak, 2014). In addition, a recognition of the limits of 
external control in establishing order as opposed to the intelligent control, humanistic problem-solving 
approach by recognising employees’ skills and valuable stakeholders, independent teams as having a col-
lective ability to solve a problem as some of the principles. Lastly, this framework relies on pre-planning, 
reacts to the emergent outcomes from the self-organised team, and removes the outcomes that prevent 
the team in realising their set goals (Parker, Holesgrove and Pathak, 2014).

This book chapter sheds light on this issue by investigating the application of change management 
interventions in universities, including agile transformation methodology, which will assist HR managers 
in reviewing HR policies, processes, systems and practices. The required change management interven-
tions that are applicable and relevant in post-COVID-19 universities are investigated in order to provide 
solutions to human resources (HR) practitioners and decision-makers to ensure that sound systems, 
practices, structures and policies contribute to the universities’ goals. The policies and procedures of 
universities would have to change from the short- to the long-term for them to be effective, efficient and 
productive, and to change the organisational culture. The short-term changes that are cost-effective to 
organisations would include meetings and workshops being conducted virtually by using various digital 
tools and channels. Long-term changes would include a blended means of operating such as the applica-
tion of flexible working arrangements, which would mostly favour women in the workplace. However, 
the quality and work output of employees should be measured pre-COVID-19, during the pandemic and 
in the aftermath in order to apply innovative strategies where there are gaps.

The leadership approaches appropriate after the coronavirus crisis are dissected in this book chapter, 
which will drive the transformation agenda of these universities post-COVID-19. One of the prominent 
leadership approach which was mentioned by Ngcamu (2019) is digital leadership. The author posits that 
such approach of leadership influences and enhance the university leaders and subordinates to transform 
systems, practices, business processes, and change the culture through the application of the digital tools. 
Ngcamu (2019) further cites a myriad of leadership approaches which are relevant during this era of the 
Forth Industrial Revultion. These include: the transformational (which motives and coerce employees to 
exceed the standards), adaptive (all employees working towards a solution), and transactional leadership 
approach (which promotes efficiency and effectiveness by providing employees with both financial and 
non-financial rewards). A selective of the abovementioned leadership approaches such as the transforma-
tional leadership have been positively associated to the lecturers’ increased performance and satisfaction 
in the Islamic University as compared to the transactional approach (Azizah et al. 2020). Meanwhile, 
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a new situational leadership called New Normal Leadership (NNL) approach has emerged during the 
Covid-19 pandemic in the Phillippine (Francisco et al. 2020). This leadership approach emerged from a 
qualitative research that was gleaned from the school administrators who were selected and interviewed. 
Francisco et al. (2020) found a myriad traits of the NNL as including: adaptaive leaders while staying 
strong with one’s commitment, effective instructional decision-making, and a leaders who is a good 
planner, vigilant, and a initiator. The nature of the leadership competencies needed after the pandemic 
are investigated and clearly articulated to ensure that decisions are made more promptly and are more 
accurate, multi-dimensional, efficient and effective.

Furthermore, the strategic plans of universities and HR departments are analysed to determine the 
application of change management interventions (including agile management) to HR functions in 
African universities. In addition, the purpose of this chapter is to examine the signs of the application 
of agile transformation techniques in responding to HR challenges in the Fourth Industrial Revolution 
(and after the coronavirus).

The technological advances and radical changes in the private sector, which took place during the 
COVID-19 pandemic, have usurped business processes, systems and practices, while agile transforma-
tion at universities in Africa have been slow-moving or static. Meanwhile, African universities have 
been under the stress of an incomparable magnitude due to the coronavirus, which hit their leadership 
teams unprepared. During the pandemic, an interest in leadership and the momentum of change emerged, 
which might create unexpected opportunities in the aftermath of the pandemic. This latter analogy has 
been supported by a plethora of authors (Barr et al., 2020; Georgiades, 2019; Halawi et al., 2020), who 
observed an emerging theory, issues of leadership, and change momentum, which might create unex-
pected opportunities in different sectors.

MATERIALS AND METHODS

In the search for relevant literature on leadership development and change management strategies that are 
relevant post-COVID-19 in universities in Africa, secondary sources of data were retrieved from search 
engines and academic databases such as Google Scholar. Media articles, reports and book chapters were 
retrieved, searched, classified and thematically mapped to generate patterns and trends concerning the 
strategies universities would implement after the COVID-19 era. To develop a search strategy, a librarian 
who specialises in higher education was enlisted. “Leadership development” and “change management 
interventions post-COVID-19” were used as keywords in the study. There were a limited number of 
journal articles and reports that were relevant to the objectives of the present study and which have been 
used. This has necessitated the researcher to apply ethnographic methods in writing this book chapter. 
The researcher also acted as a participant observer due to extensive experience as an organisational 
development specialist, a consultant, and a researcher in universities in different countries in Africa. A 
hermeneutic framework and grounded theory are used to categorise, codify and develop themes, patterns 
and trends that emerged from the analysed data.
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LEADERSHIP APPROACHES IN THE POST-COVID-19 ERA

University leadership post the pandemic should be visible to the workforce in different employment cat-
egories as well as to the trade unions, ensuring their needs are prioritised. Bolden (2020) postulates that 
unique leadership qualities are essential in this epoch of the pandemic, requiring leaders with a shared 
purpose and who unite the workforce. Collective leadership rather than widely anticipated traits and 
behaviours are associated with good leadership. The author suggests that leaders as a collective should 
lead individuals and teams that achieve the leadership outcomes. Leaders should clarify and direct dur-
ing such uncertain time, be visible, and display active fellowship. While Ngwenya et al. (2020: 431) cite 
that collective leadership could generate appropriate and context-specific solutions in organisations, they 
conceptualise collective leadership as “a systems-based approach to identify and tackle root causes of 
critical problems through inclusive interdisciplinary thought, decision-making and action across sectors.”

In addition, Wolff et al. (2016) opine that collective leadership is crucial as it overcomes socio-
economic injustices and biases that are rooted in racism and which create barriers to addressing envi-
ronmental crises. Bolden (2020) further alludes to the fact that systems leadership should be applied 
during the pandemic to influence both the internal and external stakeholders to initiate new patterns of 
behaviour. This scholar asserts that the application of systems leadership should involve re-engineering 
the building systems, structures and business processes (both physical and psychological). Sense-making 
and place-based leadership have also been considered by Bolden (2020) as pivotal during disastrous 
and catastrophic periods in universities to enable different stakeholders to make sense of the situation 
and respond to the crisis by harnessing multiple perspectives and expertise. Meanwhile, Ahlsson (2020) 
coins some pertinent principles to transform universities, which include the common sense of urgency; 
the return of professionalism; and competency first. The continuation of the digitalisation of the ever-
changing workforce in this sector has necessitated employees to change their mindset, behaviour and 
attitude towards their activities. However, university leaders, in the aftermath of the pandemic, should 
decentralise the decision-making powers and lead together with all the employees and other stakeholders. 
This is done in order to achieve the set objectives and standards of the specific university, increasing the 
performance and productivity of the institution.

LEADERSHIP SKILLS, KNOWLEDGE AND COMPETENCIES 
TO IMPROVE PERFORMANCE POST-COVID-19

The new normal that will be experienced post the pandemic will change HR departments in universi-
ties. Human resources practitioners need to transform the new normal into an opportunity to radically 
change operations and to be led by digital tools. This can be realised if continuous, on-the-job training 
of leaders and their subordinates becomes the norm, which should scientifically driven by a talented HR 
development (HRD) unit. Accordingly, HRD can play a pivotal role in the ramifications of the pandemic 
by providing relevant and appropriate skills development, which can change the university landscape 
after the coronavirus. According to Dirani et al. (2020: 383), HRD is of the utmost importance during a 
crisis to accentuate the significance of the human capital’s well-being. The authors further highlight the 
importance of such departments; for instance, in the promotion of health and values, and the organisa-
tional need to take care of its valuable assets: human capital (Dirani et al., 2020). The HRD is considered 
as key in developing the human expertise to adapt to new challenges that are brought by the COVID-19 
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pandemic (Byrd, 2020). In addition, these authors indicate that HRD acts as an umbilical cord between 
leaders and employees, influencing leaders to listen, providing psychological empowerment and keeping 
employees updated (Dirani et al., 2020).

The leaders who will successfully manage universities in Africa post the COVID-19 pandemic should 
possess certain skills and competences which should be constantly audited and improved through leader-
ship development programmes. Yawson (2020) has proposed the application of the Strategic Flexibility 
Framework (SFF) to explore the possibilities of HRD after the coronavirus and coined four relevant 
scenarios: leadership, the meaning of work, contactless commerce, and education and volunteerism.

Flexibility and nimbleness are pivotal to agile transformation in universities. Atchyutimi and Nara-
sareddy (2018) suggest that the agile methodology or technique ensures HR departments improve flex-
ibility and nimbleness to proactively respond to challenges, both internal and external, thus improving 
productivity. The authors posit that agility as a technique – termed agile talent management – can be 
applied to a plethora of disciplines including HR management (HRM) (Atchyutimi & Narasareddy, 2018). 
Agile talent management is focused on improvements to HR policies and systems, thereby increasing 
performance and productivity. Parker, Holesgrove and Patha (2015) opine that leaders who follow flex-
ible and agile practices become adaptive leaders, set the direction, simplify the processes and generative 
rules of the system, and promote regular feedback, adaptability and collaboration. Yawson and Greiman 
(2016) consider strategic flexibility as playing a crucial role in organisations, considered as a capability 
of responding to a dynamic environment through continuous changes and systematic actions. Strategic 
flexibility in organisations is ensuring strategic options that are developed through the combined effects 
of an institution’s coordination flexibility in terms of acquiring and using flexible resources (Sanchez, 
1997). Numerous researchers (Brozovic, 2018; Stieglitz, Knudsen & Becker, 2016) suggest that the single 
best plan during such uncertain environments and dynamism is an unrealistic objective, while effective 
strategic flexibility has been emphasised.

Line managers would be well advised to harness the existing workforce’s core competences and skills 
in order to achieve the organisational continuity goals and objectives. These include micro skills such as 
empathy, goal-setting, charisma, listening, problem-solving, emotional intelligence, trust relationships, 
change management and difficult conversations. In addition, leaders in African universities are sup-
posed to have the following qualities: empathy, being able to stabilise the organisation during a crisis, 
finding opportunities, being decisive and being transparent. Yawson (2020) believes that significant 
transformations are needed due to the anticipated disruptions that could be brought about by the effects 
of COVID-19 and shift action as well as avoiding the social exclusion of key stakeholders. This author 
indicates that employees can be apart physically, but not socially and emotionally. Yawson (2020) cau-
tions authors about the adverse implications of misjudging the impacts of COVID-19, advising readers 
of the unattended consequences of overacting and recognising the problems associated with it. The 
HRD practitioners should equip leaders to develop and increase their emotional quotient and emotional 
intelligence (Farnia & Nafukho, 2016). Some of researchers echo this latter assertion that, during a cri-
sis, leaders need to be virtual in order to determine organisational outcomes (Antonakis & Day, 2017); 
provide reassurance through a balanced mix of optimism and realism (Antonakis et al., 2016); foster 
participatory relationships (Antonakis & Atwater, 2002); communicate an ambitious vision; and boost 
confidence to achieve the strategic objectives (Antonakis & Atwater, 2002). Furthermore, training and 
development practitioners should also follow Bar-On’s (1997) model of emotional-social intelligence 
to guide development programmes for leaders. This researcher suggests that leadership development 
programmes should focus on the incumbent’s intrapersonal skills, interpersonal skills, stress manage-
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ment, adaptability and general mood. The “social awareness”, originally from Goleman’s EI competency 
model (1998), can also be included in the previous model.

Skills development practitioners are considered to play a leading role post-pandemic in universities, 
conducting skills audits for the workforce and working collaboratively with line managers in different 
departments. The skills audit should determine whether the skills and knowledge of the current work-
force do fit the current reality. These practitioners should then devise a training schedule for employees 
in different employment categories, which should be informed by the gaps in training in terms of short-, 
medium- and long-term training needs. Once the training gaps have been identified, skills development 
practitioners, in consultation with line managers, should set up a (preferably virtual) training programme, 
develop tools to monitor skills and knowledge, and improve performance. Furthermore, the personalised 
learning, bespoke learning and development design, which should be applied by organisations, will 
increase employees’ engagement, performance and productivity. In addition, employees should have a 
learning mindset and agile functioning so that universities can thrive in their core business. The rapid 
upskilling and reskilling is of paramount importance to the current workforce in universities in order to 
adapt to the abruptly changing environment in the sector and to suit the “new normal” working condi-
tions post-coronavirus.

HUMAN RESOURCES DEPARTMENTS

Prior to COVID-19, universities in Africa were embroiled in ongoing conflicts, influenced mostly by 
states’ failure to transform university systems and processes even while a host of key stakeholders’ lofty 
goals remain unrealised. The majority of African universities are still trapped in traditional business 
operations, which are reactive and lacking the adaptations required to respond to the radical changes 
needed due to the coronavirus – which demands leaders to change rapidly. This is exemplified by HR 
departments, which are instrumental in adopting agile techniques for their workforces: processes to 
develop their leaders, and initiatives to implement change management interventions that are outdated. 
Where this is lacking, it has led to the paralysis of the entire organisation as the HR department is the 
engine of any successful organisation, ensuring that both internal stakeholders and external partners are 
nimble and flexible.

The HR departments in universities have been directly affected by the dramatic changes brought about 
by the coronavirus, with some concerns from other departments – for instance, internal and external key 
stakeholders accusing HR departments of being technologically obsolescent and delinquent; fragmented 
and untransformed business processes and practices; and inflexible and minimal agility and nimbleness. 
This has resulted in the exodus of talented human capital. A dissection of leadership development and 
change management interventions is essential in a post-COVID-19 world to develop leaders who are 
able to respond to the challenges brought about by the virus. Furthermore, HR departments have failed 
to acquire and retain flexible and innovative, talented employees in the turbulent culture (the COVID-19 
period seen in universities). In addition, organisational structures are seen as hierarchical, with seam-
less communication channels and interpersonal relational goals becoming clogged and cumbersome. 
Borders and performance goals are rigid; and employee engagement, succession planning and leadership 
development is absent, even during the slow-killing virus.

In the period after the pandemic, talent acquisition should not be reactional and transactional in 
universities, as is the norm. Existing skills gaps need to be filled by attracting talented workers who 
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have digitally orientated skills and competencies. In addition, the recruitment and selection policies and 
practices should be revisited to determine which roles need to be redefined and mainstreamed according 
to the new job demands.

BUSINESS UNUSUAL POST-PANDEMIC IN UNIVERSITIES

Post-COVID-19, universities in Africa are facing a myriad of structural-, process- and systems-based 
challenges and changes which require agile strategies to manage them. These short- and long-term 
challenges and changes can be reversed by redesigning work teams, managing the work–home balance, 
reviewing and amending policies, revising working schedules, and evaluating and monitoring workplace 
health protocols. However, the preparedness for the “new normal” would vary from nation to nation as 
well from university to university. These radical changes also include reconfiguring workstations, the 
application of digital tools and digitalising day-to-day activities. In addition, university leaders in Africa 
need to hone digital skills and invest in IT infrastructure in order to realise the goals of the institution. 
The blended use of communication channels to respond to the diverse needs of different key stakehold-
ers in universities in South Africa is also needed.

BUSINESS PROCESS REENGINEERING (BPR) 
INTERVENTIONS IN AFRICAN UNIVERSITIES

The HRM departments in universities should devise a post-COVID-19 strategy in conjunction with both 
academic and non-academic leaders. The HRM’s operations as it relates to the Fourth Industrial Revolu-
tion and COVID-19 in African universities is manual. Such critical departments should map their AS-IS 
business processes and design the TO-BE in order to improve their productivity in the post-pandemic 
world. Purnamasari, Heriyanto and Oliver (2020) opine that organisations have required immediate 
changes in the Fourth Industrial Revolution and demanded an accelerated BPR. These authors believe 
that BPR radically changes business processes to creatively keep the business wheel running HR systems 
and processes. This should be automated, providing them with the opportunity to perform better. Such 
universities should be evaluated holistically and should harness the good practices that were explored 
during the pandemic. Tertiary institutions should introduce the Total Reward Strategy or create a culture 
conducive to a healthy work–life balance, flexible working hours, and schedules and activities that allow 
employees to work from home.

There are serious change ramifications for the university sector in Africa as employees’ activities 
must adapt to the new normal. A myriad of interventions on radically re-engineering business processes 
in both the administrative and academic sections should be the norm in the sector. In addition, the cul-
ture surveys on change would be conducted in order to determine the existing state of employees and 
customers (students) and a culture that is conductive to managing change efficiently and delivering 
benefits post-COVID-19. However, a change management plan is required for every university as any 
change has a myriad of good and bad consequences. Post-pandemic, each university must assess, plan 
and map all the impacts of radical changes throughout the institutional operations. The customised change 
journeys should be developed for individual employees or teams to capacitate and equip the workforce 
with skills, knowledge and confidence to achieve the set goals and objectives during the new normal 
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brought about by the pandemic. Furthermore, change agents should dissect the causes and effects con-
cerning the business operations, stakeholders’ and employees’ interactions and business processes. The 
change management interventions should take into cognisance the effects of unprecedented change on 
the university’s business processes, employees and customer well-being, digital tools and information. 
Furthermore, the psychological well-being of the workforce and its effects on people working from home 
(or teleworking) should be taken into consideration.

The migration of work from workstations at the university to remote environments would be the new 
normal and mandatory post the pandemic, due to a myriad of constraints in universities. This has been 
confirmed by a survey conducted by Gartner (2020) in 222 HR departments in various organisations. 
The study depicted the disproportionately high percentage of 80% of the departments having employees 
working remotely, and projected a long-term increase of employees working in virtual environments after 
the pandemic. Meanwhile, remote working is considered to be complex as an employee who can work 
anywhere is beneficial to other specialists who need less interaction with peers (Allen, Cho & Meier, 
2014). However, there are challenges to remote working, including insufficient space in the home to ef-
fectively and efficiently perform duties with those staying or staying with people having unique challenges 
(Kniffin et al., 2020). Nevertheless, working from home can bring unknown challenges to the university 
sector, including a lack of control over employees, employees’ resistance to modes of surveillance, per-
ceived stress due to continuous monitoring and the invasion of privacy, and an increase in centralisation. 
According to Bhave, Teo and Dalal (2020), some sectors and organisations have introduced sociometric 
sensors to monitor their employees’ whereabouts. In the aftermath of COVID-19, employee assistance 
programme (EAP) practitioners will play a pivotal role in promoting the well-being of the workforce. 
This will encourage employees to be effective and efficient, and to perform their duties appropriately.

PERFORMANCE AND PRODUCTIVITY IMPROVEMENT 
POST THE COVID-19 ERA

The COVID-19 pandemic is considered as a catalyst for radically changing how employees should be 
managed and led in universities in Africa. The rapid transformation of campuses, driven by technology, 
is changing the roles and responsibilities of both the academic and non-academic workforce in the higher 
education sector. Universities in Africa should assess and determine the elements of behaviour change 
that need to be permanent and ensure the unwanted aspects are eliminated. The core values and principles 
which can improve performance and productivity post-pandemic include improving trust relationships 
among employees in different employment categories, and displaying transparency and openness.

Progressive leadership strategies are essential in universities post-COVID-19, helping institutions 
to proactively adapt to the new culture of uncertainty and preparing employees to exceed performance 
expectations. Leaders should ensure they devise transparent and innovative communication channels 
through digital tools. They also need to promote teamwork and collaboration; introduce adaptive strate-
gies among employees; and ensure resilience and smooth systems that promote innovation and higher 
performance. Nandy, Lodh and Tang (2020) are of the understanding that resilience is essential in the 
university sector in order to continuously build emotional and mental fitness. These authors associate 
resilience with sustainability, which can increase productivity in the sector and increase the marketability 
and employability of students.
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LEADERSHIP DEVELOPMENT PROGRAMMES AND STRATEGIES 
THAT CAN BE IMPLEMENTED POST-COVID-19

The coronavirus struck leaderless universities in Africa that were unprepared, those that had outdated and 
inconsistent leadership development curricula which were not directed towards achieving the approved 
organisational strategies. It is urgent that, in the wake of the pandemic, a consistent and integrated ap-
proach to leadership development should be developed in universities and ingrained in daily operations 
at different levels. Such intertwined programmes with the inflow of daily activities will achieve the 
goals and objectives of universities. Universities should avoid relying on external consultants who have 
minimal leadership acumen and experience in tertiary education, and rather develop internal leadership 
development programmes and “lead by doing”. On-the-job leadership development programmes which 
are supplemented with mentoring and coaching interventions should be promoted. Such strategies would 
equip leaders to respond to institutional challenges as the universities pursue general teaching objectives 
and individual goals that are aligned with the overall strategy of the institution. The university leaders 
need to develop the leadership skills that would be applied to ready situations in the organisation while 
executing and adjusting the strategy of the university as time passes after the pandemic. The universi-
ties in Africa should also explore an overlooked practice by scholars and practitioners in the leadership 
development sub-discipline – which is leadership analytics. Leaders in African universities are mostly 
leading through hearsay and gut feelings, and thumb sucking their strategies, which have had an adverse 
impact and resulted in failure to achieve the set goals and standards. These universities are not data-
driven and mostly do not value facts. They lack leadership analytics strategies which have the potential 
to influence their leadership development and evaluation efforts in terms of the impacts, effects and 
outcomes of the recipients of such programmes. Universities need to conduct (quantitative) barometer 
surveys to ascertain the behaviour changes for their leaders and measure their performance levels during 
different phases after the coronavirus. The strong and reliable data collected from employees should 
guide and provide direction to university leaders in implementing the intervention changes that would 
yield positive results.

The period after the coronavirus requires multiplicity and a diversity of leadership development 
programmes that are conducted for a particular situation. For instance, academic leaders cannot enrol 
in a programme that is similar to non-academic leaders, as the needs, demands and peculiarities are 
dissimilar. In hindsight, leaders (both academic and non-academic) at different leadership levels (opera-
tional, tactical and strategic/executive) cannot be capacitated on a particular programmed set of leader-
ship skills as their contexts and levels of operation vary. In addition, in the university sector during this 
period, there is no “one size fits all” propositions in terms of leadership as it is always evolving and is 
largely informed by context. Leaders post-COVID-19 therefore need to embrace and resolve complex 
challenges rather than complicating problems as such challenges would emanate from the home and 
have adverse effects in the workplace.

In the period after the coronavirus, universities are likely to be psychologically stressed by the ad-
verse conditions that resulted from the pandemic. For instance, a host of researchers (Charoensukmon-
gkol & Phungsoonthorn, 2020; DePietro, 2020; Hamouche, 2020; Sahu, 2020) mention that the crisis 
brought about by the coronavirus has not only had a negative impact on organisations, but also on the 
psychological well-being of employees and their work in the education sector. In a study by Nandy et 
al. (2020), extreme challenges are expected in universities post-COVID-19. These authors suggest that 
such institutions need to address the socio-psychological damage to stakeholders in order to continue 
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to perform their activities efficiently. Further, the authors recommend an all-inclusive resilience model 
to deal with the aftershock among employees and that universities implement an antifragile model for 
the advancement and betterment of individuals’ experiences. However, leaders should understand each 
and every employee’s challenges and counsel them to overcome the problems (Dirani et al., 2020). Uni-
versity leaders must create an environment that allows members of staff to grieve and to express their 
feelings (Rocco & Shuck, 2019). During and after leadership development programmes, leaders would 
be informed by collective intelligence and collaboration, which will positively influence individual 
employees and team members. This will assist in achieving the goals and objectives of their respective 
universities. The common leadership language, which promotes good leadership practices, should be 
incorporated into leadership development and used across institutions in order to secure the long-term 
success of programmes and set a culture of leadership excellence. Both macro and micro skills are es-
sential for leaders to have in the aftermath of the pandemic; however, the toolbox of influential soft skills 
is also critical, which promotes the networking of leaders and team-based operations.

ARE CHANGE MANAGEMENT INTERVENTIONS 
REQUIRED POST THE PANDEMIC?

A holistic change management strategy with innovative best practices borrowed from a myriad of sectors 
is needed in universities once the pandemic has passed. This can lead to employees being empowered if 
the existing leaders are resilient; if they genuinely collaborate and partner with both internal and exter-
nal key stakeholders; and if they have open, honest and vibrant debates with similar thinking and strive 
towards achieving their respective goals and objectives. Ergonomics exercises should be conducted in 
universities in order for them to consider redesigning and rearranging the workforce in existing work-
places that have limited office space, which could help to limit high overhead costs. Implementing these 
interventions will help universities to become agile, nimble and innovative, with improved performance 
and productivity. This would potentially improve the quality of work life of a talented workforce. Further, 
the chapter adds new insights into how agile transformation and other sustainable leadership development 
and change management interventions can alter the organisational culture, performance, productivity, 
efficiencies and effectiveness in a post-COVID-19 era in the university sector. It further fills the gap in 
the existing but scant literature on the nature and competencies required from leaders in poorly resourced 
African universities in the aftermath of COVID-19.

Universities in Africa will continue to have their staff work remotely in order to promote physical 
distancing of employees and students as well as to promote the well-being and health of key stakehold-
ers. The impacts of the pandemic will remain with the university sector for the foreseeable future. In the 
aftermath of the pandemic, specialists who deal with the planning of offices (office planners), architects 
and technologists will be heavily occupied with designing sustainable environments. The shortage of 
office space in African universities encourages individual universities to promote flexible working ar-
rangements and remote ways of working in the wake of the pandemic. This can be achieved if individual 
universities invest in collaborative technology which can connect their members of staff in different 
settings and inaccessible locations. The innovations and transformations that would be brought about by 
technology in universities and workplaces will become employee-centric and autonomous. University 
leaders would need to change their centralised and hierarchal decision-making processes and embrace 
more staff-focused technology to pursue a radical change of the institutional culture. Dirani et al. (2020: 
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387) argue that “technology can aid in easing the stress of the managers and workers by making the pro-
cess more flexible. Technology has helped in making it possible for working from alternate locations”.

Meanwhile, cloud environment servers should be introduced in universities in order to improve the 
system in terms of data privacy and security. Face-to-face meetings should be restricted to certain activities 
that can be performed remotely, although performance needs to be effectively measured. Nonetheless, 
universities should embark on a project to identify those employees who are able to work from home 
and those who can resume their duties at the workplace. The culture of high performance associated 
with mentoring and coaching in a virtual setting is encouraged, supported by redesigned structures 
and the implementation of a performance management system. A mutually constructive conversation 
between team members and line managers should focus on what should be done and which activities 
can be performed from the home.

ENSURING UNIVERSITY OPERATIONS ARE AGILE, 
EFFECTIVE AND EFFICIENT AFTER THE PANDEMIC

It is of paramount importance to adopt working agile principles in universities after the pandemic in 
order to promote campuses working virtually and remotely. The agile approach cannot be considered as 
a wish list in this period; it is increasingly essential post-COVID-19. Universities in Africa need to be 
agile as this approach is inextricably associated with digital transformation. Crucial departments (such 
as the Human Resources) in universities can drive radical changes which can yield favourable results. 
This can be achieved through the application of digital transformation strategies which can encourage 
employees to continue working remotely, while managing talent and setting goals. In addition, African 
universities should harness agile leadership education to move with speed and be adaptive and flexible. 
This is necessary in the aftermath of the coronavirus so that universities can withstand any crisis that 
might surface. Marinoni, Van’t Land and Jensen (2020) contend that the COVID-19 crisis has provided 
universities with innumerable opportunities to effectively deal with such crises in the future and to 
learn more efficiently about the application of crisis management principles. The authors further assert 
that this will enable universities to increase their resilience and agility when responding to unforeseen 
circumstances in the future (Marinoni et al., 2020). It is inevitable that, once the pandemic has passed, 
a myriad of programmes will be offered virtually, with remote working promoted among the workforce.

The agile concept was coined in the 1930s and focused on the process of improvement (Bell Labs & 
Deming). The agile leadership style has four traits in its model, which includes technical, cooperative, 
collaborative and generative leadership. African universities need to be agile, proactive and resilient 
in the immediate future after the pandemic. These sentiments have been echoed by Verma (2020), that 
university managers and leaders should be agile by being innovative and inspiring team members to 
proactively respond to a crisis, overcoming the predicament collectively. However, the model of leader-
ship style that is suitable to universities (considered to be diverse, challenging and dealing with lifelong 
learnings post the coronavirus) has not been explored from a scholarly perspective. Agile principles 
include setting up expectations post-pandemic; establishing a cross-sectional system to drive collabora-
tion; having regular check-ins in different employment categories; acknowledging risk due to the change 
in performance culture; and increasing compliance and governance systems. There are other leadership 
approaches that are associated with the former approach and which can be applied by leaders in the 
aftermath of the pandemic, such as the inclusive leadership style.
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Leaders during the post-COVID-19 phase should exhibit the ethos of inclusive leadership principles 
by honestly appreciating employees’ contributions, irrespective of their hierarchical level. Leaders need to 
share information and be visible, available and accessible to their subordinates (Carmeli, Reiter-Palmon 
& Ziv, 2010; Hassan & Jiang, 2019). Stoker, Garretsen and Soudis (2019) posit that a crisis such as the 
coronavirus can bring changes in leadership styles in organisations, although it is difficult for leaders 
to emulate and adopt certain leadership approaches and standards during such a disruptive and chaotic 
period. Leading during such a troublesome time requires leaders to navigate an unstable and periodic 
trajectory to learn distinct approaches that can achieve an organisation’s goals and objectives. This 
has been echoed by Harris and Jones (2020), that in the education sector, a new leadership order has 
emerged which has been characterised by a lack of leadership standards, and limited leadership develop-
ment programmes, benchmarks and KPIs. The authors further opine that the pandemic did not prepare 
leaders with the precedents and blueprints to assist them in the maelstrom of the COVID-19 pandemic. 
This has been echoed by Ngwenya et al. (2020), who state that a leader can be any member of society 
and can introduce radical change by building capacity, listening, and enabling and empowering others.

However, Schwella’s (2020) contribution in universities post-COVID-19 suggests that learning lead-
ership is a relevant one where good leaders facilitate prototype solutions to complex societal challenges. 
The author opines that learning leadership skills relies on evidence-based influences and inputs such as 
evidence, information, knowledge and informed partnerships. According to Schwella (2020), leaders who 
follow learning leadership rely on learning experimentation, and facilitate individual competencies and 
institutional capacity towards resilient, agile and sustainable prototype solutions. The author further posits 
that learning leadership is instrumental in finding answers to pertinent learning leadership questions.

The first pertinent learning leadership question that should be posed by leaders in universities post 
the pandemic is: What happened? This question has an impact in terms of providing systematic and 
descriptive qualitative and quantitative assessments of performance trends that are informed by the 
empirical findings. The second question is: Why did this happen? This can be answered by using a di-
agnostic analytical tool to unearth the provisional explanations of actions and impacts on the reduction 
in performance. The third question is: What can I or we learn from this? This learning leadership ques-
tion espouses lessons that can be learned to improve individual-based competencies that contribute to 
personal mastery, team learning and systems thinking (which challenges current mental modes through 
individual empowerment and team learning). The last question is: How can the learning be used and built 
back into the system to improve the quality and performance of the system? This focuses the institutional 
capacity on continuous improvements.

UNIVERSITY POLICIES AND STRUCTURES TO BE CHANGED POST-COVID-19

It is quite clear that, post the pandemic, university campuses in Africa will continue working remotely 
due to the shortage of adequate office space and lecture venues that are safe and ensure physical dis-
tancing. Consequently, universities should support this “new normal” by developing health policies 
and procedures, and amending existing ones to support universities’ remote working arrangements. For 
instance, the wellness policies need to be aligned, even though university leaders do not readily admit 
that; whilst; the COVID-19 is causing psychological havoc. Also, managers need to be skilled and trained 
on how to regularly check in with employees, without being intrusive. In addition, policy changes are 
essential post this era, working from home, brings about new challenges, which need to be covered in 
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HR policies. Moreover, performance management takes on a whole new challenge of managing outputs. 
For instance, if employees did not understand the standards of performance before the pandemic while 
they were present at workplace, how much more important now that they work from home. There are 
a host of soft skills that will become all the more important. What are these skills? How do we assess 
for these in recruitment and selection process? The training and development policies would need to 
be reviewed as the academic leadership and leadership in general would take new challenges and these 
challenges are not yet known, how to identify and develop such skills. The career pathing and the inte-
grated development policies would have to be reviewed to respond to the post COVID-19 era. This will 
minimise the risk of misalignment and poorer collaboration that can result from staff working remotely.

CONCLUSION

The post-coronavirus era does not necessarily require leaders to apply anticipated leadership styles or 
approaches in universities. New leadership approaches have been unearthed, which can yield good results 
and improve performance and productivity in universities. These pertinent approaches include inclusive 
leadership, collective leadership and systems leadership, which are relevant in the post-COVID-19 era 
in African universities. Leaders are advised to include all employees, and promote collectivism and a 
systems approach in order to deal with both internal and external stakeholders. This will assist team 
members in the university sector in achieving the goals and objectives of the university. Furthermore, it 
is suggested that for leaders to be sustainable and productive post the pandemic, HR development practi-
tioners should invest in continuous training, and develop their workforce in both macro and micro skills. 
In addition, such practitioners should ensure that employees have scientific tools in place to determine 
the skills gap of employees and equip them with the relevant macro and micro skills. Visibility manage-
ment and crisis management come very strongly to the fore in this chapter as the current pandemic has 
taught university leaders to be prepared for future crises and to be visible in their respective institutions.

Nevertheless, the post-COVID-19 era is considered to be the most challenging period as universities 
in Africa still subscribe to outdated change management interventions. It is recommended that the uni-
versity sector conduct radical interventions of change, including BPR, to redesign business processes and 
improve productivity. This can be achieved through change management plans that promote digitalisation, 
teamwork and collaboration. There should be clear objectives to influence behavioural changes, thus 
achieving the goals and objectives of the university. The reconfiguration of workstations or ergonom-
ics exercises is essential in universities to ensure that the health and safety of employees takes priority 
and that workstations are customer-focused. What is noteworthy in this chapter is that universities have 
not yet reviewed their policies, systems, strategic plans and practices, many of which are counter to the 
demands of the new normal post-COVID-19.

There is limited scholarly work that has been published on African universities’ preparedness after 
the COVID-19 era and this is a serious limitation of the study. The paucity of published studies on 
change management and leadership development in different sectors, limited the researcher to support 
his work that has been observed in the past two decades. Another limitation is methodological as the 
book chapter has relied on desktop analysis, without collecting empirical data. Against this backdrop, 
future researchers are advised to apply a myriad of research methodologies to investigate leadership 
development and change management strategies that can be used in universities post the pandemic and 
which can improve employees’ performance, productivity and mental well-being.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



103

Change Management Strategies as the Nexus of Performance Improvement
 

REFERENCES

Ahlsson, A. (2020). Why change? Lessons in leadership from the COVID-19 pandemic. Academic Press.

Allen, T. D., Cho, E., & Meier, L. L. (2014). Work–family boundary dynamics. Annual Review of 
Organizational Psychology and Organizational Behavior, 1(1), 99–121. doi:10.1146/annurev-org-
psych-031413-091330

Antonakis, J., & Atwater, L. (2002). Leader distance: A review and a proposed theory. The Leadership 
Quarterly, 13(6), 673–704. doi:10.1016/S1048-9843(02)00155-8

Antonakis, J., Bastardoz, N., Jacquart, P., & Shamir, B. (2016). Charisma: An ill-defined and ill-mea-
sured gift. Annual Review of Organizational Psychology and Organizational Behavior, 3(1), 293–319. 
doi:10.1146/annurev-orgpsych-041015-062305

Antonakis, J., & Day, D. V. (2017). Leadership: Past, present, and future. In J. Antonakis & D. Day 
(Eds.), The nature of leadership (3rd ed., pp. 56–81). SAGE Publications.

Azizaha, Y. N., Rijalb, M. K., Rumainurc, U. N. R., Pranajayae, S. A., Ngiuf, Z., Mufidg, A., ... Maui, 
D. H. (2020). Transformational or Transactional Leadership Style: Which Affects Work Satisfaction 
and Performance of Islamic University Lecturers During COVID-19 Pandemic. Systematic Reviews in 
Pharmacy, 11(7), 577–588.

Bar-On, R. (1997). EQ-i Bar-On emotional quotient inventory: A measure of emotional intelligence. 
Toronto: Technical Manual, Multi Health Systems.

Barr, J., Hwang, E. S., & Shortell, C. K. (2020). Surgeons, plague, and leadership: A historical mantle 
to carry forward. Academic Press.

Bhave, D. P., Teo, L. H., & Dalal, R. S. (2020). Privacy at work: A review and a research agenda for a 
contested terrain. Journal of Management, 46(1), 127–164. doi:10.1177/0149206319878254

Bolden, R. (2020). Leadership, complexity and change: Learning from the Covid-19 pandemic. Research, 
Business and Innovation.

Brozovic, D. (2018). Strategic flexibility: A review of the literature. International Journal of Manage-
ment Reviews, 20(1), 3–31. doi:10.1111/ijmr.12111

Byrd, M. Y. (2020). A New Normal: The Changed Landscape of Human Resource Development in the 
Wake of COVID-19. Academic Press.

Carmeli, A., Reiter-Palmon, R., & Ziv, E. (2010). Inclusive leadership and employee involvement in 
creative tasks in the workplace: The mediating role of psychological safety. Creativity Research Journal, 
22(3), 250–260. doi:10.1080/10400419.2010.504654

Charoensukmongkol, P., & Phungsoonthorn, T. (2020). The effectiveness of supervisor support in less-
ening perceived uncertainties and emotional exhaustion of university employees during the COVID-19 
crisis: The constraining role of organizational intransigence. The Journal of General Psychology, 1–20. 
PMID:32691689

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



104

Change Management Strategies as the Nexus of Performance Improvement
 

DePietro, A. (2020). Here’s a look at the impact of coronavirus (COVID-19) on colleges and universities 
in the U.S. Retrieved from https://www.forbes.com/sites/andrewdepietro/ 2020/04/30/impact-coronavirus-
covid-19-colleges-universities/#44fea1bf61a6

Dirani, K. M., Abadi, M., Alizadeh, A., Barhate, B., Garza, R. C., Gunasekara, N., Ibrahim, G., & 
Majzun, Z. (2020). Leadership competencies and the essential role of human resource development in 
times of crisis: A response to Covid-19 pandemic. Human Resource Development International, 23(4), 
380–394. doi:10.1080/13678868.2020.1780078

Farnia, F., & Nafukho, F. M. (2016). Emotional intelligence research within human resource develop-
ment scholarship. European Journal of Training and Development, 40(2), 90–110. doi:10.1108/EJTD-
11-2014-0073

Francisco, C., & Nuqui, A. (2020). Emergence of a situational leadership during COVID-19 pandemic 
called New Normal Leadership. Academic Press.

Gartner. (2020, Apr. 14). Gartner HR survey reveals 41% of employees likely to work remotely at least 
some of the time post coronavirus pandemic. News Release.

Goleman, D. (1998). Working with emotional intelligence. Bantam Books.

Hamouche, S. (2020). COVID-19 and employees’ mental health: Stressors, moderators and agenda for 
organizational actions. Emerald Open Research, 2, 15. doi:10.35241/emeraldopenres.13550.1

Harris, A., & Jones, M. (2020). COVID 19: School leadership in disruptive times. Academic Press.

Hassan, S., & Jiang, Z. N. (2019). Facilitating learning to improve performance of law enforcement 
workgroups: The role of inclusive leadership behavior. International Public Management Journal, 25, 
1–25. Advance online publication. doi:10.1080/10967494.2019.1680465

Kniffin, K. M., Narayanan, J., Anseel, F., Antonakis, J., Ashford, S. J., Bakker, A. B., ... Creary, S. J. 
(2020). COVID-19 and the workplace: Implications, issues, and insights for future research and action. 
Academic Press.

Marinoni, G., Van’t Land, H., & Jensen, T. (2020). The impact of Covid-19 on higher education around 
the world. IAU Global Survey Report. 

Nandy, M., Lodh, S., & Tang, A. (2020). Lessons from COVID-19 and a resilience model for higher 
education. Industry and Higher Education.

Ngcamu, B. S. (2019). Digitalizing South African Universities: Exploring Benefits, Barriers and Risks. 
In Digital Leadership-A New Leadership Style for the 21st Century. IntechOpen.

Ngwenya, N., Helfand, R., McNamara, A., Cooper, M., Espinosa, P. A. O. L. A., Flenley, D., Steiner, 
N., Awoyemi, S., Dicke, I., Musasa, M., & Sandbrook, C. (2020). A call for collective crisis leadership. 
Oryx, 54(4), 431–432. doi:10.1017/S0030605320000496

Parker, D. W., Holesgrove, M., & Pathak, R. (2015). Improving productivity with self-organised teams 
and agile leadership. International Journal of Productivity and Performance Management.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use

http://https://www.forbes.com/sites/andrewdepietro/2020/04/30/impact-coronavirus-covid-19-colleges-universities/#44fea1bf61a6
http://https://www.forbes.com/sites/andrewdepietro/2020/04/30/impact-coronavirus-covid-19-colleges-universities/#44fea1bf61a6


105

Change Management Strategies as the Nexus of Performance Improvement
 

Parker, D. W., Holesgrove, M., & Pathak, R. (2015). Improving productivity with self-organised teams 
and agile leadership. International Journal of Productivity and Performance Management.

Purnamasari, D. I., Heriyanto, H., & Oliver, S. S. (2020). Similarity factors affecting the use of online 
applications for business process reengineering (BPR) acceleration in micro, small and medium enter-
prises (MSMEs) as a consequence of Covid-19 pandemic. Academic Press.

Rocco, T. S., & Shuck, B. (2019). Death and dying: Grief, compassion and workplace responses. New 
Horizons in Adult Education and Human Resource Development, 32(1), 1–4. doi:10.1002/nha3.20268

Sahu, P. (2020). Closure of universities due to coronavirus disease 2019 (COVID-19): Impact on educa-
tion and mental health of students and academic staff. Cureus, 12(4), e7541. doi:10.7759/cureus.7541 
PMID:32377489

Sanchez, R. (1997). Preparing for an uncertain future: Managing organizations for strategic flexibility. 
International Studies of Management & Organization, 27(2), 71–94. doi:10.1080/00208825.1997.116
56708

Schwella, E. (2020). Post-COVID academic pointers: On social innovation, engaged scholarship, and 
learning leadership. School of Social Innovation, Hugenote College.

Stieglitz, N. T., Knudsen, T., & Becker, M. C. (2016). Adaptation and inertia in dynamic environments. 
Strategic Management Journal, 37(9), 1854–1864. doi:10.1002mj.2433

Stoker, J. I., Garretsen, H., & Soudis, D. (2019). Tightening the leash after a threat: A multi-level event 
study on leadership behavior following the financial crisis. The Leadership Quarterly, 30(2), 199–214. 
doi:10.1016/j.leaqua.2018.08.004

Verma, B. (2020). Agile leadership for higher education: Post COVID-19 response. Mediawire.

Wolff, T., Minkler, M., Wolfe, S. M., Berkowitz, B., Bowen, L., Butterfoss, F. D., & ... . (2016). Col-
laborating for equity and justice: Moving beyond collective impact. The Nonprofit Quarterly, 24, 42–52.

Yawson, R. (2020). Strategic flexibility analysis of HRD research and practice post COVID-19 pandemic. 
Human Resource Development International, 23(4), 406–417. doi:10.1080/13678868.2020.1779169

Yawson, R. M., & Greiman, B. C. (2017). Strategic flexibility analysis of agrifood nanotechnology skill 
needs identification. Technological Forecasting and Social Change, 118(C), 184–194. doi:10.1016/j.
techfore.2017.02.019

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



106

Copyright © 2021, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited.

Chapter  7

DOI: 10.4018/978-1-7998-6948-1.ch007

ABSTRACT

The COVID-19 crisis has disrupted societies and will be succeeded by economic and social dynamics. 
Therefore, organizations need to adapt and seize new opportunities quickly. To learn from the early part 
of the COVID-19 crisis, 24 leader interviews were conducted and categorized based on the integrative 
model of leadership behavior. In consequence, eight success factors were derived that foster the future-
viability of organizations in times of crisis: the three success factors, (1) providing iterative leadership 
within uncertainty, (2) promoting absolute customer-loyalty, and (3) providing sustainable public value, 
foster coordination with internal and external actors and provide meaning. Two factors, (4) promoting a 
culture of trust and (5) establishing collaborative ecosystems of organizations, promote cooperation and 
sustain trust. The final three success factors, (6) creating an agile culture, (7) driving digital processes, 
and (8) ensuring economic agility, enhance agility by activating internal and external resources.

INTRODUCTION

The COVID-19 crisis has disrupted global economies and societies. Besides the pandemic crisis, many 
other social dynamics can be expected: significant changes are very likely due to the expected climate 
crisis, further digital change, global migration dynamics, and higher instabilities in the political systems 
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of many countries. Therefore, the post-COVID-19 era will be characterized by increased social and eco-
nomic dynamics. To successfully get through the next decades, organizations need to effectively cope 
with the upcoming challenges and seize resulting opportunities. Organizational leaders should prepare 
their organizations for this endeavor and steer them through these challenges. Unfortunately, the detailed 
dynamics of those changes are unpredictable. Therefore, it is essential for organizations and their leaders 
to continually learn within and from the crises, to successfully manage their present and future.

To learn from the COVID-19 crisis quickly and anticipate success factors for future crises, the au-
thors have interviewed 24 social and organizational leaders and consulted well-grounded leadership 
theory. Based on the overarching question regarding success factors of future-viable organizations, the 
leaders were asked to externalize their learnings from the COVID-19 crisis and predict success factors 
for future-viability and crisis survival. The results of these interviews were categorized based on exist-
ing leadership theory: the integrative model of leadership behavior (IMoLB; Behrendt, Matz & Göritz, 
2017). This model integrates the results of decades of leadership behavior research (e.g., Burke et al., 
2006; DeRue, Nahrgang, Wellman & Humphrey, 2011; Yukl, 2012) in a parsimonious model and is based 
on well-established fundamental psychological theory: the theory of planned behavior (Ajzen, 1991), 
the Rubicon model (Achtziger & Gollwitzer, 2008), the Ringelmann effect (Ingham, Levinger, Graves 
& Peckham, 1974), the model of social loafing (Karau & Williams, 1993), the job demands-resources 
model (Bakker & Demerouti, 2007), the group identity perspective (Ellemers, De Gilder & Haslam, 
2004), and several others (Behrendt et al., 2017).

From the expert interviews and the theoretically derived leadership behaviors, success factors can 
be delineated that contribute to the future-viability of organizations in times of crisis. As a result, this 
chapter demarcates essential success factors for future-viable organizations and exemplifies those suc-
cess factors based on expert experiences within the COVID-19 crisis. The resulting model of success 
factors of a future-viable organization in the post-COVID-19 era is provided to the scientific and practice 
community for further development. The model could be challenged in further theoretic refinements, 
used for the development of theory-based measurements, and tested in corresponding future research.

Integrative Model of Leadership Behavior

IMoLB builds on extensive previous leadership research (Fleishman, 1953; Halpin & Winer, 1957; 
House, 1971; Likert, 1961; Misumi & Peterson, 1985; Yukl, 2012). IMoLB integrates previous findings 
within a theory-based model that is grounded in well-established theories from fundamental psychology. 
Studies on leadership behavior so far have used primarily expert interviews or questionnaires in favor 
of practical relevance. This, however, compromised the validity of the studies and associated leader-
ship behavior models (see van Knippenberg & Sitkin, 2013). Consequently, the conceptualizations of 
leadership behavior were based on behaviors attributed to successful leaders. Criticism emerged that the 
perception of behavior differs from the behavior itself, due to observational errors (e.g., Dinh et al., 2014). 
Lay observers are, for example, prone to the halo effect (Thorndike, 1920), confirmation biases based on 
implicit leadership theories (Phillips & Lord, 1986), and the need to answer consistently (Podsakoff & 
Organ, 1986). These errors appear to be systematic, leading many studies to establish high correlations 
between theoretically different constructs. These methodological flaws, as well as conceptual overlaps, 
in return hindered the establishment of precise causal models (van Knippenberg & Sitkin, 2013). Yukl 
(2012) suggested a comprehensive taxonomy of effective leadership behavior perceptions to integrate 
existing findings and to provide a structured overview. Yukl’s four behavioral meta-categories included 
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15 component behaviors and thereby reduced many overlaps. Since this taxonomy was based on the 
available empirical research, though, it failed to respond to criticism that derived from systematic ob-
servation errors. Departing from Yukl’s integrative taxonomy (2012), IMoLB tackles this criticism by 
consulting psychological theories outside of the core leadership literature.

Leadership is defined as “influencing and facilitating individual and collective efforts to accomplish 
shared objectives” (Yukl, 2012, p. 66). Based on this definition of leadership, IMoLB delineates two 
meta-categories of leadership behaviors: task-oriented and relations-oriented leadership behavior. Both 
meta-categories include three leadership behavior categories, each of which is further specified by several 
distinct leadership behaviors. Figure 1 exhibits the three task-oriented behavior categories—enhancing 
understanding, strengthening motivation, and facilitating implementation—and the three relations-oriented 
leadership behavior categories—fostering coordination, promoting cooperation, and activating resources.

Task-Oriented Leadership Behaviors

Task-oriented leadership behaviors support the process of accomplishing objectives substantiated by 
fundamental psychological motivation and action theories. The Rubicon model derived from expectancy-
value theories (Fishbein & Ajzen, 1975; Heckhausen & Gollwitzer, 1987) proposes four phases in a 
course of action: (1) evaluation, (2) deliberation, (3) planning, and (4) action (Achtziger & Gollwitzer, 
2008). Leaders are typically present in Phases 1 to 3. Consequently, IMoLB delineates three task-oriented 
leadership behavior categories that support the process of accomplishing objectives.

The first task-oriented leadership behavior, enhancing understanding, is relevant in the evaluation 
phase. This phase concerns the evaluation of prior actions and their results (Achtziger & Gollwitzer, 
2008). Leadership behaviors are supposed to provide relevant information, facilitate accurate assessment, 
and thereby enhance well-adjusted future behavior.

The second task-oriented leadership behavior category, strengthening motivation, is relevant in the 
deliberation phase. This phase concerns deliberating alternative objectives and deciding on one (Achtziger 
& Gollwitzer, 2008). Leadership behaviors are supposed to foster appropriate decisions by deliberating 
the consequences and the value of possible objectives and by strengthening the motivation to pursue 
those objectives that are in the shared interest.

Figure 1. Integrative Model of Leadership Behavior (IMoLB)
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The third task-oriented leadership behavior category, facilitating implementation, supports the plan-
ning phase. This phase concerns the transformation of objectives into concrete implementation plans, 
which are finally executed in the action phase. Leadership behaviors are supposed to form appropriate 
plans, identify opportunities for execution, and thereby promote successful intention realization.

Relations-Oriented Leadership Behaviors

Relations-oriented leadership behaviors influence individuals so they invest their efforts in the process 
of accomplishing objectives. According to the Ringelmann effect, groups do not exploit the full potential 
of their combined effort (Ingham et al., 1974) due to insufficient coordination and suboptimal engage-
ment (Ingham et al., 1974; Karau & Williams, 1993). Accordingly, IMoLB postulates appropriate leader 
behavior to counter this effect by increasing collective coordination and individual engagement (Behrendt 
et al., 2017). Substantiated by group and engagement research, IMoLB postulates three relations-oriented 
behavior categories leading to effective follower engagement in the process of accomplishing objectives.

The first relations-oriented behavior category, fostering coordination, addresses the loss of coor-
dination in group activities. Leadership behaviors are supposed to synchronize collective efforts and 
embrace well-adjusted individual contributions. This includes the establishment of explicit procedures 
and structures of communication, ensuring decisions, and in that aim conveying the leader’s competence 
and certainty in the process.

The second relations-oriented behavior category, promoting cooperation, addresses the loss of effort 
in group activities. Leadership behaviors are supposed to allow every member of the group to contribute 
their unique competence and to motivate every single member to invest maximum effort. Leadership 
behaviors focus on encouraging individual contributions, underline their uniqueness and indispensability, 
encouraging social support, and permitting autonomy in tasks.

The third relations-oriented behavior category, activating resources, also address the engagement in 
groups—in this case, by creating positivity regarding engaged behaviors and ensuing outcomes. These 
leadership behaviors strengthen a positive group identity and reward valuable contributions. This includes 
prompting self-efficacy and a positive mindset regarding the group’s experiences, accomplishments, 
and expectations.

IMoLB’s Theoretic Value

Overall, IMoLB’s contributions represent the integration of previous leadership behavior taxonomies 
within a more parsimonious framework, the reduction of conceptual redundancies, and the delineation 
of theory-based relationships between those concepts. Furthermore, it calls for the exact discrimina-
tion of actual behavior from perceived behavior by considering lay observers’ cognitive biases and by 
providing a set of concrete observable behaviors in each category. Finally, the integration of established 
psychological theories accesses a wealth of research results and sparks further theoretic proliferation 
and hypothesis building rooted in research insights outside of the core leadership literature.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



110

Success Factors of Future-Viable Organizations in the Post-COVID-19 Era
 

PRESENT INTERVIEW STUDY

The present study investigates the question of how IMoLB can help understand and categorize organi-
zational success factors of future-viability in the post-COVID-19 era.

24 Expert Interviews With Organizational and Social Leaders

To investigate success factors for future-viability in an explorative approach, the authors decided to 
interview a variety of organizational and social leaders. The leaders were asked to explicate their learn-
ings from early in the COVID-19 crisis and how organizations were able to successfully adapt within 
the present crisis and what can be derived from the current situation to predict success factors of future 
crisis-viability and survival.

The Research Sample of Interviewers and Interviewees

The interview team consists of five professional psychologists and pedagogues: Dr. Peter Behrendt, An-
nette Bohland, Frank Domonell, Veronika Matzner, and Elke Mowat. They professionally accompany 
organizations in change and development processes and possess altogether over 80 years of professional 
experience. The interview team selects five interviewees each from their professional network, deliber-
ately selecting representatives from a diverse set of organizations predominantly in southwest Germany, 
ranging from a youth leader in a social movement to clerical leaders, governmental representatives, 
organizational entrepreneurs, industrial managers, and research professors. A total of 24 leaders were 
interviewed. As organizational and social leaders, they possess practical, procedural, and interpretative 
knowledge in their field. In addition to their functional expertise, they have practical insights into their 
organizations, gain access to strategic decisions, and bear high levels of responsibility.

Interview Methodology

The interviews examined the research topic in an explorative, open-minded way to explicate the expert’s 
practical learnings from adaptation early in the COVID-19 crisis and their predictions for the future-
viability of organizations in times of crisis. The one-to-one interviews were conducted in July 2020 
in person, by telephone, or by virtual videocalls. They lasted 30 to 60 minutes. The interviews were 
semi-standardized with a set of ten predefined questions, which served as the starting point. Exemplary 
questions were:

• “What have you learned within the COVID-19 crisis, and maybe also in previous crises, regarding 
future-viability of organizations?”

• “If you were to mandate a study to measure the future-viability of a company, which verification 
criteria would you mandate?”

• “If you were minister of economy and could spend €10 billion, according to which criteria would 
you determine which companies to secure?”

• “How will society determine ten years from now which organizations or economies to hold, pro-
mote, or preserve?”
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• “What do you see as glaring examples of a lack of future-viability and why? Where is future-
viability being faked—what criteria are being overlooked or overplayed?”

• “If you were to set up a new company, what would it look like? What criteria would you focus on 
to make it future-viable?”

Interviewers were asked to actively listen and ask deepening questions to elicit explanations and 
concretizations of the initial interviewees’ statements. To not influence the answers, the interviewers 
were prohibited from sharing their own ideas, opinions, and views. Interviewee statements were directly 
protocolled by the interviewers.

Methodology of Analysis and Categorization

As the first step of analysis and based upon the 24 interview protocols, every expert statement regarding 
potential success factors was extracted and noted with key words on cards. As a second step, these cards 
were sorted according to their content and categorized based on IMoLB’s theoretic categories by the 
main author. As a second step, the whole interview team reviewed the extracted content for completeness 
and the created structure for consistency and comprehensibility. In this step, the interviewers ensured 
that no interview statements regarding success factors were overlooked. Finally, the created model was 
presented to another group of eight organizational and social leaders as well as to a group of a dozen 
organizational consultants, discussed, and again reviewed for completeness, consistency, and compre-
hensibility. These consecutive reviews did result in slight adaptations especially in wording, balancing, 
and precision of the created categories.

SUCCESS FACTORS OF FUTURE-VIABLE 
ORGANIZATIONS IN THE POST-COVID-19 ERA

Behaviors 1-3: Task-Oriented Leadership

Based on IMoLB, the tasks of the members of crisis-hit organizations are threefold (Behrendt et al., 2017):

1.  quickly enhance understanding of the changing environment and the resulting effects on the 
organization,

2.  strengthen the motivation in the organization to quickly adapt to these changes,
3.  facilitate bold implementation of first adaptation ideas,

and assure that the organization swiftly learns from these implementation experiments in iterative 
cycles by repeating Steps 1 to 3. Organizations can adapt their understanding, motivational aspiration, 
and implementation activities to the crisis-driven change, step-by-step. By these iterative cycles, the 
organization will develop new routines that are adapted to the changed situation.

According to the IMoLB, the task-oriented behaviors directly contribute to the accomplishment of 
objectives, whereas the relations-oriented leadership behaviors indirectly support this process by pro-
viding followers’ engagement. In that aim, relations-oriented leadership behaviors focus more on the 
interaction style, rather than the content.
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Behaviors 4–6: Relations-Oriented Leadership

Based on IMoLB, three relations-oriented leadership behavior categories ensure that individuals invest 
their efforts in this process of shared goal accomplishment and organizational crisis adaptation (see 
Figure 2).

Behavior 4: Fostering Coordination …

(I) … of Internal Actors by “Providing Iterative Leadership Within Uncertainty”

Especially in times of crisis and uncertainty, it is important to sustain the coordination of internal actors 
by providing the organization with a sense of meaning and general direction while adjusting quickly to 
the changed situation. The quick adjustments need organizational decision competence as well as crisis 
teams that allow fast, sound, and objectively based decisions to ensure effective coordination. These 
decisions should be adjustable within quick iteration cycles whenever new situations or learnings emerge. 
These iterative feedback-cycles are particularly important in times of uncertainty regarding the current 
situation, future, and possible outcomes of actions taken (Theodoridis & Priporas, 2013). Especially in 
emotionally straining situations, leaders should guide with a role model of serenity to limit the stress 
level and protect the organization’s ability to act and reflect themselves objectively. Promoting mindful-
ness and creating space for deep reflection supports that aim. Leadership strategies can foster effective 
coordination by creating clarity of roles and simplifying the complexity of the critical changes (Pula-
kos, Kantrowitz & Schneider, 2019). As the interviewed experts confirm, reducing complexity helps 
to maintain orientation, especially in times of change and uncertainty: in the current COVID-19 crisis, 
informing employees at an early stage and to keep them informed was one of the most central reported 

Figure 2. Relations-oriented leadership behavior and resulting success factors of future-viability
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tasks of management—even if the management was yet not fully aware of all objectives and next steps 
to be taken. To provide sound general direction in fast-changing situations, leaders will need the ability 
to anticipate futures significantly deviant to conventional extrapolation: This capability to understand 
and apply anticipations of completely changed futures is called futures literacy (Miller, 2018).

Summing up, the success factor providing iterative leadership within uncertainty includes the follow-
ing organizational capabilities: (a) creating new images of the future, (b) creating strategic orientation 
within uncertainty, (c) adjusting quickly to disruptions and crisis, (d) ensuring iterative and objectively 
based decisions, (e) promoting mindfulness and space for reflection, and (f) radiating security and per-
sonal authentic leadership.

(II) … With External Proximal Actors by “Promoting Absolute Customer-Loyalty”

Good coordination with external actors is especially threatened in times of crisis. Crises often reduce 
available resources, complicate access to services, and quickly change the critical needs of customers. 
This is especially true for the national shutdowns during the COVID-19 crisis. In these times of reduced 
budgets, customers check which products and services are disposable and which providers are to be kept 
despite hindrances. During the COVID-19 crisis, many customers even continued payments while they 
were not able to receive services to support their preferred organizations and suppliers or deliberately 
spent money at their preferred restaurants and shops to ensure their survival. Accordingly, Well-established 
customer loyalty has been shown to be crucial for business profitability and competitiveness (Buchanan & 
Gillies, 1990). Furthermore, the loyalty is of particular importance in times of crisis, because it increases 
the commitment and investment in the relationship (see Salo, Tähtinen & Ulkuniemi, 2009). Almost 
every expert interviewee working in organizations with customer contact has validated this argument. 
Therefore, organizations are more crisis-viable who have bonded best with their customers by providing 
individual services or exclusive products with a quality the customers value most. To achieve strong 
customer loyalty, products, services, processes, and their continued transformation should be developed 
consequently from the customer-perspective and really address their needs (Kim, Beckman & Agogino, 
2018; Coelho & Henseler, 2012; Salomo, Steinhoff & Trommsdorff, 2003). In that aim, regular, intense 
dialogs with momentary and potential future customers are critical to observe, identify, and understand 
shifting or emerging needs—not only but especially in times of crisis and social dynamics. The close 
communication and appropriate adaptations ensure good coordination with customer needs—represent-
ing one of the most important external actors for most organizations.

Summing up, the success factor promoting absolute customer-loyalty includes the following organi-
zational capabilities: (a) holding intensive diverse dialogs with momentary and future clients; (b) devel-
oping products, processes, and transformations from the needs of the clients; and (c) offering according 
exclusive, qualitative, and individual solutions.

(III) … With External Actors by “Providing Sustainable Public Value”

In the post-COVID-19 era, another external actor becomes more important to coordinate with: During 
the financial crisis and the COVID-19 crisis, as well as in the expected climate crisis, the public state 
becomes a more powerful and important actor. Although, this contradicts the so far predominating neo-
liberal economic principle of non-intervening states. It became the state’s role to decide which crisis-hit 
organizations to save financially and which organizations to support, allow, or impair for sustainable 
changes in our economies. In the financial crisis, state support was not combined with any other ex-
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pectations than the economic survival of the organizations that were too big to fail. But lately, stronger 
demands emerged, calling out for a transition to an economic system that serves the “common good,” 
and that motivates organizations to act more sustainably and socially (Felber, 2019). Now, several state 
governments consider integrating principles of the “Economy for the Common Good” in order to develop 
new laws (Felber, 2019), and the European Union, for example, adopted a “Circular Economy Action 
Plan” (European Commission, 2018) to make production more sustainable and less wasteful. The goal 
of combining economic growth with sustainability secured the open support by various political and 
economic actors (e.g., OECD, World Economic Forum, advocacy associations, and leading corporations; 
Corvellec, Böhm, Stowell & Valenzuela, 2020). Accordingly, during the tax evasion scandal “CumEx 
affair”, a public citizens movement was the main force pushing forward the persecution of criminal or-
ganizational leaders, calling for more democratic participation (CumEx Haltet die Steuerdiebe, 2020). 
Also early in the COVID-19 crisis, public opinion and media questioned the financial support of orga-
nizations that were scandal-hit, have just dumped massive bonus payments to managers and dividends 
to shareholders, or those that undermined states’ functioning by shifting revenues to offshore tax shel-
ters. Consequently, some states like France and Germany already combined the significant financial 
support with concrete expectations towards the organizations or tailored the support to organizations 
of “systemic relevance.” The climate crisis will likely strengthen that tendency because it enforces the 
need for systemic economic changes. In consequence, the crisis-viability of organizations increases by 
adding measurable and sustainable public value (Kaufman, 2010). This public value needs to be adapted 
to and coordinated with shifting social priorities in times of crisis. Furthermore, in times of increasing 
sensitivity to organizational scandals of well-marketed organization, this public value should also be 
validated by neutral ethical reviews or consistent certification processes. Overall, this factor was the one 
most often referenced by the interviewed leaders as a new emerging success factor for future-viability.

Summing up, the success factor providing sustainable public value includes the following orga-
nizational capabilities: (a) ensuring public-value in the future, (b) operating ecologically sustainable 
and economically circular, (c) sharing fairly and reinvest sustainable profits, (d) supporting consistent 
integrity, (e) strengthening democracy and participation.

Behavior 5: Promoting Cooperation …

(IV) … of Internal Actors by “Promoting a Culture of Trust”

Sustaining internal cooperation provides specific challenges in times of crisis, as they generate signifi-
cant change and diverse personal threats. To swiftly learn and adapt, it is important to disseminate new 
information within the organization quickly. Trust in this information, as well as trust among employees, 
is an essential condition for organizational learning (Hoe, 2007). At the same time, it is important that 
individuals trust new adapted guidelines and implement them quickly while providing open, constructive 
feedback. Furthermore, organizations need to rely on the cooperation of all members in the best interest of 
all and the provision of solidarity where needed to cope with threats and change. Accordingly, perceived 
supervisor–subordinate solidarity leads to higher motivation and job satisfaction among employees (Mac-
Donald, Kelly & Christen, 2014). Open and empathetic communication promotes that solidarity (Kelly 
& MacDonald, 2014). In critical times, missing trust cannot be replaced by the same level of control as 
it is possible in established routine processes, due to higher transaction costs of control (Jäckel, 2018). 
The interviewed leaders reported this experience early in the COVID-19 crisis, when many employees 
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suddenly had to be working in the home office—far away from potential control of their peers and su-
pervisors. Within those conditions, individuals at all levels need to be trusted to concertedly develop 
the needed adaptations, create and share knowledge (Jäckel, 2018) without waiting for long bureaucratic 
decisions in distant headquarters. Trust needs to be so high that, where necessary, individuals are even 
empowered to deviate from pre-crisis guidelines that no longer apply and to experiment without fear 
(Pulakos et al., 2019; Boes, Kämpf, Lühr & Ziegler, 2018). To adapt quickly to the changing situations 
and customer concerns early in the COVID-19 crisis, employees needed decision-making freedom, which 
furthermore promoted the willingness to learn and change, according to the interviewed leaders. New, 
more decentralized, and less hierarchic organization structures are currently promoted to increase orga-
nizational agility (see Robertson, 2015, “Holacracy”; Laloux, 2014, “Teal Organization”; and Romme, 
1995, “Sociocracy”). Therein, the decentralization principals and the shared responsibility address the 
delineated needs for individual freedom, responsibility, and mutual ownership.

Summing up, the success factor promoting a culture of trust includes the following organizational 
capabilities: (a) living solidarity and (self)-care; (b) working trustingly together as a team cross-function-
ally and cross-culturally; (c) communicating openly, transparently, and empathically; (d) acting (self-)
responsibly; and (e) promoting decentralized and shared responsibility.

(V) … of External Actors by “Establishing Collaborative Ecosystems of Organizations”

The disruptions in times of crisis also threaten external cooperation, as many partner organizations 
need to reduce their spending, readjust their focus, and therefore rearrange their external relationships. 
Rearranging external relationships can change dysfunctional ecosystems in a both corrective and preven-
tive fashion (Bernardez & Mead, 2009) to overcome past or future crises. The stronger the bond with 
important cooperation partners, such as suppliers and customer organizations, the more likely these 
partners keep their loyalty to the organization throughout disruptions. Boundary spanning described the 
establishment and sustainment of cooperation with team-external partners and was established as one 
of the most successful leadership behaviors (Burke et al., 2006). Accordingly, the interviewed leaders 
stated that organizations should promote network thinking instead of competitive thinking to increase 
their future-viability. Accordingly, business ecosystems prove to be more resilient to economic downturns 
(Bernandez & Mead, 2009). These ecosystems are often the result of common goals, such as shared 
individual, organizational, or public benefits (Bernardez & Mead, 2009). Hence, high personal trust to 
the deciders in the partner organizations facilitates the development of strong partnerships by means of 
successful co-creation and cooperation (Alrubaiee & Al-Nazer, 2010; Schumacher, 2006). In that vein, 
shared experience in solving previous crises can strengthen the partnership bond (Nätti, Rahkolin & 
Saraniemi, 2014). Many successful organizations like Google, Facebook, and Amazon include not only 
suppliers in the process of product and service creation but also the users themselves.

Summing up, the success factor establishing collaborative ecosystems of organizations includes the 
following organizational capabilities: (a) living trustful partnerships with suppliers and other stakehold-
ers, (b) developing innovations co-creatively in organization-clusters, and (c) (co-)creating products 
with (future) users.
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Behavior 6: Activating Resources …

(VI) … of Internal Actors by “Creating an Agile Culture”

Organizations should activate all available resources to react quickly and flexibly to crises (Grewal 
& Tansuhaj, 2001). Especially in threatening situations, quick reactions need courage from organiza-
tional members and leaders. Besides quick reactions, organizations need to gradually adjust to the new 
circumstances, risks, and opportunities (Fowler & Highsmith, 2001). As reported by one interviewed 
leader, at the beginning of the COVID-19 crisis, the entire company revenue collapsed because personal 
events were no longer allowed or desired by customers. Despite that disruption, the flexibility and cre-
ativity of the team helped them to create new offerings within a very short timeframe and to keep the 
business running. In that aim of innovative exploration, it is important that organizations foster quick 
experimentation, feedback, and ensuing learning (Fowler & Highsmith, 2001; O’Reilly & Tushman, 
2008). To allow for quick parallel adaptation at many locations within the organization, a high decision 
leeway for individuals and teams as well as a creative innovation spirit are essential (Kramer & Ama-
bile, 2011). Relentlessly managing organizational performance in real-time is essential to ensure high 
performance in rapidly changing business environments (Mueller-Hanson & Pulakos, 2018). To keep 
the experimentation-learning-cycles ongoing despite natural setbacks, organization members need to 
sustain positive drive and confidence (Bandura, 1977). A leader’s talent and strengths focus on activating 
a “productive organization energy” for that manner (Bruch & Ghoshal, 2013). To preserve the organiza-
tion from one-sided decisions, a diversity of perspectives, experiences, and competencies is valuable. 
To integrate those diverse perspectives into better solutions, high competence in conflict resolution and 
facilitation of controversial decisions is beneficial (Council of Industry and Higher Education, 2011).

Summing up, the success factor creating an agile culture includes the following organizational 
capabilities: (a) experimenting, giving feedback, continuing learning and promoting competences, (b) 
acting courageously, flexibly and quickly, (c) creating positive drive and confidence, (d) activating and 
promoting strengths, (e) promoting diversity and conflict resolution skills, (f) creating leeway for deci-
sions, (g) promoting creative innovations.

(VII) … of Internal and External Actors by “Driving Digital Processes”

It is critical for organizations to sustain their access to activated internal and external resources in times 
of disruptive crises. Today, digital processes are key to ensure internal and external actors easy access 
to the processes and offerings of an organization (Gergs, 2019; Kauffeld, 2019). Digital offerings and 
change communication can multiplicate the accessibility, especially when markets completely shift into 
the Internet. As reported by the interviewed leaders, digital processes were critical to sustaining opera-
tion during times of the COVID-19 shutdowns and quarantine, accelerating the growth in e-commerce 
and digitalization (Pantelimon, Georgescu & Podesaru, 2020). Furthermore, virtual collaboration also 
creates new opportunities for employee work–life balance and organizational efficiencies (Kauffeld & 
Maier, 2020). Several interviewed leaders predicted that private life and work would be further inte-
grated when employees no longer appear at the office at a certain time but schedule their working hours 
and locations completely freely around the world. Finally, the digitalization of processes should create 
intelligent human–machine interfaces that create efficiencies by automating laborious subprocesses.
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Summing up, the success factor driving digital processes includes the following organizational capa-
bilities: (a) working mobile and hybrid, (b) developing online services for clients, and (c) streamlining 
processes through intelligent human–technology interactions.

(VIII) … of External Resources by “Ensuring Economic Agility”

Organizations need to secure their access to financial and other external resources in times of crisis. In 
today’s competitive business environment, even more in times of crisis, organizations need latitude to 
flexibly react to unpredicted disruptions (Pulakos et al., 2019). Therefore, interviewed leaders reported 
that organizations were more vulnerable if they did not possess any savings and leeway in their margins to 
digest unexpected missing inflows or invest in critical changes early in the COVID-19 crisis. As disrup-
tions accelerate change, it is vital for organizations to also adjust their business models to the changing 
conditions and markets (Wadin & Ode, 2019). Organizations are more vulnerable if their business model 
was already becoming outdated before the crisis and also if their opportunity and risk are completely 
bound to one product, one customer, one supplier, or one supply path (Rumelt, 1982; Mak & Shen, 2012). 
According to the interviewed leaders, risk diversification through different business segments should 
be systematically established. In times of crisis, single-supplier, just-in-time-production is directly hit, 
even by small disruptions in the plan execution. In consequence, organizations should disperse their 
risk and include buffers. The COVID-19 crisis has shown that complex, global supply networks are 
more vulnerable than local networks with direct supply on the spot. Therefore, interviewed leaders have 
suggested that organizations should strengthen their regional networks. To conclude, huge, centralized 
organizations are less capable of reacting to changes flexibly, as they need to find solutions that fit for 
many diverse players. On the contrary, decentralized organizations were suggested to increase the or-
ganization’s capability to quickly adjust to emerging and diverging local needs (see Treiblmaier, 2018).

Summing up, the success factor ensuring economic agility includes the following organizational capa-
bilities: (a) creating small, capable organization units; (b) using economic profits for future-investments 
and reserve funds; (c) enhancing a future-viable business model; (d) spreading risks on all levels, including 
products, clients, market channels, suppliers, and logistic buffers; and (e) strengthening regional networks.

DISCUSSION

The proposed eight success factors are inspired by the learnings from 24 interviewed leaders and were 
categorized and sophisticated based upon the integrative model of leadership behavior (IMoLB). The 
theoretic model IMoLB conveys sound theoretic validity as it delivers the delineated model with a high 
generality, external consistency with empiric findings, internal consistency, testability, and parsimony 
(Behrendt et al., 2017). This is underlined by the broad literature cited that supports the suggested suc-
cess factors.

At the same time, the resulting success factor structure is of exploratory nature. The researchers have 
interviewed 24 practical experts of the professional networks of five interviewers. The selection could 
not claim generality for all other potentially interviewed experts. The qualitative analyses are built on the 
subjective interpretation of the analyzers. The review and refinement of the first model draft by all five 
interviewers and two groups of practical expert controls for that individual subjectivity. Nevertheless, 
the derived success factors include these experts’ and the analyzers’ subjectivity. Therefore, the high 
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variability of the experts’ backgrounds is of particular importance, ranging from science, economics, 
religion, politics, and state organizations to youth movements. Merging these backgrounds, the findings 
should be applicable to many branches.

Furthermore, the reported learnings from early in the COVID-19 crisis are provisional. Empirical tests 
might uncover neglected additions or even contradict these experts’ perceptions. Additionally, nobody 
can provide certainty that these learnings from early in the COVID-19 crisis really sustain later in the 
COVID-19 crisis and even transmit to future crises.

These concerns are alleviated by the high validity of IMoLB as an underlying theoretic basis. Never-
theless, these limitations should be thoroughly addressed in future research and considered in practical 
application. Summing up, the provided model of success factors summarizes early learnings from a wide 
variety of South-German practical experts within a sound theoretic structure.

SCIENTIFIC IMPLICATIONS

The proposed success factor model of organizational future-viability provides the first theory draft a 
scientific basis for future studies. The first draft will need further theoretic refinement and scientific 
testing. It should be examined in additional qualitative interview studies as well as in empirical tests.

First, the scientific community needs to develop valid measurements to allow rigorous empirical 
studies. These measures should validly determine internal and external actor coordination, cooperation, 
and activation. Consequently, the measurements should comprise multi-perspective survey scales, in-
cluding the perspective of internal leaders and employees as well as external customers, suppliers, and 
other relevant stakeholders. Additionally, scientific video-based observation measures using scientifi-
cally trained observers could complement subjective survey scales of internal and external coordination, 
cooperation, and activation. The ensuing measure validation should include content validation by experts 
as well as item validation and factor structure examination. Thereby, the model’s theoretic validity will 
be further enhanced.

As a second step, the developed measures should be used to study the success factors’ criterion validity. 
As a first indicator, studies should examine how success factors can explain the varying organizational 
success early in the COVID-19 crisis, post hoc. Furthermore, studies should test how success factors 
predict organizational success and survival in the future, during the COVID-19 crisis and thereafter. 
These studies should include the assessment of potential moderator and mediator variables to better 
understand the factors’ effect and mode of value creation.

Finally, experimental field studies should scrutinize the causal effects of the most promising factors 
based on a systematic practical variation of single success factors in different organizations (see the 
next section).

PRACTICAL IMPLICATIONS

If scientific tests confirm the proposed model of success factors of future-viability, then their implemen-
tation in daily organizational life should be further concretized. In that aim, practical researchers should 
identify best practice case studies for diverse industries. Therefore, the developed measurements could 
identify and confirm organizational excellence accordingly.
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Based on these practical implementation examples, organizational leaders could improve the future-
viability of their organization. In that aim, IMoLB suggests the following iterative adaptation cycle.

1.  Diagnoses for enhanced understanding: Leaders should use the developed scientific measure-
ments to find a solid diagnosis of their organizational strengths and potential for improvements. 
If available, leaders should use leader, employee, customer, and other stakeholder perspectives 
to receive broad feedback. A thorough analysis of this feedback should provide a clear picture of 
the general future-viability and the organizational preparedness for expected crises in each of the 
success factors.

2.  Strategic deliberation to clarify strategy and strengthen motivation: Based on the strengths 
and improvement potential discovered in Step 1, leaders should deliberate on the most critical suc-
cess factor for their own organization’s success. The importance of single success factors probably 
depends on industrial, social, and other moderating factors. Additionally, leaders should weigh the 
convertibility of each success factor in their organization. As organizational change is complicated 
and strenuous, leaders should focus the organization on the improvement of a single critical and 
leverageable factor. The results from Steps 1 and 2 should be communicated to and validated with 
the organization to strengthen the motivation.

3.  Implementation: Based on the deliberation in Phase 2, leaders should implement improvements 
of the chosen success factor to increase adaptation and improve the organization’s preparedness for 
future crises. As outlined, the success factors can be implemented according to leadership behav-
ior. Leadership behavior is embedded in and influenced by the organization’s behavioral culture 
as well as the organizational processes, structures, and material resources. To enhance behavior, 
culture, processes, structures, and resources, leaders should leverage the identified best practice 
case studies as leading examples (see above). In that aim, comprehensive organizational change 
programs, accompanied by systematic training and development programs, are most promising to 
initiate sustainable organizational change. To close the iterative cycle, the diagnostic measurements 
could provide leaders with sound feedback on progress and steer iterative program adaptation. If 
successfully implemented, the improvements can provide organization members with a shared 
sense of meaning and thereby strengthen organizational identity.

CONCLUSION

Summing up, the proposed chapter provides organizational leaders and consultants with a theory-based 
framework for preparing their organizations for the expected crises of the post-COVID-19 era. A sound 
crisis-viability, quick adaptations, and seizure of opportunities will be critical for the successful survival of 
organizations. Because of the associated unpredictability of these dynamics, leaders need to prepare their 
organizations, so they can quickly react and learn in the face of future crises. The framework demarcates 
eight concrete success factors for crisis-viable organizations based on learnings in the COVID-19 crisis: 
(I) “providing iterative leadership within uncertainty,” (II) “promoting absolute customer-loyalty,” (III) 
“providing sustainable public value,” (IV) promoting a culture of trust,” (V) “establishing collaborative 
ecosystems of organizations,” (VI) “creating an agile culture,” (VII) driving digital processes,” and 
(VIII) “ensuring economic agility.” These success factors are provided to the practical and scientific 
community as a first draft for practical adaptation and learning, as well as for further theoretic refine-
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ment, development, and scientific testing. If these success factors could explain organizational success 
early in the COVID-19 crisis and eventually predict future success in the upcoming decades, the model 
would provide essential value to organizations and their societies.
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KEY TERMS AND DEFINITIONS

Crisis: Disruptive social situations that completely change the boundary conditions of organizational 
functioning and success creation and therefore threaten organizational survival and consequently force 
organizations to adapt quickly.

Future-Viability: The capability of an organization to create sustainable success and survive in the 
future, despite increasing economic and social challenges. As the post-COVID-19 era is expected to be 
characterized by further crises, future-viability in this era includes an organization’s capability to adapt 
to resulting disruptions quickly.

Leadership: Leadership is defined as “influencing and facilitating individual and collective efforts 
to accomplish shared objectives” (Yukl, 2012).

Success Factor: Organizational factors that enhance an organization’s success and accordingly predict 
organizational survival and adaptation in the times of crisis of the post-COVID-19 era.
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ABSTRACT

The purpose of this study is to analyze the impact of COVID-19 on different identities such as corpora-
tions, leadership, employees, human resources teams, customers, government bodies, and management 
change. Desk research based on secondary data analysis methodology was used for this study. Better 
crisis management plans can enable corporate to control and hybrid working environment to guide 
businesses to prepare and make strategies that can persist sustainably in a future crisis. It can be con-
cluded that different corporations have faced the additional impact of the pandemic on their businesses. 
COVID-19 has changed the way businesses perform. Consequently, it can be inferred that leadership 
and leadership transition can lead to victory if leaders take the time to discover what works and what 
does not. This will allow the enterprise to change the next steps accordingly and save it from failure to 
pursue the outcomes.
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INTRODUCTION

One of the significant economic effects linked to global pandemic has included an accelerated digitiza-
tion rate. Many companies are now required to use various digital platforms to provide efficient access 
to their respective employees’ different job opportunities. Human resource management (HRM) has been 
highlighted as one of the most vital roles to play in helping organizations navigate various conditions 
adequately. This might be linked to dramatic changes that are likely to emerge due to the pandemic, 
currently affecting almost every country across the entire world (Gigauri, 2020a). Furthermore, they 
suggest possible activities and considerations that businesses should be involved in to ensure such crises 
are appropriately managed in the future.

The global arena has been impacted due to Covid19, categorically in the organizational agenda. Firms 
have also tried to remain high-end effective, and sustainable in the long run through CSR practices. 
This can help the firm maintain its brand loyalty and consumer retention power by reflecting upon the 
organizational Human resource operations in their training and development agenda. As a multinational 
firm, Apple has consistently operated over the years, and even during the pandemic scenario.

Therefore, the purpose of the chapter is to analyze the impact of COVID-19 upon their key operations. 
It will provide a complete comprehension of their strategic rubric to adapt to the change management 
procedure in the long run with long-term effectiveness and efficiency.

SITUATIONAL ANALYSIS AND EFFECTS OF COVID-19 ON COMPANIES

COVID-19 emerged as one of the worst pandemics in this period due to its ability to affect almost ev-
ery country across the world negatively. Corporations were not left behind, and many were negatively 
influenced by their operational modes. As a result of this, it has been quite difficult for most companies 
to take appropriate steps in addressing the nature of their respective targeted goals within their respec-
tive markets of operation (Gigauri, 2020b). Various conditions attached to COVID-19 have adequately 
influenced some companies’ practices due to the change in multiple modes of operations that align with 
the COVID-19 measures to curb the virus’s contagious spread. As a result, the pandemic has negatively 
influenced various HRM practices across various companies in several ways. According to the listed 
surveys above, many companies face significant challenges (Clift & Court, 2020). The considerable dif-
ficulties include a reduced number of workers following the World Health Organization’s new policies 
to curb the disease’s spread and reduced operations following fewer employees. This exercise affected 
the global economy and reduced sales, as the business-customers interaction facilitated organizations 
that have not put up profitable online businesses and lowered revenue collections (WHO, 2020).

The COVID-19 pandemic has brought with it the fast-moving and unpredictable market. Some harmed 
the economy, and companies were not prepared for those. It’s undeniable that COVID-19 harms most 
offline businesses that did not have an online presence, and businesses online were negatively impacted. 
However, they could still recover faster in comparison to those offline. Commonly, every country 
worldwide had a lockdown from March and could not conduct their business and regular daily activi-
ties. People had to stay in and maintain distance from others (Clift & Court, 2020). The corporate faced 
many issues as they could not earn profits and sell products; even online business sites such as Amazon 
could not sell because of restrictions on transportation and lack of personnel to deliver the products. The 
COVID-19 pandemic has reduced operations conducted by businesses, which consequently led to cur-
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tailing manpower in order to lower the risk of the disease escalation. Sourcing of materials has become 
an issue as movements both internally and abroad have been minimized, leading to a longer time spent 
acquiring raw materials and getting finished products to the market (Akkermans, Richardson &Kraimer, 
2020). On the other hand, market interaction has been moved swiftly from the traditional interaction to 
digital interaction hence hindering small organizations that are not well organized in digital marketing 
and selling (Gigauri, 2020a). Businesses understood that the need of the hour is to move online and use 
a digital payment method to avoid human contact.

People were caught unaware with harsh situations, while adopting measures to avoid going out and 
maintain social distancing. The government restricted people from buying groceries, and lack of groceries 
was another problem that occurred because of COVID-19. Farmers and those in the agricultural business 
could not earn their wages because no one was buying the products they were selling. The corporate 
did not engage in production and messed up with the people who provided raw materials (WHO, 2020). 
People in the manufacturing business faced issues because they could not clear their stocks and could 
not produce more in need. Even if they wanted to, such companies could not go online and conduct 
their business because they were not selling finished products; they were selling raw materials for some 
other firm.

Transportation facility got restricted, airplanes were not flying, people were not traveling, and all of this 
impacted the economy and the way business used to operate. After 5-6 months of lockdown, almost every 
country started reopening the activities. Preparation will play a vital role in a post-corona virus world, 
and businesses are seen taking steps to be ready for that time. It is expected that as soon as everything 
goes back to normal again, businesses and consumers will both return to normal (Bartik et al., 2020).

RESPONSES BY COMPANIES TO THE COVID-19 PANDEMIC

Companies are embracing unique strategies to keep their businesses alive and operational. Harsh situ-
ations do not deter them in functionality. The post coronavirus world will be a positive threshold of 
opportunities for those who survive these challenges, since a number of corporations in the concerned 
field will be scaled down. This research has shown that many companies have turned their attention to 
virtual operations putting up remote business operations in departments that can be handled remotely 
to reduce the number of employees within the workplaces. Businesses have been pushed to the wall to 
retrench some of their employees to meet the WHO’s standards regarding the COVID-19 pandemic. 
The better part of the situation is that organizations have realized the importance of proper contingency 
plans against possible pandemics in the future (WHO, 2020).

More than 1000 cases are diagnosed daily; the SAR and its communities in Hong Kong need support. 
Hong Kong Exchanges and Clearing Limited (HKEx) has contributed to the development of the finan-
cial market and has helped the business build sustainability and help the underprivileged populations. 
Katherine Ng said, “The social and economic challenges posed by COVID-19 have emphasized the true 
value of identifying business strengths and weaknesses, as well as recognizing and mitigating material 
risks”. The company has also supported Hong Kong businesses to learn how to fight the COVID-19 and 
overcome the situations (HKEx, 2020).

Swiss Company, the Adecco Group, has released a paper comparing the government responses re-
lated to COVID-19; they tried to determine which policies and decisions have led to the best economic 
outcomes. They are using macro-economic indicators in 12 countries to compare with the company and 
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consider those companies’ policies to form the best support measures for their workers and employees 
to keep their jobs and welfare possible (Adeccogroup, 2020).

As countries are starting to recover from the worst effects of the pandemic, countries that have suc-
cessfully mitigated the labor market and those who responded more quickly with economic support and 
helped employees stay in the work process as much as possible are performing better. In response to the 
COVID-19, most companies created crisis management teams or committees to make proper decisions 
and keep the business working. They formed immediate plans that focused on covering the issues related 
to senior executives’ succession plans, rules, and guidelines, including protocols for remote working, 
transferring significant operations to less-affected geographies and reducing business operations to criti-
cal functions only (Whiteside, 2020). Another committee was set to monitor the business impact and 
efforts to protect or sustain business functions. The HR team focused on analyzing and forecasting the 
pandemic’s impact and while keeping an eye on supply chains and providers for potential challenges 
arising from their side. Employees should also learn new technologies to be able to conduct their daily 
activities productively. Technologies used daily in this environment are Google excel, Google word, 
zoom, Skype, and other Microsoft tools (Donthu & Gustafsson, 2020).

THE HUMAN RESOURCE MANAGEMENT OPERATION

The pandemic has thrown the whole world into chaos, and everybody is uncertain what people will face 
now or when everything will go back like the world without COVID-19. The need for remote working 
would grow for sure after the COVID-19. People have become comfortable at home, spending time 
with their families and looking for remote opportunities without working in an office (Seetharaman, 
2020). From the researches above, it is pointed out that many organizations are involving themselves in 
employment activities, training of employees, where some companies have been pointed out to conduct 
training so that their employees are ready for the new world. Still, it has been seen that employees are 
not prepared enough for that world, and they are taking minimal steps because the future is uncertain, 
and will they have a job after a week is uncertain (Gigauri, 2020a). It has been seen that some firms 
are rarely considering the employee’s welfare during these circumstances. Such operations negatively 
impact the company’s working; all of this is done by the COVID-19 pandemic. The interactions of the 
employees with the company HR have been minimized. Companies do minimal employments with 
minimal or no physical training because the future is uncertain. If given a better opportunity, they will 
leave the organization as there is no emotional bond with the company. They want a better opportunity 
in this time of chaos (Akkermans, Richardson &Kraimer, 2020). This has reduced many businesses’ 
performance, as training is used to properly engage employees and enable them to learn various opera-
tions through demonstrations successfully. Many corporations started working and conducting online 
platforms to sell products and services; more and more people began to learn how to operate technology.

The other challenge pointed out by these researches is the welfare of employees. The HRM used to 
hold various team building programs and events to help employees bond well for proper collaboration 
reflected in their overall outcome. This has not been able to carry on as gatherings are limited, allowing 
HRM’s minimal chances to identify challenges within their workplaces. The advantage of having to 
work from home is that they will face zero employee’s politics and bad behavior from their colleagues. 
A more comfortable workplace will also elevate the performance of the company (Gigauri, 2020b). But 
the disadvantage is that the employees cannot take help from their friends. They will not be able to enjoy 
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social interactions with their colleagues. They will not work if the company has strict working hours as 
a comfortable environment can even distract some employees. Some houses may be calm at home, but 
some are very noisy, negatively impacting the employees’ performance. Companies are not seen help-
ing employees. They are very hesitant as the times are very challenging, and employees may or may not 
stick with the company for a long time (Gigauri, 2020b).

LEADERSHIP CHANGE DURING COVID-19

In times like these, there is instability, confusion, complexity, and ambiguity in a limited knowledge 
environment that requires fast, high-impact decisions. Members need to handle these aspects, learn 
new lessons along the way, and help create several innovative problem-solving techniques to keep their 
company operational and safe. Early estimation of a crisis’s cumulative clinical practice effect, such as 
COVID-19, is an important and nuanced activity. Initial decisions are focused on the commitment of 
therapeutic urgency and the appreciation of true potential. Although multi-society recommendations on 
this issue have been proposed, it is a challenging exercise to triage the sequencing of patient treatment 
with potentially important health, ethical, and medico-legal as well as financial consequences. The 
complexities of subspecialty GI (gastrointestinal) activities need to be integrated into these decisions, 
better made with the provider teams’ guidance and administrative leadership (Chhaya, 2020).

On the organizational front, the capability depends on the extent of the workforce, PPE, COVID-19 
screening, the level of redeployment of vendors and personnel to other therapeutic fields, and the supply 
of equipment and inventory of consumables. It is prudent to set up an operations team that solves these 
challenges in real-time and moves nimbly to resolve concerns that occur both in the hospital, clinic, and 
endoscopy unit (Vaziri et al., 2020).

The significant adverse financial effect is felt in the system. Division administrators (and medical 
practitioners) and chiefs/chairs (and private managed services partners) need to live with this situation 
and work together at the organizational level with senior management, factoring in updated sales forecasts 
and loss reduction plans. Good collaboration, managing employee and supplier distress, and ensuring ac-
countability are essential resources to help bring the team united and focused on their primary missions. 
The solutions vary by position and period and include the last resort, redeployment, shift of execution, 
and straightforward proportional decreases in pay (Bhargava et al. 2020).

During the COVID-19 crisis, teaching and schooling, which are vital missions for academic programs, 
have been interrupted. Core curriculum leadership needs to identify goals for education and instruction 
that need to be met and execute a plan to accomplish that goal. Fortunately, there are well-established 
tools available to provide remote learning remotely, and they must be used now and into the future to 
support curricular needs. In order to optimize trainee protection, primary clinical rotations need to be 
established, and trainees rotated through those in a restricted manner. During this time, endoscopy 
simulation models may be a good training platform to consider. These periods can provide trainees with 
opportunities to catch up on study or academic assignments or training for examinations. Downtime 
attributable to COVID-19, with re-imagined educational frameworks to test after the recession, is also 
a chance to hold further conversations on policy and transformative reform going forward (Rangachari 
et al., 2020).
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Covid19 has been potentially detrimental in terms of maintaining the DNA of the workplace ecosys-
tem. The organizations tend to follow a visible change in the leadership ways to help the organization 
maintain its market positioning and increased collaborative and team working schedule to reflect upon 
their profitability quotient to a great extent. The upheaval of anxiety and cynicism within the workplace 
has been the reason for an inverse reflection upon the firm’s overall outcomes. The leaders need to focus 
more on optimizing this organizational risk through their remote working facilities and lowered practic-
ing of employee layoffs or pay-cuts. Secondly, communication effectiveness and efficiency during this 
pandemic scenario can impact employee reliance on the firms with the transparent work culture and 
climate in the long run. It can motivate employees by understanding the entire situation and providing 
them with a long-term sufficient opportunity to give their employees a sensible workplace. Fourthly, 
the management of hybrid teams of diverse cultures has been a critical challenge to the employees that 
have also reflected the firm’s operational efficiency to a great extent. Finally, the active listening power 
from the employee’s ends can also potentially define organizational success in the long run.

The COVID19 crisis gives a core insight into the under-preparedness of humans as a discipline and 
as a nation while coping with such a crisis. A few examples involve establishing good relationships with 
key stakeholders, providing a clear view of each leader’s role in a potential crisis, and creating reliable 
supply chains and other processes. It is crucial to provide these arrangements at the divisional, admin-
istrative, operational, and national and regional level (Bolton, 2020).

MANAGEMENT CHANGE DURING COVID-19

While change management faces a particular set of challenges at each point and is often different for 
each sector, leaders face a few typical challenges during the COVID-19 pandemic. Several occupations 
involve individuals or organizations repeatedly performing particular activities, which most individuals 
grow familiar with overtime over the period of time. Although many individuals see their worth as a 
successful operations manager, technical architect, or security professional, they can resist when asked 
to take on a different position. This also affects individuals who often fail when asked to take on a new 
task, often with outstanding technological expertise, so they now have to learn new skills or work for 
others and are no longer praised for the skills that make them successful (RussellReynolds, 2020).

HR’s role in the crisis management for the organization has been high end crucial as they are the 
ones who help the business to sustain in the long run through effective and efficient transparent practices 
and mitigation of the organizational short and long term goals. Possible care for the individuals and the 
concern of empathy empathetic concern have been a connecting factor towards creating leaders and the 
subordinates’ interdependence to ensure right and high end effective cultural panorama by the navigation 
of the individual needs and the organizational requirement of strategic alignment. The need assessment 
and the risk mitigation part also need to be channelized through the HR personnel’s operational excel-
lence, helping the employees remain proactive in providing their crucial response. In a crisis situation 
like the pandemic scenario, the HR department of Apple needs to stay specifically concerned about their 
employee engagement criteria and lead them through a change management approach over the years of 
their operations. With the training and development programs organized by them in terms of their e-
commerce operation and the adaptability to the technological advancements, they have maintained their 
performance throughout and have effectively managed the crisis situation cohesively and collaboratively.
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Execution is vital for every project as organizations should not get involved at the grass-root stage 
in carrying out a project. If the appointed person in position is not courageous enough to face the ob-
stacles and defend the preferred solution and why the alternatives were dismissed, then it is a catastrophe 
formula. This also adds to a negative effect on the workers who are impacted by the transition, as they 
will not be able to empathize with the people who hate the new way of working without getting all the 
information in hand. It is a recognized reality that, initially, citizens and organizations oppose reform to 
some extent. It is also difficult for professional change managing executives to embrace the company’s 
emotional vitality and adapt it to new technologies (Charoensukmongkol et al., 2020).

Therefore, individuals must be able to examine new knowledge and incorporate new attitudes and 
techniques, much as cultural willingness (Al-Alawi et al., 2007). It is also noted that most individuals 
only consider improvements that make sense and strengthen their work material or work environment. 
If strategic leadership does not pay attention to this, it will result in a lost opportunity to reinforce a 
new development that can benefit the organization. The idea that midlevel and frontline workers will 
make or break a significant initiative is something leaders sometimes miss out on. These departments 
appreciate the existing procedures’ organizational specifics and predict future concerns and possible 
consumer reactions (He et al., 2020).

Although it is preferable to have less staff early in the process, it will effectively build a more dedicated 
workforce to recognize people in every team who are not responsive to disruptions that cause dramatic 
change. Also, their recommendations are more likely to be adopted to help the eventual results of do-
ing so. The primary project team is frequently consumed by business process improvements for some 
significant alterations, such as COVID-19. Suppose successful change implementation is not introduced 
into the picture, along with the majority of the new systems. In that case, there could be a risk of end-
users, both staff and consumers, facing opposition (Cortez et al., 2020).

When workers are offered a range of ways to connect, the likelihood of change management success 
improves. This can be achieved, during or after the COVID-19 pandemic, by providing a consistent 
vision of corporate priorities, identifying how the improvements can help accomplish those goals and 
how they will impact workers at an individual level.

Help forms the foundation of successful transformation programs, marked by the leader’s eliminating 
challenges to an employee’s progress. This entails professional challenges, such as the time and money 
taken to carry out a reform strategy. When leaders rely solely on performance, their workers do not have 
the help needed for transition. It also helps to map out the essential agents of evolution by recognizing 
critical partners, including board members, C-suite leaders, consumers, and others presenting to them 
the idea of significant change. In addition, it is crucial never to presume that they have all the answers 
to be a good leader of transformation (Suprapti et al., 2020).

Table-1 and Table-2 below analyze various literature on HRM and the Effects of COVID-19 from 
digitalization and work-life balance.
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CONCLUSION AND RECOMMENDATIONS FOR ANY FUTURE RESEARCH

Based on the above discussion, it can be concluded that different companies have faced the additional 
impact of the pandemic on their businesses. COVID-19 has changed the way businesses operate and 
the unpredictable aspects of business which leaves the future uncertain. The current business environ-
ment presents challenges that make human resource management strategic and quick to enable proper 
operations to remain relevant. HRM’s role is still as vital as it was earlier; employee’s motivation and 
the formation of a personal bond with the company is always important (Al-Alawi, Al-Azri& Moham-
mad, 2016). The research discussed above is essential as they investigate business challenges during this 
particular time of COVID-19, especially by the human resource department.

As per the data above, it can be seen that, to some extent, companies can take a few measures to fight 
against COVID-19. Those are encouraging the well-being of the employees and providing them with 
the training required in this time, and proper rewards and salary should be formed, as they can leave 
the company whenever they want to. Another measure is HRM should be up-to-date and use innovative 
methods to help the company and employees. New technologies should be taught to employees so that 
they can perform functions and daily activities productively. Technologies used daily in this environment 
are Google excel, Google word, zoom, Skype, and other Microsoft tools. Having the latest technology 
and methods will help the company to perform better and stay in the market.

Table 1. Influence of COVID-19 Crisis on HRM

Author’s name Gigauri (2020b)

Purpose This research investigates various challenges facing HRM in Georgia concerning the 
COVID-19 crisis and finds solutions to tackle the challenges.

Research methodology This research is based on a qualitative research method that employs expert interviews to 
collect the required data.

Research questions/ hypothesis
  i. Why and how were companies and employees affected by COVID-19 in Georgia? 
  ii. How was the HRM operation in Georgian companies affected by COVID-19? 
  iii. What were the responses by HRM, and how effective were the responses?

Independent variable Human resource management 
Crisis and contingency plans

Dependent variable
Employees recruitment 
Employees training 
Employees welfare and workplace relationship

Key findings This study finds that many organizations in Georgia have not put up better crisis management 
plans to enable remote business controls and hybrid working systems.

Research gap and limitations/ future 
research

The findings of this research should guide businesses within and outside Georgia to prepare 
and make policies and strategies that can enable them to remain viable in a future crisis. This 
research focuses on the independent variable, the business environment affected by calamities; 
hence, businesses should consider such unavoidable conditions when putting up business plans.

Remarks
This research involved key individuals who are knowledgeable and can give relevant and 
accurate information for the research. This makes the findings of the research to be more 
reliable.
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Hence, it can be inferred that leadership and leadership transition can lead to victory if leaders take 
the time to discover what works and what does not. This will allow the enterprise to change its course 
and tread cautiously, to pursue conflicting outcomes that rob the organization of the information needed. 
It is essential for any significant transition to conventionally center the emphasis on devising the right 
strategic and operational strategies. However, to excel, an organization must still have an intuitive knowl-
edge of change management’s human side, i.e., aligning its philosophy, beliefs, employees, and attitudes.
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ABSTRACT

Global crises that jolt entire systems, such as the COVID-19 pandemic, can place groups, organizations, 
and communities in volatile, uncertain, complex, and ambiguous (VUCA) environments that affect all 
sectors of society, having potentially disastrous effects including high morbidity and mortality rates, 
political upheaval, and extensive disruption of entire economic systems, causing damage that can last for 
months or even years. Effective leadership is a pivotal organizational commodity in times of normalcy, 
and it becomes increasingly critical during crises and the subsequent environments of discontinuous 
change. There has been a consistent level of international criticism regarding national, state, local, 
and corporate leadership during the COVID-19 crisis. This chapter explores the leadership challenges 
associated with highly chaotic environments and introduces an advanced model of leadership—shock 
leadership—and leadership development framework necessary for higher leader reliability and effective-
ness in disasters and other crises.
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INTRODUCTION

Over the past two decades, amid the continually disruptive environment of the fourth industrial revolu-
tion (Industry 4.0), the world has become accustomed to the continuous technological change and the 
related effects that the rapid technological advancements and roll-outs have on businesses, including 
positive and negative outcomes. The world has grown used to the need for fast and repeated change, 
and businesses and other organizations have changed the way that they deal with market competitive-
ness that comes with Industry 4.0, often predicting the shifts and building change into their strategies 
(Shufutinsky et al., 2020a; 2020b). Despite this acclimation to rapid and continuous change, the level 
of adaptation and response to massive and highly disruptive events is different and requires a different 
response. Situations, events, or scenarios that have a strong disruptive effect and jolt entire systems are 
often classified as crises or disasters, and they are not endemic only to government agencies and nations, 
but can and do have serious implications for all sectors, including communities, non-profits, small busi-
nesses, learning institutions, and corporations, among others. These scenarios can range in type from 
natural disasters, to man-made disasters, to political and economic collapses, and can last for any span 
of time, ranging from days to months or even years (Dayton, 2015; Shufutinsky et al., 2020a). In 2020, 
the world was turned upside down by a series of highly disruptive events, creating an environment of 
increasing complexity relative to national security, personal safety, public health, employment, global 
transportation, and economics (Burrell, 2020; Shufutinsky et al., 2020; Triggs & Kharas, 2020), and 
with this complexity comes uncertainty, volatility, and ambiguity (VUCA) regarding the current and 
future state of organizations, communities, and nations (Shufutinsky et al., 2020).

Warren Bennis (2007), one of the most respected minds regarding business, management, and lead-
ership, wrote that, among the threats to this world, two of the main threats to stability are leadership 
during increased globalization, and pandemics. Pandemics, already known to be highly problematic to 
stability from a public health perspective, have significant potential for driving organizations, commu-
nities, nations, and entire populations into a jolted environment, bringing whole systems to increased 
levels of VUCA. The world has witnessed this in 2020, exemplified by the global spread of the novel 
coronavirus (COVID-19), and simultaneous, compounding international crises occurring, including 
agricultural plagues, political conflict in different parts of the world, continued racism and race-related 
violence, terrorism, rioting, massive wildfires, disastrous weather events, and the varying effectiveness of 
responses to these scenarios. It has become apparent that Warren Bennis’ hypotheses pertaining to these 
two threats of inadequate leadership and pandemics are not mutually exclusive, and that the overlap of 
leadership in the context of increased globalization, during the coronavirus pandemic, has destabilized 
many systems in this interconnected global society (Shufutinsky et al., 2020a). International criticism 
continues to mount regarding management of the pandemic by national, state, & local government as 
well as corporate and medical leaders, as they scramble to respond (Shear et al., 2020; Walker, 2020) 
to the discontinuously changing scenario. Presented here is an overview of the context in which this 
discontinuous change is evident, internationally. Also presented is an exploration of the leadership chal-
lenges that are associated with the VUCA-rich and chaotic COVID-19 environment. Amidst this unstable 
and complex environment of increased non-linear circumstances of crises, a particular kind of advanced 
leadership is needed—a leadership style that can display increased awareness, flexibility, adaptability, 
sense-making, and decision-making for comprehensively effective responses to whole system shock. 
This leadership style is termed Shock Leadership (Shufutinsky et al., 2020a).
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PANDEMICS, PREPAREDNESS, AND LEADERSHIP 
NEEDS IN DISCONTINUOUS CHANGE

Organizations, communities, and nations potentially face a plethora of different types of crises, but among 
them, pandemics, such as COVID-19, have exhibited the capability of creating extremely complex dis-
ruption (Shufutinsky et al., 2020a). The current mass-scale pandemic has disturbed people’s collective 
lives more than any other seen over the past century, and the damage has arguably been more widespread 
than most crises. Although pandemics that result in overwhelming counts of critically ill people are not 
a new phenomenon, and governments, institutions of higher learning, and militaries have deliberated 
and argued for preparedness for the potentiality of having to respond to this type of global threat should 
one occur, (Gomersall et al., 2007), pandemic preparedness has continued to be overlooked, addressed 
in policy only, or even ignored, often being placed on the back-burner as something to develop in the 
future. Even more traditional emergency response and disaster preparedness programs have only rarely 
been allocated with sufficient resources (Bowers et al., 2017). In the United States, it is not yet a distant 
memory when the nation was struck with a national catastrophe. The research exhibits that, despite the 
terrorist attacks that created the 9/11 disaster, nearly half of all U.S. organizations failed to develop or 
revise their emergency response or disaster preparedness plans within five years of the crisis (Lockwood, 
2005). Additionally, among leaders of some corporate and non-governmental organizations, a perva-
sive attitude has existed that dismissed preparedness work as not being a corporate responsibility, thus 
avoiding the work. Such attitudes, and overall failures to accept the corporate social responsibilities of 
crisis response, can have significant consequences, including increased losses of life and property (Ha, 
2019; McMenamin, 2009; Shrivastava, 1995). Also, on those occasions when pandemic preparedness 
plans are present, the programs often ignore critical community and local-level operational challenges 
(Burkle, 2010).

The COVID-19 global crisis has proven to differ from other disasters. Many other types of nature-
driven or man-made crises, such as those caused by weather or geological shifts, or terrorism, among 
others, cause disruption to business operations, leading to problems that are generally facility- or 
equipment-related. The COVID-19 pandemic has shown disruption that considerably contrasts what 
has been seen in other crises. The 2020 global environment exhibited that pandemics can severely 
impact human resources in organizations, potentially driving mass-absenteeism and business closures 
resulting from employees’ infections, family morbidity, and mandated isolation and quarantine. During 
the coronavirus pandemic, communities around the world experienced closures of educational facili-
ties, shopping centers, childcare centers, dining establishments, public transportation, and many other 
organizations. For many enterprises, this resulted in shuttering entire company sites (Shufutinsky et 
al., 2019). Additionally, pandemics are not only disruptors of social dynamics, affecting cultural needs 
and interrupting social cues (Mariner et al., 2009), but they shift organizational leaders’ routine foci 
from fostering innovation, concentrating on corporate revenues, sustaining budgets, and gaining market 
shares to dealing with supply chain issues, employee shortages, operational setbacks, and maintenance 
of liquidity, exemplifying the diversity of leadership challenges that can accompany pandemic crises 
(Nichols et al., 2020; Shufutinsky et al., 2020a).

As explained above, societies have experienced in 2020, and will likely in the future experience para-
digmatic, unpredictable, non-linear states, characterized as discontinuous change. Discontinuous change 
accompanies mass scale disruptions, creating disequilibrium in environments (Nadler & Tushman, 1995), 
impacting an organizational system’s fundamental components and imploring accelerated responses to 
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changing conditions, often for the single purpose of organizational survival. In environments of large-
scale discontinuous change, even those organizations that have previously been successful, adaptive, and 
resilient often fail to effectively respond to this level of disruption (Birkenshaw et al., 2016), and their 
leaders find themselves overwhelmed and their organizations beset with complex challenges (Lant and 
Mezias, 1990). The failure to effectively respond can be at least partly explained by the fact that organiza-
tions dealing with discontinuous disruption do not have the luxury of making incremental modifications 
and adjustments. Alternatively, these organizational leaders must pursue broader, more comprehensive 
redevelopment of many facets of their organizations, including work processes, systems, and strategy, 
among others (Nadler and Shaw, 1994; Lant and Mezias, 1990), beginning with a reconceptualization 
of formerly held fundamental assumptions (Birkenshaw et al., 2016; Shufutinsky et al., 2020a).

During crises, it is no secret that different organizations tend to respond differently, with reactions 
ranging from panic and mayhem to more controlled, effective resolutions. This varies by organization 
and by leader, and this vast range of potential responses, and where any organization lands in it depends 
significantly on the characteristics, abilities, and capacities of its leaders (Bowers et al., 2017). Thus, dur-
ing these chaotic environments of discontinuous change, organizations need a framework of re-creation, 
and this re-creation mindset needs organizational leaders who are mindful, aware, able to anticipate rapid 
disruption and precipitously lead their organizations into re-creation, even in absence of the benefits of 
time or resources to pore over ideas, tactics, strategies, nor the luxury of time for experimentation and 
evaluation (Nadler and Tushman, 1995; Shufutinsky et al., 2020a).

LEADERSHIP NEEDS IN TIMES OF TURBULENCE

As aforementioned, leaders are a critical resource in turbulent times, such as the COVID-19 crisis, among 
many others. Leadership is one of the most comprehensively researched and written-about topics in the 
behavioral sciences because all economic, political, and organizational systems depend to a high degree 
on effective leader direction and guidance (Barrow 1977; Parris & Peachey, 2013), and thus the ability to 
predict and understand the critical factors needed for organizations to succeed in any particular scenario 
is undertaken through the study of the organization’s leaders (Parris & Peachey, 2013).

Leader effectiveness is considered one of the most vital components for organizations in times of 
normalcy as well as times of crisis (Shufutinsky et al., 2020a). Although global epidemics are no new 
phenomenon, the population finds itself in the heart of a changed world—one in which they, as a popu-
lation, have started to recognize the havoc and uncertainty wrought from the global spread of a highly 
infectious virus, along with a surplus of leaders across the globe who are unprepared to handle these 
disruptive, chaotic events and their resultant rapidly and unpredictably shifting conditions (Shufutinsky 
et al., 2020a). The media has been littered with stories addressing leadership failures in politics, emer-
gency response organizations, corporations, medical establishments, law enforcement, and local agencies, 
including corporations that have refused or found themselves unable to fund employee time off. Reports 
of leader failures to implement precautionary public health protections, including those based on expert 
advice, and engagine in authoritarian, dishonest, greedy, non-empathetic, and unhumanitarian behaviors 
in a time of a global disease crisis and economic and social turmoil are not an anomaly (Amante, 2020; 
Rasheed, 2020; Shear et al., 2020; Treverton & Jahn, 2020; Walker, 2020). There have been historical 
accounts of similar leadership problems during other disasters, with acts of unjust and race-based imple-
mentation of quarantine, inequitable medical treatment, unwarranted forcible vaccination, and other dark 
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leadership disgraces during plague, smallpox, and other outbreaks, resulting in mistrust and setting the 
stage for protest, uprising, and violence (Kapucu & Van Wart, 2008; Mariner et al., 2009). Those who 
lead organizations during times of normalcy may not be appropriate to lead their organizations through 
times of disaster, and may provide inadequate and problematic leadership that yields further damage. 
Many organizations normally operate in reactive mode, which is problematic in crises, where at least 
some form of proactive approach can make considerable strides towards the effective management of 
disruption (Girboveanu & Pavel, 2010). Being unprepared, untrained, and inexperienced environments 
of crises, these leaders may inappropriately concentrate and apply resources on mitigation strategies 
that focus on appearances, media cylces, and other distractions when prioritization should should focus 
actions on actual crisis response and relevant organizational needs (Bowers et al., 2017; Shufutinsky 
et al., 2020a). Thus, the typical definition of leadership effectiveness being measured by attainment of 
goals and objectives (Northouse, 2016), or meeting leadership practice inventory (Kouzes & Posner, 
1995) statistics do not sufficiently apply in times like the 2020 pandemic, because leadership require-
ments change in emergency, mass-system disruption, and crisis situations.

Although leadership is a key component of organization design and is pivotal to organization effective-
ness, an agreed-upon definition or conceptualization of leadership is lacking, as evidenced by the surplus 
of leadership literature displaying innumerous definitions (Bennis, 2007). This is not only unsurprising, 
but is aligned with the reality that there are many leadership styles and numerous leadership attributes 
needed at different times and exhibited differently depending on environment and context (McConnell 
& Drennan, 2006). Leadership plays a vital role in most organizational environments, and the need for 
and importance of effective leadership is present in disaster planning, management, and response. In 
fact, it can be argued that it is in fact even more evident and often takes center-stage (Shufutinsky et al., 
2020a) in disaster preparedness and response. However, it is first necessary to understand what effective 
leadership may look like in crises, such as COVID-19.

Leading in crises demands bold adaptation, rapid and precise decision-making, and effective situational 
assessment and sense-making (Bowers et al., 2017; Nichols et al., 2020; Shufutinsky et al., 2020a). This 
capacity of leadership is rare and is not easily found in routine business acumen but, instead, requires a 
different type of capability, practice, and experience. In such environments, organizations cannot rely on 
leaders who are ignorant to the needs and appropriations of resources. A capacity to effectively respond 
and lead groups, teams, organizations, or communities through disasters is complex, and requires an 
adaptive and situational leadership perspective (Burrell et al., 2010) with a highly advanced level of 
flexibility, agility, decision-making, and actionability—leadership capacity that this misappropriation 
of resources or ignorance of needs prevents (Shufutinsky et al., 2020a).

One fundamental challenge to effective functionality of leaders, particularly with these capacities and 
capabilities, is being prone to becoming myopic, insular, and disconnected in the VUCA environment 
of crisis situations. This can occur in such environments when leaders are not trained, experienced, and 
lack the ability of functional mindfulness, causing the thinking processes to become problematic and 
incoherent when left unchecked without sufficient awareness and mindfulness in day-to-day operations 
(Bohm, 1992). However, even seasoned leaders can feel threatened during chaotic times, and all leaders 
can acquire patterns of stress. The internalization of stress can affect judgment and decision-making, 
and can result in withdrawal and the inability to move through discomfort into the reality of the chaotic 
environment, also resulting in the potential loss of an ability to engage varying leadership behaviors or 
varying leadership styles.
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Without this presence of awareness, the unconscious mental processes take over and enter a defensive 
state, filtering or manipulating experiences of reality to conform to them and their desires rather than 
reality. The need to re-recreate must include a thorough understanding of preconceived notions of who 
one is along with what one knows, to overcome the inherent self-deception defended in the desired im-
ages of self and the social world it creates (Arbinger Institute, 2010).

In order for organizations to emerge intact from crisis environments (Birkenshaw et al., 2016), they 
must be prepared to respond to non-linear, discontinuous change such as the COVID-19 pandemic, through 
leaders that are able to accept and embrace unlearning, discomfort, conflict, continual inquiry, and to 
lead constant knowledge development in uncertain, complex, and volatile scenarios through mindful 
processes (Malhotra, 1997; Miller & Katz, 2013; Nadler & Shaw, 1995), hence supporting continuity 
across organizational culture, strategy, structure, and systems (Sutton, 1999). This includes the unavoid-
able need to advance and accelerate leaders’ capacities and capabilities (Shufutinsky et al., 2020a).

PANDEMIC LEADERSHIP DEVELOPMENT

People’s general tendency is to be resistant to change (Dent & Goldberg, 1999; Worley et al., 1996), 
and to respond to unconventional and ambiguous challenges conventionally, thus addressing scenarios 
they are unfamiliar with through methods they are accustomed to using. Because of this unfamiliarity 
and discomfort, leaders have to grapple with the challenges associated with crisis situations. However, 
although often unexpected and unpredictable, crises are an indispensable part of the workplace and in 
society (Celik, 2016). Even when faced with disruption, leaders can adapt and alter their leadership styles 
and responsive actions from prior experience, in order to push the disruption back towards what they 
perceive as a state of normalcy or stasis (Celik et al., 2016; Hunt et al., 2009; Shufutinsky et al., 2020a).

In pandemics and similar crises, companies, agencies, communities, and society-at-large require 
honesty, transparency, authenticity, and impactful care from their leaders (Campbell, 2015; Cavanaugh, 
2006; Doe & Pumplampu, 2018; Mariner et al., 2009). A global epidemic, such as COVID-19, however, 
is the archetype of complexity and a prime atmosphere for complex systems, thus requiring much more 
from organizational leaders. It is therefore vital that organizational leaders understand the value of spe-
cific leadership styles, and how to employ them during the VUCA environment of pandemics in order 
to ensure significant positive impact on organizational function, effectiveness, survival, and organiza-
tions’ members. Unfortunately, leadership problems, such as executives and managers displaying the 
dark side of leadership in organizations and teams, potentially compound the threat of viral pandemics 
(Shufutinsky et al., 2020a). Although dark leadership behaviors can be problematic to organizations at 
all times, large-scale epidemics that affect organizations and their people are a particularly poor time 
for ineffective, laissez-faire, toxic, abusive, detached, dishonest, coercive, narcissistic and destructive 
leadership styles that result in declining performance, increased workplace deviance, increased stress, 
and lower levels of job satisfaction, engagement, and employee commitment (Kurtulmus, 2019; Mathieu 
et al., 2014; Milosevic et al., 2019). Thus, it is apparent that, during pandemic crises, organizations of 
all types require effective employment of numerous leadership styles and characteristics (Cavanaugh, 
2006; Doe & Pumplampu, 2018; Mariner et al., 2009).

A pandemic leadership style must be (a) highly responsive, (b) highly flexible and adaptive to chang-
ing situations and environments, (c) reflective and confident, (d) honest and transparent, (e) stable and 
engaged, (f) compassionate and empathetic, (g) collaborative and culturally sensitive, (h) globally-minded 
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and ethical, (i) reasonably utilitarian, (j) systems-thinking and sense-making, (k) intuitive and open to 
learning, and (l) simultaneously calm and able to accept and be resilient in discomfort and discontinuous 
or non-linear change (Shufutinsky et al., 2020a). These vital attributes are present in numerous highly 
important leadership styles, including (a) authentic leadership, (b) transparent leadership, (c) situational 
leadership, (d) adaptive leadership, (e) communicative leadership, (f) mindful leadership, (g) transfor-
mational leadership, (h) systems leadership, (i) strategic leadership, (j) servant leadership, and (k) edge 
of chaos leadership (Bennis, 2007; Hunt et al., 2009; Johannson et al., 2014; Maitlis & Sonenshein, 
2010; Weick, 1993; Wise, 2006), among others. Leadership, in a mass crisis such as the coronavirus 
pandemic, must be comprehensive and able to employ and combine these different attributes and styles 
of leadership for proper response and situation management.

To some, this may appear as an impossible task—a task that can only be accomplished by a super-
human being. However, in reality, effectively trained, developed, experienced leaders can potentiate a 
comprehensive ability to agilely shift and use a combination of the needed attributes of numerous lead-
ership styles when necessary, including attributes from the critical leadership styles discussed below. 
Development of leaders with such comprehensive abilities will be further addressed in the following text.

Authentic Leadership. One of the leadership styles associated and oft defined as an ethical one 
is authentic leadership. This leadership theory is based on positive psychology, self-regulation, self-
awareness, and self-actualization, including a high level of awareness of own emotions, self-identities, 
abilities, and capacity, with an equal focus on honesty, trust, altruism, accountability, and openness to 
learning from feedback and mistakes (Avolio et al., 2004; Gardner et al., 2005; George, 2003; Northouse, 
2016). In this unstable, VUCA environment of the coronavirus pandemic, trust, honesty, accountability, 
optimism, altruism, and emphasis on follower welfare are very important to organizations and to the 
general public (Yukl, 2013).

Transparent Leadership. Also important to followers, organizations, and the public during this 
critical time is the ability for leaders to be transparent. Although not generally cited as a competitive 
tool in business, honesty, integrity, and clarity are vital values to effective organizational management 
and leadership. These values are espoused in transparent leadership. Without transparency, leadership 
behaviors and leaders’ decision-making eventually affected, often not resulting in right, just, or beneficial 
actions (Houser et al., 2014). Similar to and overlapping with authentic leadership, transparent leadership 
is focused on openness, honesty, and trust. Leaders of organizations must observe their responsibility 
to be truthful, honest, and open about operations, successes, and failures (Baum, 2005). If they are not, 
then there is a high likelihood of a decline in trust, and subsequently engagement and loyalty, potentially 
creating, driving, or exacerbating toxic cultures and possible organizational failures. The COVID-19 
pandemic has demonstrated the need for these values to be espoused in the short-term as well, especially 
in highly chaotic global, national, community, and organizational environments, because transparent 
leadership enhances cooperation and collaboration and reduces variation in responsive action, as fol-
lowers and the public are more inclined to follow leaders’ suggestions and advice if they are known to 
be transparent and straight-forward (Houser et al., 2014; Salvatico, 2006).

Adaptive and Situational Leadership. These two leadership theories are similar, and often used 
interchangeably, although they do differ. Situational leadership derives from a contingency theory that 
explains that situations directly influence or moderate leader behavior and that leaders need to be able 
to adapt leadership style and behaviors to the situation at hand (Yukl, 2013). Using this situation-based 
approach to leadership hypothesized that different situations demand different leadership behaviors, and 
thus leaders need to be adept at identifying the situation and the necessary leadership style and attributes 
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to use based on the current situation (Blanchard et al., 1993; Hersey & Blanchard, 1977; Northouse, 
2016). This requires flexibility, reflexivity, and self-awareness not only to be able to learn how to use a 
variety of leadership attributes and leadership styles, but to be aware of the leadership behaviors one is 
espousing in any given situation (Yukl, 2013).

With situational leadership being focused on adapting leadership styles to suit the need of the situation, 
adaptive leadership emphasizes how leaders behave and act to influence and encourage others to adapt to 
challenging situations and change (Northouse, 2016), including non-linear change in complex environ-
ments. Adaptive leadership stresses the leader’s activities relative to the work, challenges, and well-being 
of others, focusing on how leaders mobilize, stimulate, orient, and focus others’ attentions to help them 
accomplish their mission in the face of change and complexity (Heifetz, et al., 2009; Northouse, 2016). 
These leadership styles can be vital in disaster scenarios, and it has been determined that the inability 
to lead effectively in rapid, non-linear change, and the lack of adaptive capability during disasters can 
be catastrophic. This was exhibited during Hurricane Katrina, showing poor planning, lack of systems 
integration, and inadequate and inappropriate response measures that exacerbated the challenges, the 
disaster, and the threat to health, safety, and homeland security (Burrell et al., 2010; Wise, 2006).

Mindful Leadership. Conceptual and cognitive ways of doing things can easily be lost in the strain 
of the brain’s shift into primitive emotional reactivity during the threat and complexity of turbulent and 
chaotic environments. This new environment of disruptive change may feel like metaphorically drinking 
from a firehose, and this uncomfortable experience can cause a shift into survival mode. During mental 
panic, the most primitive part of the brain makes the decisions, and these decisions often result in rushing 
to inadequate solutions—solutions that are designed for routine operations and organizational normalcy, 
thus potentially only creating additional problems. Effective leadership during crises must be bold, and 
be willing to lean headfirst into discomfort, moving into the unknown by accessing learning not just from 
the past, but also mindfully from the yet to be embodied future (Sharmer, 2009). Mindful leadership is, 
in most simple terms, the purposeful use of attention and awareness in leadership processes. The ability 
to assess and make meaning of situations and respond appropriately, making analytical in-the-moment 
decisions is critical in crisis management. Leaders who are experienced in the practice of mindfulness 
have focused and acclimated their attentions and are better able to carry out real-time evaluation, sense-
making, and decision-making. This practice of mindfulness has demonstrated a positive impact on the 
human domains of physiology, as well as cognition, emotion, and behavior, that synergize to foster bet-
ter relationships, enhanced well-being, and ultimately improved performance (Good et al., 2016). The 
literature on contingency theory shows that the mindfulness-driven attentional breadth, and subsequent 
control on stability of attention of relevant tasks, results in overall performance improvement (Brewer et 
al., 2011; Dane, 2011; Reb et al., 2014). In situations of urgency and continual change, such as the one the 
world faces with COVID-19, the ability to stay consistent with minimal mind-wandering and increased 
stability of attention on in-the-moment presence is pivotal, and this is improved through mindfulness 
(Long, 2020a; 2020b; Lykins & Baer, 2009; MacLean et al., 2010; Smallwood & Schooler, 2015).

Communicative Leadership. Leadership has a significant basis on the ability of leaders to com-
municate. This ability is largely influenced by the context in which the individual finds oneself (Ham-
refors, 2010). Like many other factors of behavior, communication is contextually situational, with 
effectiveness differing drastically dependent on location, time, space, or social circumstances (Burrell, 
2020). A communicative leadership is achieved by a leader “…who engages employees in dialogue, 
actively shares and seeks feedback, practices participative decision making, and is perceived as open and 
involved” (Johansson et al., 2014). Communicative leadership highlights that communication is more 
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than just charismatic messaging, as sometimes described in transformational leadership communica-
tion—particularly incomplete or pseudo transformational leadership. Rather, leaders’ communication 
behaviors, such as attentive listening, two-way communication, and upward influence through co-worker 
involvement can be vital to achieving organizational objectives (Johansson et al., 2014; Shufutinsky et 
al., 2020a; Tyssen et al., 2014).

An incapacity to practice leadership from this communicative style can trigger problems with the 
audience, and communications may become further complicated by preconceptions about the topic or 
the communicator (Nijkrake et al., 2015; Parsons et al., 2017). These complicated preconceptions can 
result from numerous communications flaws by inexperienced, unprepared, inauthentic communicators, 
sometimes because they are overwhelmed with the disaster situation, such as a pandemic. As with other 
organizational disruption, communication with the workforce in an organization or members of a com-
munity should begin immediately upon recognizing that there is a threat to operations, the workforce, 
the organization, the community, or the nation. These communications from voices of authority must 
be crafted carefully because, honesty, transparency, accuracy, specificity, and evidence of collaboration, 
provided consistently, can calm the public and cultivate trust in chaotic times (Parsons et al., 2017). The 
SARS epidemic, for example, demonstrated the value of effective, accurate, and honest information to 
the public and to health care providers—communications that were particularly beneficial to the health-
care system in Canada during the outbreak (Mariner et al., 2009). This type of effective communication 
methodology can help prevent panic, anger, disorganization, and unnecessary concern in organizations 
and in surrounding communities (Mariner et al., 2009; Parsons et al., 2017; Shufutinsky et al., 2020a).

Research exhibits that leaders who participate in dialogue and responsive communication behaviors 
are more effective in co-worker and follower engagement, empowerment, and that they drive better 
organizational learning and decision-making (Johansson, 2015). Using a communicative leadership 
approach that embraces these attributes and exhibits a listening, two-way communication method, can 
increase trust, participation, and action even in a highly VUCA environment.

Systems Leadership. Many organizations are complex adaptive systems, and no research, analysis, 
or response to one element of a complex system will provide an understanding of or effective change 
in the whole system (Uhl-Bien et al., 2007). Complexity science exhibits that leadership is a product 
of the interaction dynamics of of all of the people and the system, and meaning and pespective emerge 
from those interactions (Lichtenstein & Ploman, 2009). Thus, organizational change materializes from 
the inter-related facets and interactions within the entire system in the organization or in self-organizing 
networks in society (Onyx & Leonard, 2011; Shufutinsky et al., 2020). Systems leadership is based 
on these interacting system dynamics, addressing the emergence that arises out of the complexity of 
system-wide interactions. Systems leaders are able to function through a systems-thinking lens, assess-
ing the entire system and the interactions of the people in the system with the components of the system 
(Northouse, 2015; Uhl-Bien et al., 2007; Yukl, 2013). This requires the use of holistic frameworks of 
organizational design, including components such as environment, strategy, mission, vision, cultures, 
structures, systems, and behaviors (Jamieson, 2016) consistently. The way in which these components 
are inter-related and impact each other as the situation evolves continuously is key to organizational 
effectiveness and survival (Shufutinsky et al., 2020; 2020b).

Transformational Leadership. Transformational leadership, giving considerable attention to char-
ismatic and effective leadership elements, is one of the most studied and debated leadership theories in 
the past two decades (Díaz-Sáenz, 2011). This leadership style gives emphasis to intrinsic motivation 
and follower development, designed to provide inspiration and empowerment to today’s workforce in 
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uncertain times (Bass & Riggio, 2006; Northouse, 2016). The premise of this leadership style is that 
it is supposed to transform people via an exceptional mode of influence. It is intended to tap into the 
motives of followers and encourage them to complete goals and objectives and surpass expectations 
(Northouse, 2016). The leader, paying attention to the needs of the followers, takes action to try to help 
them achieve their fullest potential. Transformational leadership, concerned with the improvement 
of follower performance, consists of four factors. These include charismatic influence, inspirational 
motivation, intellectual stimulation, and individualized consideration, and the combination of all four 
are supposed to improve organizational members’ performance. Transformational leaders have sound 
internal values and pay close attention to follower needs, ideas, thoughts, and abilities (Northouse, 2016). 
This leadership theory asserts that leaders ensure organization performance by transforming followers 
through displaying charisma and painting captivating and persuasive visions of the future (Shufutinsky 
et al., 2020; Tyssen, Wald, & Heidenreich, 2014). The charisma and idealistic influence and inspira-
tion components of transformational leadership can be critical to leading in turbulent times, especially 
in times of fear and uncertainty like the COVID-19 pandemic. Pandemic leaders can benefit greatly 
from understanding how to use these attributes effectively. However, charisma in leadership, without 
the other necessary theory elements of intellectual stimulation and personalized consideration, spawns 
pseudo-transformational leadership (Northouse, 2016), which can create numerous ramifications in 
chaotic environments. Charisma alone is not enough to sustain an organization (Nadler & Tushman, 
1990), community, government, or nation during chaotic discontinuous change, such the 2019-2020 
coronavirus pandemic (Shufutinsky et al., 2020a).

Servant Leadership. Similar to transformational leadership, servant leadership is focused on ensuring 
that stakeholders, including followers, are provided with their due needs and necessities. This leader-
ship style is engaged in service, with serving being the most important building block not only in the 
leadership behaviors, but to the organization. As such, servant leadership emphasizes service to others 
and espouses that the most important building block of an organization is the organization’s people, 
and thus the leader ensures the followers—the vital building block—are a main focus (Barrow, 1977; 
Schneider, 1987). Because servant leadership is focused on the good of the followers over the leader, 
which emphasizes (a) valuing and developing people, (b) practicing authenticity, (c) building commu-
nity, (d) leading for the good of followers, and (e) sharing status and power (Laub, 1999; Washington 
et al., 2014), this leadership style contains many of the leadership attributes necessary to lead in crisis 
environments, such as COVID-19, where people need guidance, need honesty and transparency, and 
need care and empathy for their struggles.

Edge of Chaos Leadership. Many organizations operate in an imbalanced state between order and 
disorder. This space of disequilibrium is termed the edge of chaos (Hunt et al., 2007; McDaniel, 1997) and 
this boundary is a transition zone that approaches an imbalanced, disorderly condition of ambiguity and 
volatility, positioned at the boundary of order, yet necessitating constant adjustments to rapidly changing 
systems. This dynamic exists in numerous organizations and has been readily visible in the high tech 
industry but has moved into other historically more conventional industries as well (Hunt et al., 2007).

Edge of chaos scenarios, however, usually affect only a portion of an organization’s units undergo-
ing a chaotic state, while the other major units sustain stability (Hunt et al., 2007). Thus, although some 
may suggest that the entire system, or multiple inter-related components of the system are simultane-
ously undergoing dramatic, disruptive change, this has historically not been the case. Although these 
relatively unstable scenarios still necessitate constant adaptive and situational leadership in order to be 
agile and responsive to the change that is occurring, the unpredictability is not generally so much that 
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the organization could not survive (Osborn et al., 2002) because the vast and majority portions of the 
organization are stable (Hunt et al., 2007). Thus, a situational and adaptive leadership style—edge of 
chaos leadership—is necessary in order to adapt to the change that occurs in the complex transition 
zone of stable equilibrium and randomness (Hunt et al., 2007; Hunt & Ropo, 2003; Shufutinsky et al., 
2020a). Edge of chaos leadership, therefore, continues the adaptive leadership progression from mea-
suring leadership by performance into the realm of exploring the evolutionary dynamics among the 
organization’s environment, leadership, and viability at multiple levels (Hunt et al., 2007), including a 
level of constant instability. 

Amidst chaotic situations, leadership needs to transcend the edge of chaos. In such environments, these 
adaptive and situational leadership needs must be taken to a different, more complex level, potentially 
entangled in a continual state of non-linear, chaotic, discontinuous change with the necessity to adapt in 
order to carry the organization back into the boundary of order and some state of stable equilibrium. This 
type of leadership requires, at a minimum, the potential use of all of the aforementioned attributes, and 
the ability to move between or to combine these different leadership styles for the purposes of dealing 
with the jolt that has shocked, dislodged, and disrupted systems to increasingly high complexity levels. 
This comprehensive leadership style is called Shock Leadership.

SHOCK LEADERSHIP: LEADING THE WAY FORWARD 
IN CHAOTIC CHANGE ENVIRONMENTS

Understanding the aforementioned leadership styles is essential to leaders in routine organizational 
processes and conditions, and is even more important in states of disruption, such as crises. However, 
just studying and understanding these leadership styles and practices, while important, is not enough. 
For leaders to excel and be successful in leading their organizations in times of great need, in periods 
of discontinuous change and chaos, and in moments of crisis, leaders must be able to reach within and 
employ these different leadership attributes, styles, and behaviors as they adapt to a chaotic and shifting 
environment. Leaders that are able to adapt to highly chaotic and changing situations, and surge forward 
to do this effectively, are shock leaders.

A shock leader needs to be able to assess the situation, lean into discomfort and preserve a high level 
of resilience with it, listen attentively as an ally to the affected and to advisors, communicate accurately, 
honestly, and transparently the situational status and intent, and observe, evaluate, and analyze from 
multiple lenses and points of view in order to have a broader situational awareness and understanding 
so that the best sense-making can occur and the greatest decisions can be made (Katz & Miller, 2013; 
Miller & Katz, 2013). This is part of the essential adaptation to the continual, non-linear, rapidly changing 
events that occur in situations like the COVID-19 pandemic, and requires fluency with and the ability to 
integrate transparent leadership, authentic leadership, situational leadership, adaptive leadership, mind-
ful leadership, communicative leadership, systems leadership, transformational leadership, and edge of 
chaos leadership, among others. Using these leadership styles and their aforementioned attributes, and 
agilely amending them to situational changes, a Shock Leader is able to react effectively to disruptive, 
threatening, and destabilizing conditions that shock systems, whether they are corporate divisions, non-
profit organizations, school systems, universities, governmental agencies, or local, state, or provincial 
communities. To some, this capability may sound too good to be true, as leaders across corporate, 
government, non-profit, and other organizations have considerable difficulty learning even how to lead 
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in routine operations and conditions of relative normalcy. However, just as some leaders excel in those 
environments, and do so rapidly, so can some leaders in crises, particularly when they have the knowledge, 
aptitude, experience, and capacity to respond effectively through the employment of this combination of 
leadership tenets. It may not be simple, but shock leadership capability is possible, and it is necessary.

Shock Leadership capability and experience can offer increased levels of situational awareness, improve 
collaboration, group cohesion, and teamwork, reduce response times, enhance decision-making, boost 
surge capacity, generate improved inter-organizational interoperability, and heighten leader elasticity 
and tractability, all of which are crucial for managing through extreme, vastly complex environments 
with fluctuating unknowns and variable VUCA exacerbation. Shock Leadership is the comprehensive, 
although complex, leadership model for emergencies and catastrophes that shock entire systems, such as 
the COVID-19 pandemic. However, just as aforementioned, Shock Leadership cannot be simply embrace 
by any leader in order to succeed in tumultuous times. It requires knowledge, experience, and a certain 
level of leadership development. Organizational preparedness for these crisis conditions is critical and 
developing shock leaders is a pivotal element in it (Shufutinsky et al., 2020a).

DEVELOPING SHOCK LEADERS

In crises, the needs and requirements of organizations are different. Crisis response yearns for non-
traditional capabilities with the aptitude for ad hoc reactions, sense-making, and decision-making, and 
because crisis management is concerned with the entire timeline, focused on the before, now, and after, 
suggests the necessity for components of emergent leadership and committed emergency and crisis 
preparedness in organizations and communities (James et al., 2011; Shufutinsky et al., 2020a). Working 
from a place of constant reaction is inadequate if there is any expectation of leading effectively through 
crises and coming out in a sustainable or thriving state (Girboveanu & Pavel, 2010). Leaders need to 
be able to take action before crises occur, and it is those actions that can have considerable influence 
on the enablement of effective navigation through organizational crises when they do happen (James & 
Wooten, 2010; Shufutinsky et al., 2020a; Williams et al., 2017). Therefore, it is evident that continued 
and persistent leadership development and preparedness are critical for leaders who potentially encounter 
disasters, and in situations such as the global COVID-19 disaster, that would include most leaders of 
most organizations and communities.

Too often, leadership development is defined in terms of mentoring, coaching, and consultation re-
garding leadership practices, and organizations often undertake leadership development in the context of 
succession planning. However, leadership learning and development should be addressed from a much 
broader scope of organizational purpose, including the ability to drive organizational success, as well as 
the ability to lead organizational resilience in adverse conditions. Thus, leadership development is critical 
for a learning and development tool for leaders at all stages, and from the context of crisis preparedness.

Leadership development is implemented in different ways by different organizations, and no single 
leader can be developed in the same exact way as any other leader. Furthermore, leadership development 
will differ between organizations. There is no “magic box” of instruments and methods for developing 
effective leaders, especially with the different needs of organizations during routine operations, let alone 
crises. Nevertheless, it is possible to combine a variety of leadership development instruments and methods 
to ensure development of particular skills, capabilities, and levels of capacity that may prove valuable 
for leaders amid scenarios that jolt whole organizational systems (Shufutinsky et al., 2020a). Despite the 
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highly complex and uncertain nature of leadership, particularly in volatile and chaotic environments rich 
in rapidly shifting needs and situations and, as with COVID-19, unprecedented for many organizational 
leaders, it is possible to empower leaders to be ready for and even proactive toward effectual reactivity 
(Shufutinsky et al., 2020a).

Our recently performed research exhibits that leaders can be readied for effective leading and manag-
ing effectively in crisis situations. These shock leaders can be developed via a course of three continual 
methods of leadership development as detailed by Shock Leadership Development (Shufutinsky et al., 
2020). These continual leadership development methods include the creation and deployment of ongo-
ing real-time, live action, scenario-based critical training in and practice with a diversity of leadership 
styles for agile adaptation when the situational needs arise in crisis, as well as mindfulness training and 
practice (Shufutinsky, 2020a).

REAL-TIME SCENARIO-BASED TRAINING

One of the interesting leadership phenomena regarding military leadership that is rarely expressed, and 
is generally not described in peer-reviewed leadership literature is the leadership style that is often used, 
without a whole lot of purposeful notoriety, in ascetic, resource-poor, complex and rapidly changing 
environments, that focuses on quick sense-making, decision-making, and surge capacity. Although it 
has historically lacked a single definable term, from a literary perspective, this leadership style has been 
unofficially called Surge Leadership. Constant and repetitive, yet variable real-time simulation training 
and continual operational posture, ready to deploy at any given time, affords military leaders the abil-
ity to respond to these austere and chaotic conditions with rapid, amply analytical decisiveness, often 
affording effective inter-unit communication, joint interoperability, and effectual use of strategic and 
collaborative command structures while flexible with room for scaling and cooperation (Shufutinsky 
et al., 2020a). Although this leadership style is not officially defined, it is certainly not accidental. This 
phenomenon is arguably a normal and necessary way of life for military organizations, even when they 
are not deployed (Shufutinsky et al., 2020a).

Live training drills are a consistent reality to ensure combat readiness, whether it is for wartime de-
ployment, anti-terrorism actions, coastal enforcement, or humanitarian missions. Military commands 
undergo an exorbitant variety of real-time drills, including live-fire exercises in fabricated villages with 
staged housing structures and enemies, as well as exercises through virtual reality/augmented reality 
(VR/AR) technologies (Hsu et al., 2013; Shufutinsky, 2018; 2020a). U.S. Naval forces undertake live-fire 
combatant training at-sea, missile launch tests, continuous aircraft launch-and-recovery, and weekly, or 
even daily firefighting, collision, flooding, combat, mass-casualty medical, and other disaster scenario 
drills when out to sea and when ported. These training scenarios and drills are performed in land-based 
domestic training sites as well as in deployed environments, such as their ships, camps, field hospitals, 
or other live locations (Shufutinsky et al., 2020a). These drills are performed in as realistic conditions 
as possible, including full-dress, fully-equipped, and fully-armed scenarios. Through these methods, 
including regular deployment, military organizations achieve levels of constant and consistent readiness 
for an array of scenarios, including potential crises. Such modalities of training heighten organizational 
readiness by increasing organization response time, individual situational awareness, inter-organizational 
communication, technical knowledge, teamwork, surge capacity, multi-commnad interoperability, leader-
ship capacity, and followership effectiveness (Shufutinsky et al., 2020a). For the military services, this 
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type of real-time training results in continual, advanced disaster preparedness. This practice exemplifies 
that leadership preparedness is indispensable for crisis preparedness, and that it works in a variety of 
scenarios, including critical decision-making and continuity of operations during pandemics.

Another benefit of the employment of real-time drills and simulations is the ability for military 
leaders across different stages of leadership to employ and test their leadership skills, including those 
competencies and attributes necessary in different leadership styles. Some important aspects of leadership 
effectiveness in the military are the training, mentorship, and knowledge that leaders develop through 
leadership courses, experience, and diverse training. This aids in readiness with regard to sense- and 
decision-making. For this to happen, these surge leaders need to be able to evaluate situations, step into 
discomfort, maintain elevated levels of resilience, listen diligently and authentically (Katz & Miller, 2013; 
Miller & Katz, 2013) to followers and advisors, communicate intentionally, accurately, and transparently, 
and observe, evaluate, assess, and analyze their situations from multiple perspectives in order to have a 
more robust understanding (Shufutinsky et al., 2020a). This means understanding of, fluency with, and 
ability to adapt and integrate numerous leadership styles for the best use of their traits, in order to lead 
effectively at or above the boundary of chaos (Hunt et al., 2007; Shufutinsky et al., 2020a; Stringham, 
2012). Therefore, learning and training with numerous leadership styles, and being able to integrate 
and agilely adjust them with the shifting environment, gives surge leaders an advantage to react more 
effectively to disruptive, and destabilizing conditions that jolt systems (Shufutinsky et al., 2020a). This 
type of knowledge, aptitude, and capacity derives from practice, training, and development.

Although simulations, real-time drills, and training differ between commands, the continuity of 
real-time, scenario-based training affords opportunities for leaders to utilize different leadership styles, 
as needed, in diverse disaster and crisis situations, including real scenarios during operational periods, 
giving them plentiful and repeated chances to try, test, adapt, and adjust leadership styles and attributes, 
preparing leaders for increased agility in future actual crises (Shufutinsky et al., 2020a). Through live 
simulations and real-time drills, leaders can receive the necessary on-the-job training and experience, 
even if sometimes unplanned, in authentic, transparent, communicative, transformational, adaptive, 
situational, authoritative, and systems leadership styles, among others aforementioned. There is ample 
opportunity, often called for by the situation, to employ and practice attributes such as self-regulation, 
self- and situational awareness, honesty, trust, clarity, transparency, accountability, strength, guidance, 
inspiration, and systems thinking, all of which can be necessary in different situations and during dif-
ferent times in crisis scenarios (Avolio et al., 2004; Boin et al., 2013; George, 2003; Shufutinsky et al., 
2020a; Yukl, 2013). The combination of real-time exercises and drills with leadership knowledge-building 
and experiential employment, and mindfulness training, can drive surge leadership to a new capacity to 
dealing with whole system shocks.
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MINDFULNESS TRAINING

The third critical component of Shock Leadership Development is mindfulness training. Mindfulness 
practice has been found to be effective for leaders in numerous ways, across industries and around the 
globe. Essentially, leaders well-versed and practiced in mindfulness have trained attentions and are gener-
ally better able to perform real-time assessment as well as sense- and decision-making in most situations 
(Good et al., 2016; Long, 2019; 2020a; 2020b). For leaders, mindfulness has had significantly positive 
effects with regards to cognition, emotions, physiology, and behavior, driving improved breathing and 
more effective control and maintenance of attention on the task-at-hand, reducing focus on distractions. 
Further, mindfulness positively impacts relationships, well-being, and performance for individuals and 
for organizations (Dane,

2011; Good et al., 2016, Long, 2019; Reb et al., 2014). In environments of discontinuous change and 
chaos, the abilities to stay on task, avoid irrelevant distractions, maintain well-being, and work effec-
tively through relationships is critical, and mindfulness has the ability to foster these abilities, allowing 
leaders to show up, remain present and consistent in-the-moment, and to minimize mind-wandering and 
emotional reactivity (Brewer et al., 2011; Brown et al., 2012; Cahn et al., 2012; Desbordes et al., 2012; 
Kozasa et al., 2012; Long, 2019; Lutz et al., 2008; Lykins & Baer, 2009; MacLead et al., 2010; Tang 
et al., 2007; Taylor et al., 2011). With expanded cognitive capacity, mindful leaders are better able to 
effectively use cognitive resources in disruptive environments and distracting situations, such as many 
experienced during crises (Shufutinsky et al., 2020a).

DEVELOPING SHOCK LEADERS IN CIVILIAN ORGANIZATIONS

Non-military organizations can learn from military commands regarding leadership and leadership 
development for VUCA and chaotic environs. As displayed in the Shock Leadership Model (Figure 1), 
developing preparedness plans, designing and participating in simulations, response drills, as well as re-
ceiving education and training regarding numerous leadership styles and competencies, and implementing 
lessons learned “hotwash” sessions from drills and training, can increase the likelihood of organizational 

Figure 1. The Shock Leadership Framework

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



151

Shock Leadership
 

survival, stability, resilience, and thriving as a result of shock leadership (Shufutinsky et al., 2020a). 
Addition of mindfulness training and practice creates an aptitude for increased attention, focus, and 
decreased distraction, only supplementing potential for leadership effectiveness in shock environments. 
Organizational leaders can prepare for and obtain competency in Shock Leadership, providing them the 
skills necessary for employing numerous leadership styles and attributes to lead organizations, whether 
non-profit, corporate, educational, governmental, or community, toward intact sustainment during future 
crisis events (Shufutinsky et al., 2020a).

Thus, for events that shock entire systems, creating environments of chaos and discontinuous change, 
an advanced type of situational, agile, flexible, and adaptive leadership style is necessary, and this type 
of leadership is not a simple phenomenon learned through previous leadership experience in routine or 
even crisis scenarios. Leading effectively in such environments requires continuity of education, prepared-
ness, and experience. By employing an aggregate of long-term design, development, and implementa-
tion of similar real-time, scenario-based simulation training programs, mindfulness development, and 
the integration of various leadership styles in these training scenarios, organizations can prepare and 
enable their leaders to improve flexibility, adaptability, and surge capacity to handle rapidly wavering, 
non-linear, discontinuous change in tragic and destabilizing situations, and to respond more effectively, 
as Shock Leaders, to whole system jolts in their organizations.

CONCLUSION

Many organizations continue to learn lessons from the COVID-19 pandemic and the related systemic ef-
fects. Not only has this global disaster taken nations, governments, corporations, and other organizations 
by surprise, it has shocked the global system, creating mass casualties, overwhelming medical and public 
health infrastructures, shuttering schools and businesses, driving product shortages, pushing innumer-
able amounts of work, workers, and students onto virtual platforms, reducing global travel and trade, 
decreasing trust in news media and governmental communications, and in countless cases, increasing 
the potential to exacerbate conditions of poverty, malnutrition, and poor sanitation, among many other 
disruptions. The likelihood exists that the effects will linger for years in the aftermath of the pandemic. 
In the wake of this global crisis, societal change will continue rapidly, and further disruptions to system 
are not only possible, they are expected. Despite some economic predictions, it is not known what the 
lasting effects of quarantines and closed economies will lead to, or the potential lasting changes they 
may have on the manner in which people interact, work, shop, dine, socialize, engage in entertainment, 
and get around. Leaders at every level, throughout industries, in governmental, non-profit, or corporate 
organizations of all sizes, have been experiencing increases in VUCA, and this is likely to persist during 
stages of recovery. Numerous research studies are already ongoing regarding many areas of interest, in-
cluding international and inter-regional infection rates, differences in response measures to deal with the 
crisis between countries, and an examination of what worked and what did not. Research will focus not 
only on medicine and public health infrastructure, but also on healthcare systems, government systems, 
communications systems, and many others. Urban development, city planning, media responses, politi-
cal conflict, and the benefits, drawbacks, and side-effects of virtual work and learning will undoubtedly 
be examined. One of the major areas in which exploration will almost definitely continue is the study 
of crisis leadership, and the disparities in effectiveness that leaders have had and will continue to have 
in this unprecedented crises in which situational leadership needs have been pushed to extremes, and 
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leaders must respond to conditions in environments for which nobody has clear and absolute answers 
on appropriate and adequate leadership and management, even when they have been working tirelessly 
to respond as effectively as possible to the ongoing, rapidly-altering, discontinuous change.

What has surfaced, and what the research by Shufutinsky et al. (2020c) have discovered, is the need 
for a special type of comprehensive and malleable leadership model for organizations and communities 
of all scales to effectively respond in crises such as the one the world has undergone in 2020, and during 
potential subsequent waves of outbreaks, as well as during recovery periods in the aftermath. This com-
prehensive leadership style itself demands a great degree of skill, knowledge, critical thinking, flexibility, 
and agility to rapidly adapt to environments that are equally rapid in change and disruption. Therefore, 
there is an inherent need to be able to use numerous leadership attributes, and leadership styles, often 
simultaneously, in order to react and respond to the environmental conditions and to lead effectively. 
Additionally, even though responses in such rapidly shifting environments that shock entire systems are 
highly reactive, the current research indicates that leaders can respond more decisively and effectively, 
and that this generally occurs in organizations with proactive and preparedness-based processes and 
means—those that prepare the organizations and the organizational leadership for the potential of crises. 
This culture of preparedness can make leaders and organizations more capable of success in leading 
through troublesome and turbulent times. These Surge Leaders cannot become effective leaders simply 
because they routinely lead organizations, have tacit knowledge and technical or professional skills, or 
have undergone disaster management or crisis leadership classes. This kind of leadership requires constant 
preparedness through continual training, using authentic or actual real-time and disruptive live scenarios 
to provide experiential knowledge for response, leadership, and management in crises, developing Shock 
Leaders that can lead through system shock and disorder towards transitioning organizations back into 
conditions of recovery, stability, sustainability, and thriving. This necessary level of preparedness can 
be approached through the Shock Leadership Development framework, and is needed not just for the 
anticipated lengthy recovery from COVID-19, but for ensuring that organizations are not caught unpre-
pared, unaware, or incapacitated in the event of similar crises in the future.
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ABSTRACT

The main aim of this chapter is to investigate and report the specific personality traits, attitudes, styles of 
individual leaders, and learning experience of Bahraini leaders during COVID-19. A qualitative study 
technique used in order to purse the objectives of this research. Semi-directive interviews were conducted 
with 15 Bahraini leaders from different companies and sectors. The data was analysed and discussed 
based on themes related to the crisis management and effective leadership style. The results revealed 
that an exceptional leadership style has emerged in the Bahraini organizational environment to instill 
confidence and resilience to staff, customers, and external stakeholders during crisis. The findings of 
the current study will offer a comprehensive framework for effective leadership performance in times of 
crisis. In addition, the results of this study will be beneficial for the field of gender and culture studies, 
for instance culture diversification and its relationship with leadership styles.

1. INTRODUCTION

The coronavirus COVID-19 pandemic is the defining global health crisis of our time and the greatest 
challenge we have faced since the Second World War. Since its emergence in Asia at the end of last year, 
the virus has spread to all continents, with cases increasing daily in Africa, the Americas and Europe. 
Countries are struggling to slow the spread of the disease by testing and treating patients, conducting 
contact searches, restricting travel, quarantining citizens and cancelling large gatherings such as sport-
ing events, concerts and schools. The cases in the world appeared to increase day by day, kingdom of 
Bahrain was not saved, the virus was confirmed to have reached Bahrain on 21 February 2020. As of 17 
September, there have been a total of 62,484 confirmed cases, of which 55,444 have recovered and 217 
have died. As of 9 October 2020, Bahrain has the highest number of cases per head of population of any 
country or territory in the world. A total of 1,288,374 tests were conducted12. The pandemic is moving 
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like a wave—one that may yet crash on those least able to cope. But COVID-19 is much more than a 
health crisis. By stressing every one of the countries it touches, it has the potential to create devastating 
social, economic and political crises that will leave deep scars3.

In response to this crisis, Bahrain has set up a committed National Taskforce “Team Bahrain” to handle 
the spread of the Covid-19 virus and took measures to guarantee that testing and isolated facilities were 
set up immediately. Bahrain has one of the highest testing rates per capita, obtaining the acknowledgment 
of the World Health Organization (WHO) for its professional reaction. The Kingdom stands prepared to 
initiate further actions to avoid the spreading of the virus. Furthermore, the government of Bahrain is 
supporting individuals and companies through a comprehensive US$11.4 bn economic stimulus package4.

During crisis and extremis situation, management must continue to provide essential services to 
society and preserve the jobs of tomorrow (Kolditz & Brazil, 2005). This exceptional situation requires 
managers a great ability to lead, motivate and manage dispersed teams, whose members can work in 
extremely heterogeneous and stressful conditions (Kolditz, 2005). So how do we meet these challenges?

Different are the researches in which authors identified a consistent pattern of traits, attitudes and 
behaviours that characterises successful leadership such as staying calm, communication, collaboration, 
coordination and providing support (Kolditz, 2005). Recently, there is a surging interest for in extremis 
leaders. Defined as situation in which leaders’ and followers lives are at high risk (Dixon & Weeks, 2017). 
Leading in risky and uncertain environments contrasts sharply with doing so under stable and predictable 
situation. This uncertainty make it difficult for leaders to navigate through event, in order to make timely 
and effective decisions (Bolman & Deal, 2013). During Covid-19 pandemic, leaders everywhere were 
forced to face a crisis and preparing all aspects of the crisis scenarios. This also include the challenge 
of making real-time decisions about their companies and employees and handling the potential of more 
threats with incomplete information.

This chapter, will focus on the different challenges and managerial responses of Bahraini leaders 
who have faced Covid-19 crises and have a lived experience worth exploring. This study does not seek 
to create a framework for administrators, but rather, to offer insight into how Bahraini leaders respond 
to crisis times, in order to help others to be prepared for the future. In fact, the essence of the human 
experience offers values to those seeking to be prepared for potential trauma, and how best to approach 
a high risk situation in the future (Moore, 2018). The study will try to answer the following research 
questions to better understand the context:

• What are the impacts of the crisis on the leaders?
• and How do the leaders make decisions during Covid-19 crisis?

2. LEADERSHIP IN TIMES OF CRISIS

According to Kargas, & Varoutas (2015), “leadership refers to capabilities of a person that could influ-
ence the rest of the group of people to achieve an goal or set of goals”. Therefore, “the abilities and 
competences that a leadership demonstrates to affect a group of people to obtain a vision or a created 
set of objectives, additionally, leadership is concerning duplicating with transform and vision creation 
for inspiring individuals” (Cruz-Milán et al., 2016). It is factual to explain that, leadership effectiveness 
within an organization relies on how individuals perform and act concerning of objectives accomplish-
ment fruitfully, and for this aim, a successful leaders those who are able to provide value, by determining 
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the best suit to the situation (Jong, et al., 2016). Meanwhile, a successful style of leadership targets to 
determine what the organization’s future looks like to be and assist in bringing together individual with 
leader’s vision and affect each individual to achieve organizational vision regardless of the all barriers 
(Jordan, et al., 2016). Furthermore, the functional method involves that, leadership happens according 
on four significant actions: ability to adapt the change, being committed to the organization and organi-
zational vision, setting the direction, establishing organizational mission (Lai, et al., 2016). But, what 
about leadership during crisis? How the crisis can impact the leadership style?

In fact, “crisis is an unpredictable state that disrupts normal operations of the organization and that 
requires immediate action taking. Crisis cannot be predicted beforehand and they deactivate normal 
processes, it is required to plan an efficient crisis management” (Fener & Cevik, 2015) and to adopt 
exceptional style of leadership. So, when the organization encounter a danger or unpredictable event, 
this requires from the leader a great mental effort to implant confidence and resilience to staff, custom-
ers and external stakeholders (Kolditz & Brazil, 2005). During crisis, the organisation encounter chaos 
and disturbance accompanied with demotivated and confused staff, dissatisfied customers, and nega-
tive publicity (AlKnawy, 2018). Leaders make frequently crucial decisions and expect good results in 
achieving the objective that they have in mind. These decisions are taking to give an order, to solve a 
problem to manage a crisis or to deal with many ineffective situations. Mostly important is to take the 
good right decision which is generally linked to leadership in order to deal or to solve any problem or 
any crisis (Hasan & Rjoub, 2017).

Many researchers recognized that leaders during crisis emphasises specific personality traits, attitudes 
and styles of individual leadership. In his article “COVID-19, when leadership calls”, Shingler-Nace 
(2020) identifies five elements to successful leadership during the crisis such as, firstly Staying calm. 
The leader is considered as a model behaviour and his actions will guide the behaviour, attitudes and 
the reactions of the followers. Then the communication which can help the employees to perform their 
jobs and responsibilities. The communication should be pertinent especially during crisis. Leaders must 
inform managers and employees which can help them to remain confident in their message and decision 
making. The collaboration is another important trait during crisis. In fact, the members of the organiza-
tion should participate and work in a committed team. During challenging time coordinating the work 
efforts is imperative for the success and efficiency of the leader during crisis time. Finally, Shingler-Nace 
(2020) added the support and mentioned that leaders can use the moment of crisis to hear the customers 
and support employees which can provide ideas and success.

Moreover, Kolditz (2005) identified also, another consistent pattern of traits, attitudes and behaviours 
that characterises successful leadership in hazardous situations. The successful leaders in extremis dis-
play the following characteristics: they are inherently motivated; they embrace continuous learning; they 
share risk with their followers; they are not elitist and adopt a lifestyle in common with their followers; 
and they are highly competent, inspiring trust and loyalty (Kolditz & Brazil, 2005).

Cener (2007) identify different qualifications of leader and managers during crisis management and 
are stated as below:

• “The ability to catch the signals of crisis.
• Preparation and protection against crisis.
• Efficient decision taking throughout the crisis management process.
• The ability to use power throughout the crisis management process.
• The ability to plan the crisis management process.
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• The ability to organize the crisis management process.
• The ability to ensure communication throughout the crisis management process.
• The ability to ensure coordination throughout the crisis management process.
• The ability to supervise the crisis management process.
• The ability to shift to normal state.
• The ability to learn and assess throughout the crisis management process.
• The ability to ensure coordination throughout the crisis management process.
• The ability to supervise the crisis management process.
• The ability to shift to normal state.
• The ability to learn and assess throughout the crisis management process” (Fener & Cevik, 2015, 

pp. 698-669).

Covid-19 has a negative outcomes on the organizations so the response of the leaders matters.
This chapter has the potential to reflect and view Covid-19 crisis through the lens of 15 Bahrainis 

managers and leaders and include their decisions, actions and outcomes.

3. RESEARCH DESIGN METHODOLOGY

Our inquiry focuses on organizational leadership behaviours exhibited in situation of crisis, such as 
covid-19. A number of studies addressed how leaders make sense of in extremis environments (Weick 
& Obstfeld, 2005). The majority of the empirical studies are made and appeared in military journals. 
These studies focus on how leaders make sense of in extremis situation. What has not been studied in 
depth, however, is how leaders lead and influence subordinates during extremis conditions. To address 
this gap in the literature, a qualitative research study was conducted based on semi-structured interview 
that seek to obtain the knowledge and data that will help to answer the research questions posed. The 
use of semi-structured, was selected to help guide a naturally emerge in the conversation and allow for 
deeper thoughts to answer pre-set questions selected to align with the research questions and data being 
probed (Kvale, 1996; McLeod, 2014). The data was collected and analysed in which, the Bahraini leaders 
were talking and describing a rich and thick lived experiences during Covid-19 pandemic.

The sample of 15 leaders has been contacted for the purpose of gathering data to target our research 
objectives and answer our research questions. The criteria were the following: leaders or managers 
responsible of at least 10 to 15 employees and who have had recent leadership role during the covid-19 
pandemic in Bahrain. The leaders were chosen from different industries such as higher education, retail 
sector, Banks, telecommunication, restaurant and international organizations. When reporting data, and 
for confidentiality purposes, the names and identity of the interviewees will be changed to a pseudonym 
that will be used trough the analysis. The demographics are presented in Table 1.
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All interviews had been conducted with Ms-Teams and Zoom, during the date and time of their con-
venience within the kingdom of Bahrain and findings of the research will be presented upon request once 
the study is completed. Interviews were recoded (with the respondents’ consent) and then transcribed 
the verbatim. The transcribed data was then read and re-read again to ensure accuracy. The interviews 
resulted in extensive textual data, which was analysed using thematic analysis in order to identify similar 
activities among leaders of different companies and thus understand the overall picture. Template analysis 
is an effective qualitative research method for an experiential approach. It is a style of thematic analysis 
that allows a researcher to maintain structure in the method of analysing textual data while adapting it 
to the need of the study (King, 2012). Meaningful themes related to propositions and objectives were 
identified which in turn helped in answering our research questions.

Table 1. Leaders Demographics

Pseudonym Gender Age Marital 
Status

Educational 
Level Position Sector/Industry Seniority

Hala Female 30-39 Single Ph.D. Director of quality 
assurance Higher Education 1-5 years

Adam Male 40-49 Married B.Sc. Business Owner Insurance 6-10 years

Karim Male 40-49 Married Ph.D. Head of 
Department Higher Education More than 10 

years

Nawaf Male 30-39 Married B.Sc. Business owner Services More than 10 
years

Ahmed Male 30-39 Divorced B.Sc. Sales manager Telecommunication 6-10 years

Mohamed Male 40-49 Married Ph.D. director of quality 
assurance Higher Education More than 10 

years

Mounir Male 30-39 Single B.Sc.
Business 
development 
manager

Gas and Oil 6-10 years

Malek Male 30-39 Married M.Sc. Department 
manager Bank 6-10 years

Adel Male 30-39 Married Still earnings 
M.Sc.

Department 
manager Bank 6-10 years

Mohamed Male 30-39 Married Ph.D. Head of 
Department Higher Education 1-5 years

Khaled Male 40-49 Married M.Sc. Business owner Restaurant 1-5 years

Amal Female 30-39 Single Ph.D. Director of quality 
assurance Higher Education More than 10 

years

Amir Male 30-39 Divorced M.Sc. Department 
manager Bank More than 10 

years

Salman Male 30-39 Married M.Sc.
Business 
development 
manager

Airline company More than 10 
years

Huda Female 30-39 Single Ph.D. Head of 
Department Higher Education 1-5 years
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4. ANALYSIS AND FINDINGS

By analysing the narratives of the 15 Bahraini leaders different categories and themes emerged. Those 
categories and themes then were compared back to the initial research questions to help explain the 
phenomena. The themes were combined in three categories: (1) the Leader perception of the crisis, (2) 
Leaders skills to manage the crisis, (3) Creative and simple decisions

4.1. The Leader Perception of the Crisis

The majority of the leaders (14/15) perceive COVID-19 as a “problem”, “crisis”, “threat” and “in extremis 
situation”, “an alert”, “was not expected at all”, “threat for my company and the economy of Bahrain”.

Leaders faced a complex, risky and unpredictable environment, that is why they should be aware to 
the context of the organization and detect every change. The Bahraini leaders mentioned that the crisis 
awareness is ‘vital’ and ‘a must’. Moreover, the majority (13/15) of the interviewees consider that tak-
ing decision in risky and uncertain environment can be difficult: “I felt very scared about the decisions 
I took”, “I was very worried if my decisions were effective enough or not”. The totality of the Bahraini 
leaders confirm that leader must be decisive in difficult times: “the need for taking a decision was the 
most important activity of the leader”. The speed of the decision was a great concern during the crisis: 
“the most difficult part is time to take a decision for a major change or shift in the organization”. Swift 
action is essential to contain any crisis and its consequences, and a leader must have the confidence to 
make a calculated decision, keeping in mind that it might not be the ‘best’ decision as seen by various 
constituents (AlKnawy, 2018). Making critical decisions during a crisis can feel an almost impossible task: 
“my challenge was to make critical decision after the first case of infection detected in the company”’; 
“we judged that closure of the company were a must to protect the employees and our customers”. One 
of the 15 leaders was an owner of a restaurant mentioned that “closing the restaurant was a radical 
measure and required high risk because of the impact on our customers and the employees, but it was 
deemed necessary to contain the outbreak”; “at the same time, the importance of managing the impact 
of the restaurant closure was made clear to our staff”.

One leader consider COVID-19 as an opportunity: “we have an opportunity due COVID-19 to stop, 
to review what we are doing and think how to do things better”.

4.2. Leaders Skills to Manage the Crisis

The majority (14/15) of the Bahraini leaders identified different skills related to the leadership during 
covid-19 when answering the question related to the needed skills: Based on your experience what are 
the most important skills a leader need it to manage people during Crisis/COVID-19?

4.2.1. Effective Communication

Communication was recognized by the majority (12/15) of the leaders interviewed as one of the most 
important skills and tool used to manage crisis. In fact during COVID-19 pandemic the Bahraini gov-
ernment has set up a clear, concise and effective communication program related to the pandemic. All 
the interviewees declared that Bahraini government communication program was effective compare to 
other countries and some of them they added that: “the powerful tool to fight corona virus is a clear 
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communication message”, “from the first day, the government message was clear and transparent about 
what happen”. The majority (11/15) of the leaders consider communication is a main tool to “inform 
employees”, “explain what the company is doing”, “enable feedback”, and “promote wide-scale consul-
tation and involvement”. Some of the interviewees (4/15) mentioned that an effective communication is 
a “powerful way to present complex information during crisis” and “ a tool to instil confidence and to 
show that the situation is under control”.

4.2.2. Coordination and Support

One of the most important challenges that encounter the leader during the pandemic was coordinate 
and motivate the employees: “my most difficult leadership challenge was to motivate the staff to serve 
the customers well. Indeed, my waiters were too scared to assist any customer considering the fact how 
the virus can spread ”. Some leaders (6/15) the heads of departments and directors working in higher 
education institution mentioned when the government and the university started sending students and 
professors home due to COVID-19 and they start the online classes: “the real challenge was about how 
the leader can keep the employees productive while working from home”, “ the swift to remote education 
was so rapid. I wasn’t sure about the effectiveness of the teacher to move from face to face to remote 
classes”, “I was wondering about the effectiveness of such an option, are they (students and teachers) 
ready for the remote education?”. Also, some (7/15) leaders mentioned the support as an important means 
needed during the pandemic: “my biggest concern as a leader was to provide support to my employees 
as their salary is being decreased until the end of the year”, “I was in a position if giving support to 
my colleagues and even to the students… Explain to them what worked and what went wrong during 
the pandemic, to help restore trust in the organisation at the same time making difficult decisions and 
communicate day to day crisis resolution ”.

4.2.3. Emotional Effectiveness

During covid-19 the majority (10/15) of the leaders faced additional stressors: “during times of crisis, 
emotions take a more prominent and powerful role; they are harder to ignore”. They also advanced that: 
“ we have a choice between putting their heads down and ignoring” or “dealing with the bad feeling 
during the pandemic”. They added that: “an emotionally intelligent leader can completely handle a cri-
sis”. One of the interviewees, a manager in an airlines company, highlighted that: “these aren’t normal 
circumstances, but as a leader, I have to effectively manage my teams, deal with the work changes…. 
Social and emotional competencies are well to manage during this pandemic ”.

However, a minority (4/15) of leaders mentioned that is harder to ignore bad emotions and stress during 
times of crisis: “I have to understand, face and recognize ”. They added that an effective leader should 
support the subordinates to cope effectively with bad emotions during crisis and enable them to achieve 
high performance: “leaders are putting under test during crisis situation that arise without warming ”.

One of the leaders mentioned that time was an important factor to react and take decision and not to 
manage the bad feelings related to the pandemic: “ I don’t have time to feel bad or miserable”, “these 
bad feelings was not effective at a time when we need to be on top of the game, resourceful, supportive, 
and innovative”.
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4.3. Creative and Simple Decisions

The majority of the leaders (14/15) advanced that during crisis: “it is natural that people get stuck in 
detail and complexity when debating solutions”, “the managers try to make the best and the most cre-
ative decision and to understand the critical details from various aspects”. However, they mentioned 
that: “is not a must to be interested to get sank in small details”. There is widespread agreement among 
the majority (13/15) of the leaders should instead of getting engaged with operational decision making 
should have only “think about the bigger picture” and only concern themselves with “strategic issues”.

They advanced that the decisions must be: “pragmatic, simple and effective solution”. One of the 
interviewees describe how his decision regarding closing his restaurant and starting home delivery food 
was simple decision: ““as the decision for companies closure was taken, there was much debate among 
my employees about how best to serve our customers; many suggestions were put forward, increasing in 
complexity. However, a simple, effective solution that had not been considered in the midst of the detail 
was to simply move to home delivery” .

Creativity was also mentioned by some (6/15) of the leaders. They advanced that during crisis they 
“overcome the disruptive noise of a crisis with creative thinking”. They also add that Covid-19 pandemic 
boost their creativity and help them to break old rules and focus better on the problem: “we’re all fac-
ing a collective crisis like COVID-19….old rules are obsolete…we should think outside the book… the 
problem to be solved is very well-defined… new creative decisions are made under these pressures”. A 
female leader remarqued that: “all the unpleasantly emotions such as anxiety and depression should be 
used to fight…. with your brain, technical skills, and emotional skills, not your fists….. then the crisis-
related fear you feel is experienced as less unpleasant”.

5. CONCLUSION: EXCEPTIONAL LEADERSHIP IN TIMES OF CRISIS

Our work has implications for both scholarship and practice, it also have implications for both future 
research and practice regarding leadership during crisis. This chapter offered a number of future research 
directions and a comprehensive research agenda for scholars interested in crisis and crisis manage-
ment (Bundy, et al., 2017). Actually, while the COVID-19 pandemic has had a negative impact, it also 
represents an opportunity which provide day after day Bahraini leaders with an opportunity to redeem 
themselves by demonstrating their leadership qualities. An exceptional leadership arise during Covid-19. 
During the covid-19 leaders use core of competencies to manage crisis in a relevant and adequate way. 
The majority of the leaders agree about a group of skills related to exceptional leadership managing 
the crisis such as effective communication, emotions coping strategies and taking simple and creative 
decisions. Communicating effectively in risk circumstances like the coronavirus epidemic requires from 
leaders to pay attention to objective indicators and is not enough to consider only objective information, 
leaders should give a lot of attention to perceptions (Fener & Cevik, 2015). Speed of the decision mak-
ing is also important because time can erode into the organisation’s desire to make changes (Bolman & 
Deal, 2013). Then the majority of leaders advanced that during the pandemic is important to understand 
that risks brings fears, and fear is a very strong emotion, leaders should take an approach of addressing 
the crisis and to be really empathetic, be a good listener, be aware to implement a best communication 
channels (Wang, 2008). Finally, leader should learn from the crisis by optimally addressing challenges 
and opportunities during crisis.
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ABSTRACT

With the needs for change and adaptation brought by the COVID-19 pandemic, management of the 
concerns regarding workplace loneliness, work alienation, and spiritual well-being stands as a critical 
challenge for the organizations. Although these concepts are not new and have increasingly been a focus 
of attention in recent decades, contemporary radical changes in work methods and work concept such 
as increased use of technology, digitalization, social distancing at work, and virtual working make them 
much more crucial for the success of organizations. The purpose of this chapter is to address adverse 
psychological work-related outcomes of the pandemic and provide practical implications and recom-
mendations for leaders for effective management of the processes regarding these outcomes during and 
after the pandemic.

INTRODUCTION

In addition to the economic, social, psychological and health related adverse effects of the pandemic that 
spillover to work life; individuals also directly face various changes regarding the work itself. Pandemic 
has been affecting every aspect of life, as well, it reshapes the work domain. Compulsory changes in the 
methods and conditions of work formed by the Covid-19 Pandemic, such as distance working, increased 
use of technology and social distancing bring new challenges for leaders regarding the human side of the 
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organization. Psychological consequences of the drastic changes brought by the pandemic necessitate 
special concern and leadership effort addressing employee well-being. With the new normal and new 
order of work, employees are more prone to loneliness, alienation and spiritual wellbeing related prob-
lems and the need for effective management of such concerns is crucial during and after the pandemic.

To cope with the fast spread of the virus and increasing numbers of cases, policymakers all around 
the world had to implement strict psychical distancing interventions. Although social distancing policies 
such as stay at home orders are one of the most popular and effective ways for combating the fast spread 
of the virus, they have adverse effects on psychological wellbeing as they significantly boost worries, 
anxiety and loneliness (Tull et al., 2020). Even when the lockdown is not coercive (mild lockdown) it 
causes high levels of loneliness, poor interpersonal relationships, psychological distress and depression 
(Morin & Carrier, 2020; Yamamoto et al., 2020). Some professionals suggest that the pandemic is creat-
ing a ‘parallel pandemic’ of psychological disorders regarding stress, sleep, depression and even suicide 
(Mucci, Mucci & Diolaiuti, 2020, p.63).

New conditions brought by the pandemic threatens the spiritual wellbeing of employees and elevate 
their alienation levels which in turn cause psychological adversities and negative performance outcomes 
at individual and organizational levels. This chapter aims to analyze the antecedents and consequences 
of contemporary organizational behavior concepts related to the possible consequences of the Covid-19 
Pandemic. Specifically, concerns regarding workplace loneliness, work alienation and spiritual well-being 
are addressed. Although these concepts are relatively new and the contemporary conditions paving the 
way for them are unique, they have been a central concern for leaders to sustain healthy organizations. 
Another purpose of the study is to provide practical recommendations and insights for leaders for ef-
fective management of the change and necessary processes regarding these variables during and after 
the pandemic.

BACKGROUND

Although there are numerous studies addressing the psychological effects of the pandemic (e.g. Akat & 
Karataş, 2020; Cullen, Gulati & Kelly, 2020; Sood, 2020; Zheng, Miao & Gan, 2020) few specifically 
address the reflections of them in the workplace (e.g. Kaushik & Guleria, 2020). In addition, the scopes 
of most of these studies are more specific such as health care professionals (as they are in the frontline 
in the combat with the pandemic). Understanding the effects of the pandemic on the work domain is 
very crucial. Work has always been a central theme in human’s life. Most of the quality time in daily life 
is spent in the workplace or while doing work related activities. What we do, what we know, what we 
become are mostly linked with and grounded on work. Changes in work spillover to other life domains 
and radical changes in other life domains affect work related variables (Kirchmeyer, 1992; Leiter & 
Durup, 1996; Sirgy et al., 2001).

Work stands as a major resource to attain and answer human needs. It serves as a source for basic 
survival needs in the Maslow’s Hierarchy of Needs (Maslow, 1954) as well as higher order needs such 
as affiliation, esteem and self-actualization. For food, for health, for rent, we earn through work. Work 
provides safety and security not only through providing money for accommodation, but also through 
the sense of having a role and place in society; identifying with a group, organization or institution and 
having a sustainable order in life. Workplace also serves as a foundation where employees socialize 
with their colleagues. For many individuals, after a certain age and as the career pressure and workload 
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increase, their colleagues remain as one of the most important sources of companionship and social 
affiliation that they can spend sufficient time to know and socialize with.

Work experience is an essential source of meaning. Changes in the work concept affect the percep-
tions and attitudes regarding the meaning of life. Rosso, Dekas, & Wrzesniewski (2010) emphasize the 
increasing importance of ‘meaning of work’ as it is an antecedent of various organizational outcomes. 
With the conditions of the pandemic, radical changes in the underlying factors that form the meaning of 
work should be revisited. Employee’s interpersonal relations and experiences with others (coworkers, 
groups, leaders) in the workplace are significant sources of meaning in work (Rosso, Dekas, & Wrzesn-
iewski, 2010) which are highly affected by the pandemic.

Considering the aforementioned links regarding human motivation, meaning and work, the new nor-
mal may not be ‘normal’ for human phyco-social needs. Distance working will change the cohesiveness, 
organizational climate and frequency of face-to-face interaction, which will obstruct the actualization 
of such needs and in turn boost the loneliness and alienation levels of employees and threaten their 
spiritual wellbeing.

PSYCHOLOGICAL OUTCOMES OF PANDEMIC

Loneliness and Workplace Loneliness

Loneliness stands as one of the most significant problems regarding the effects of the pandemic espe-
cially for older adults (Berg-Weger & Morley, 2020). Most of the activities people frequently attend for 
fun and socializing such as sports games, theaters, concerts, festivals or events for big family gatherings 
such as weddings, traditional ceremonies etc. are canceled due to pandemic. People isolating them-
selves and canceling social companionship reluctantly decrease the social support that they could get 
from others and increase their levels of loneliness. Some scholars refer to Covid-19 as the “loneliness 
virus” (Odekerken-Schröder et al., 2020). A comprehensive study conducted in the UK revealed that 
the level of loneliness during the pandemic is critically high that necessitates considering loneliness as 
a significant public health problem (Groarke et al., 2020). Considering the possible outcomes of loneli-
ness, this stands as a serious threat for individuals and organizations. Loneliness and social isolation 
can cause serious problems regarding physical and psychological health, it can even increase mortality 
(Holt-Lunstad et al., 2015).

Workplace loneliness can be defined as the “perceived lack of quality relationships” employees have 
in the workplace (Wright, Burt & Strongman, 2006, p.60). Employees not eating together, not celebrat-
ing special occasions together, not visiting each other’s offices for small talks or not using the same 
transportation to work will have less informal interaction. It will certainly serve as a new challenge for 
leaders to sustain quality interpersonal relationships among employees given the decreased level of social 
interaction and face to face communication.

Spiritual Well-Being

Individuals also seek meaning and calling through work. Spirituality in the workplace has been a focus of 
attention for the last two decades. Religions or belief systems attribute large importance to work (Çetin, 
2019). Spiritual well-being can be defined as a positive state where individuals experience “a sense of 
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identity, wholeness, satisfaction, joy, contentment, beauty, love, respect, positive attitudes, inner peace 
and harmony, and purpose and direction in life” through the integration of positive cognitions regarding 
the self, others and the environment (Gomez & Fisher, 2003, p.1976). Where people seek for, achieve 
and feel most of the concepts in the given definition is the workplace. Individuals identify with their 
teams, colleagues or organizations and experience belongingness to larger groups in the workplace. Work 
serves a significant role in the self-concept. For many individuals, work serves as the central course 
where they can reflect their potentials, skills and effort and get recognition for them. What people often 
praise themselves about is mostly something directly or indirectly linked with their jobs; their salary, 
their position, promotion, achievement etc. Work satisfaction is directly and significantly linked with 
life satisfaction (Rice, Near & Hunt, 1980). The conditions imposed by the pandemic create significant 
changes in the concept and methods of work and threaten the aforementioned components of spiritual 
wellbeing. Employees experience lower levels of job satisfaction (Said & El-Shafei, 2020; Zhang et 
al., 2020); and occupational status, calling, and meaning in jobs are being reshaped with the pandemic 
(Kramer & Kramer 2020). Meaning in life and life satisfaction are negatively associated with Covid-19 
related stress (Trzebiński, Cabański & Czarnecka, 2020).

Numerous studies address the dichotomy or conceptual links of spirituality and religion (e.g. Bene-
fiel, Fry & Geigle, 2014; Lazenby, 2010 and Pesut et al., 2008). Although they are conceptually differ-
ent, the concepts are also often used interchangeably (Tanyi, 2002). Religion differs from spirituality 
with its systematic, more precise principles and rituals and practices (Hill et al., 2000). Work serves as 
an important source and nest for spirituality. Spirituality at work has been a focus of attention among 
scholars in the last decades (Dan, 1999; Joelle & Coelho, 2019; Sachdeva, 2019). Ashmos and Duchon 
(2000) define workplace spirituality with three components: A sense of community that people feel con-
nected with others, meaningful and purposeful work that creates a calling and inner life that employees 
can express and reflect their being to work. Studies addressing the consequences of spirituality at work 
emphasize its importance for employee wellbeing and organizational performance (Chawla & Guda, 
2010; Garg, 2017; Jurkiewicz & Giacalone, 2004; Karakas, 2010; Walia, 2018). Workplace spirituality 
also associates with other variables that are the focus of this chapter. Lack of workplace spirituality can 
yield to workplace loneliness which in turn increases turnover intention (Ghadi, 2017).

Working from distance results in less time spent with colleagues and lower levels of experience of the 
workplace. Employee gatherings, work rituals, ceremonies and friendships in the workplace as well as the 
daily routine experienced together are critical sources for the belongingness and identification with the 
organization and its psychological components. The absence of belongingness to a larger group (Perlman 
and Peplau, 1981) or lack of experience of emotional closeness (Weiss, 1973) are the fundamental pillars 
of loneliness. Measures taken for the prevention of the virus transmission canceled or decreased these 
kinds of social events and resources of cohesion. Higher levels of feedback from the work itself and the 
interested parties such as customers and superiors are available in face to face workplace interactions 
where people can engage in relationships without concerns for virus transmission. When the work and 
all communication regarding the work are carried to digital platforms, the level of interaction with the 
organization and the people in it decreases to a minimum. Thus, significant sources and components of 
spiritual wellbeing regarding human interaction are reduced. Today, even when the work relationship is 
not virtual, keeping the social distance or planning meetings as short as possible with fewer people is 
crucial. Working with reduced numbers of people in the offices in the rotation is also common which 
again reduces quality human interaction.
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The transportation between workplace and home is another important experience that can have sig-
nificant effects on individuals’ psychological states regarding the work and personal life. In big cities 
where that experience can take more than hours a day, it becomes a critical life event that its effects on 
wellbeing cannot be ignored. Employees using work shuttles spend a significant amount of time together 
in a less formal setting, which is an opportunity for further socializing. Employees walking from home 
to public transportation points experience the same neighborhood every day which can create an identity 
and belongingness to the close neighborhood and the people in it. Individuals come across various kinds 
of people from every segment of the society in public transportation vehicles. Although spending time 
in traffic can be stressful, individuals develop daily routines like listening to their favorite radio show 
or chatting with friends. Decreased levels of work home transportation experience due to pandemic can 
save time and effort for employees but on the other hand it can be another source of increased loneliness 
and alienation. Lack of healthy and satisfying social companionship can directly and indirectly affect the 
work outcomes. Being away from the coworkers can bring psychological adversities at the individual 
level which in turn can result in organizational outcomes. Empirical evidence demonstrates that colleague 
isolation can even significantly decrease employee performance (Chen & Kao, 2012).

Work Alienation

A parallel negative psychological outcome of the pandemic is alienation. With extreme uncertainties 
and disrupted comfort zones, individuals feel more powerless and less in control of what is happening 
in their lives in difficult times such as pandemics. They are more prone to hopelessness and apathy and 
lack of social direction (Menon, Padhy & Pattnaik, 2020). This general psychological state reflects 
work behaviors and attitudes and elevates the levels of work alienation. Work alienation refers to a state 
where employees are disengaged from work due to decreased levels of meaning and increased levels 
of isolation (Hirschfeld & Feild, 2000). When people introduce themselves to others one of the first 
things that usually come up is their jobs and positions. Work is an essential source of meaning, connec-
tion with the world and self-identification. Pandemic, by bringing major concerns regarding the health 
of individuals and their loved ones, affects the centrality of work and its meaning. It also increases the 
level of isolation which has been already high in our modern world (Hwang et al., 2020). Uncertainties 
regarding the work and the compulsory changes in working methods affect the feelings of control and 
sense of direction in life.

Work alienation can be conceptualized as psychologically distancing one’s self from the work (Kanungo, 
1979. p.131). Spending less time in the workplace with colleagues and all environmental factors can keep 
them distant from the work concept also psychologically. The concept of work does not only consist of 
the tasks and duties individuals perform daily, but it also includes the experience employees have with 
their coworkers, superiors and customers. Even the physical interior (the garden, restaurant, office, etc.) 
stands as a factor that creates the picture of work concept when individuals think about their job. Being 
away from the workplace significantly alters the psychological experiences of individuals.

ADVANTAGES AND DISADVANTAGES OF DISTANCE WORKING

Remote work, distance working, or virtual work have been the focus of attention as flexible and outside 
the workplace working styles became increasingly more popular in the last two decades. Studies ad-
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dressing the consequences of such working systems, before the Covid-19 pandemic, can enlighten the 
way how organizations can benefit from the advantages and avoid the disadvantages of new working 
conditions shaped by the pandemic.

There are potential advantages of distance working that leaders can use for higher productivity and 
employee wellbeing. Findings of Diab-Bahman & Al-Enzi (2000) demonstrate that majority (68% to 
86%) of the employees enjoy the flexibility of work hours, more quality time with their families, and 
feels more productive with the remote working style that is formed with the pandemic. More to that, they 
expect changes regarding the old work conditions after the pandemic. Leaders will be required to reshape 
the conventional ways of working in a hybrid new method where employees will continue to enjoy the 
autonomy and work-life balance and also benefit from the sources that being in the workplace provides.

Although there are possible advantages of teleworking such as higher flexibility and autonomy, it also 
brings disadvantages such as the conflict between work-family roles, social isolation and lack of social 
support (Tavares, 2017). Given the psychical distance and isolation from the workplace and colleagues 
organizational identification is more difficult to achieve and sustain status for employees and leaders 
working remotely. Although enabling working from home increases employee morale in general, its 
commonly neglected psychological side (increased isolation and loneliness) necessitates leaders to take 
important precautions (Kaushik & Guleria, 2020).

One disadvantage of distance working is increased levels of technology usage and online time. Wrong 
conceptualization and understanding of the technology can bring alienation (Heidegger, 1954). Thus, 
we should develop the right ways and approaches to utilize technology for benefiting its advantages for 
positive consequences. Changing the nature of the work due to increased digitalization creates critical 
outcomes regarding the wellbeing of employees in the organizations. We already experience various 
psychological, individual and organizational consequences of high technology usage at work (Öge, 
Çetin & Top; 2018).

SOLUTIONS AND RECOMMENDATIONS

Returning to the workplace after the pandemic is a complex and multifaceted matter that entails careful 
management of many aspects of human life such as social, psychological and organizational domains 
(Shaw et al., 2020). Organizations are responsible for the health and wellbeing of their employees. During 
this demanding process, they need to both adapt policies for protecting their employees from the virus 
and also save them from the negative externalities of these policies (Bouziri et al., 2020).

Although pandemic drastically increased the level of distance working, research on the consequences 
of such working style was already a center of attention before the pandemic as growing numbers of 
organizations were utilizing forms of remote working. Extant studies addressing the psychological 
wellbeing of employees who are working remotely can illuminate the way to cope with the possible 
disadvantages of distance working. A study conducted on information technology employees revealed 
that organizational policies, communication and organizational climate are critical determinants of the 
psychological wellbeing of employees that are working remotely (Prasad et al., 2020). Habits and daily 
normal activities change during the pandemic and this change yields to wellbeing related problems. More 
time spent in front of the screen, decreased physical activity and unhealthy eating boost psychological 
problems such as depression anxiety and loneliness (Mata et al., 2020).
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Although online substitutions for the daily activities that people used to have before the pandemic can 
serve as a solution to mitigate the adverse effects of social isolation (Galea, Merchant & Lurie, 2020) 
longer times online, or in front of the screen and prolonged sitting can also yield to negative outcomes 
(Cooley, Pedersen & Mainsbridge, 2014; Foerster et al., 2019; Laconi, Tricard & Chabrol, 2015). Exer-
cise and increased physical activity are recommended as key solutions for rebalancing mental wellbeing 
during the pandemic (Matias, Dominski & Marks, 2020). Organizations can encourage physical activity 
and provide online support for staging opportunities that are enabling regular collective exercise with 
colleagues. This way, employees may both benefit from physical activity and socializing with their 
coworkers.

The levels of social support and quality human interaction are affected by the pandemic. Friendship 
in the workplace is a significant source of social support (Berman, West & Richter, 2002). Workplace 
loneliness forms as a state of emotion characterized by negative feelings sourcing from isolation, lack 
of social support and quality relationships with others in the organization (Wright, Burt, & Strongman, 
2006). Although employees maintain their friendships, inevitably the level of interaction and social 
companionship decrease due to distancing and isolation. Telecommunication cannot entirely substitute 
the role of face to face interactions in the workplace. Employees who were able to decrease their stress 
levels by talking about their daily problems to their colleagues now need to be supported by other chan-
nels and sources. One possible solution to decreased levels of social support can be teleconsultation 
that organizations facilitate their employees for listening to their problems and concerns (Bouziri et al., 
2020). Employees’ need for affiliation and their perceptions regarding social support are the antecedents 
of organizational identification in virtual work settings (Wiesenfeld, Raghuram & Garud, 2001). Leaders 
should give a special effort to ensure that employees get sufficient social support during the pandemic. 
This can be achieved through quality leader-member exchange and sustained informal relationships 
among employees.

Informal relationships in the workplace are important for organizational attitudes such as organizational 
commitment, job satisfaction and intention to leave (Akila & Priyadarshini, 2018; Lopes Morrison, 2005). 
Organizations should develop methods and policies to support informal interpersonal relationships in the 
organization to decrease the adverse effects of a decreased level of social interaction between employees 
on organizational attitudes. For this, organizations should benefit from the positive impact of support 
from colleagues as well as leadership support. Peer support is very crucial for mitigating loneliness 
during the pandemic (Joensen et al., 2020). Kaushik & Guleria (2020) recommend some organizational 
practices to combat the loneliness and isolation brought by the conditions of the pandemic. Platforms 
that employees can use for socializing, such as weekly social meetings, online celebrations for special 
days of employees and gamification of the work that would enhance sharing and friendly competition 
among employees are listed among these practices (p.12).

New conditions shaped by the pandemic require employees to be more creative and proactive. Unique 
problems in this unique process require unique solutions. Customer contact and expectations necessi-
tate more flexibility and responsiveness. Extra role behaviors become more critical as the roles and job 
definitions are fuzzy due to the radical changes brought by the pandemic. Thus, employees need more 
resources and leadership support to cope with these new demands. On the other hand, pandemic also 
threatens the psychological resources of employees and the quality of the leader-member interaction 
that they can experience. Leader-member exchange (LMX), which can be defined as the nature of the 
expectations and experiences of a leader and a follower regarding each other’s roles (Dansereau, Graen 
and Haga, 1975) is a significant determinant on organizational variables that is also being reshaped by 
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the pandemic. Workplace loneliness is an antecedent for the quality of the leader-member relationship 
and extra-role behaviors (Lam & Lau, 2012). It is significantly and negatively associated with LMX and 
creativity (Peng et al., 2017). Although the general stream of findings demonstrates a negative relation-
ship between LMX and loneliness; Anand, & Mishra (2019) provided evidence for a positive association 
between the concepts indicating that so much of LMX can be detrimental for employee loneliness and 
the link between the two concepts is complex. This emphasizes the importance of the management of 
leader-member exchange in this unique process.

Another important component of healthy and effective management of the transition processes during 
the pandemic is effective communication of the right information. Misinformation in the media and social 
media can have a significant adverse effect on individuals’ psychological responses to the pandemic. 
Organizations should acknowledge the contemporary popular media and make necessary declarations and 
corrections of information regarding the work that would decrease the concerns and fears of employees. 
Farooq, Laato & Islam (2020)’s findings demonstrate that frequent use of social media, Cyberchondria 
and information overload shape individuals’ perceptions and behaviors regarding self-isolation. Since 
pandemic decreased the frequency of human interaction, informal channels of communication in the 
workplace, which have been serving as a reliable source of information for many employees are now 
closed or depleted. Organizations need to substitute this channel and source of information to provide 
employees with the feeling that they are included and aware of the processes of the organization. Lack 
of information or gaps in the communication can easily be replaced with misinformation that can lead to 
increased uncertainty and anxiety. Thus, the management of information and effective communication 
is very important in this process.

Work home interference and work–life balance are other important variables that organizations should 
manage effectively during and after the pandemic. Work to family conflict and family to work conflict 
as well as work to family enrichment and family to work enrichment will be more critical determinants 
for organizational and individual outcomes with the new order of working conditions as employees 
spend much more time at home compared to pre-pandemic life. Evidence shows that work schedule, 
dependency on supervisor and workload are antecedents for work-home interference, which is an an-
tecedent for significant work and general health outcomes (Geurts, Rutte & Peeters, 1999). Although 
distance working seems more enabling for creating own work time schedule, it also blurs the boundaries 
between work and private time. The concept of working hours is evolving to a much fuzzy term for many 
employees who had certain work hours before the pandemic. The working hours might have been much 
clear for employees that had already been working distance (before the pandemic) but for most of the 
employees and managers, who compulsorily started to work from distance, the concept of working hours 
and non-working hours remain unclear after the pandemic. As employees are not always online during 
the normal work hours it is somehow more expected for the employees to answer for work related issues 
outside the regular work hours. In most of the countries around the world, schools and kindergartens 
were closed or decreased their working days or even they were still serving some parents did not want 
to send their children because of the pandemic. Parents needed to take care of their children during the 
day and satisfy all their social and educational needs. Thus, if there were no others to help in the house, 
which was also not convenient because of the social distancing measures, parents had to multifunction 
simultaneously with work and their children. Especially, parents with little children and small houses 
experienced difficulties engaging in online meetings with their microphones and cameras on because it 
is was not quite possible to be sure about interruptions. More effort and time were expected from women 

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



177

New Challenges for Leading the Change for the Psychological Consequences of Pandemics
 

regarding taking care of the children and dealing with the housework which yielded to a gender gap in 
perceived productivity and satisfaction levels during the pandemic (Feng & Savani, 2020).

Leaders should acknowledge the possible increase in work-home interaction and the gender gap re-
garding this interference and take the necessary precautions. Groarke et al., (2020) emphasize the need 
for interventions especially addressing young adults. Demographic variables such as gender, marital 
status and age become more important for considering the possible effects of the pandemic on employ-
ees. For instance, the psychological effects of isolation are more severe on single individuals as it is 
less convenient for them to find familial social support (Gao & Sai, 2020). Considering the fact that an 
increasing number of people today live in large cities away from their families and more people chose 
to remain single; this information becomes prominent.

Empirical evidence demonstrates that work alienation is significantly related with job characteristics 
(autonomy, feedback, skill variety) and leadership (Banai, Reisel, & Probst, 2004). Transformed work 
conditions due to pandemic can have significant effects on perceived job characteristics. Leadership 
efforts are determinative on how these characteristics will be shaped during and after the pandemic. 
For instance, distance working can increase the levels of autonomy that employees experience as they 
are on their own without being physically close to their managers. On the other hand, managers can use 
these conditions as an excuse for their micromanagement. Keeping track of the work processes without 
causing employees to feel that they are closely and constantly under control is more complex and dif-
ficult with digitalized working methods. One condition that employees frequently complain about the 
changing work conditions during the pandemic is being under closer control and having less autonomy. 
Wiesenfeld, Raghuram & Garud (2001) emphasize the need for training employees for the difficulties of 
virtual work and frequent communication through weekly meetings where employees can freely exchange 
their experiences and concerns. Other important matters they underline are the pressure that employees 
feel about being forced to appear at the office more frequently and micromanagement.

Employees address the increasing demands in their lives with their resources (Demerouti et al., 2001). 
Individual resources, along with the social support, are essential to cope with increased demands and 
challenges brought by the pandemic. Enhancing and supporting psychological capacities and resources 
of the employees during and after this demanding period can augment the efficacy and mitigate the ad-
verse effects of the pandemic. Emotional intelligence serves as a moderator for the effects of pandemic 
on employee wellbeing and training and interventions addressing the enhancement of emotional intel-
ligence can support employees in coping more effectively with the possible burden of the pandemic (Issa 
& Jaleel, 2020). Investing in the psychological capital of employees can also serve as a useful policy to 
carry the organizations out from this pandemic safe and successful with their members. By its nature, 
psychological capital is manageable and malleable (Luthans, Luthans & Luthans, 2004) it can serve 
as an effective resource for combating the stress levels of employees (Avey, Luthans & Jensen, 2009). 
Individual differences such as the need for affiliation become less effectual on employees’ organizational 
identification if they perceive high levels of organizational social support (Wiesenfeld, Raghuram & 
Garud, 2001).

Effects of the pandemic on some employees can be more serious in accordance with the severity of 
their experiences during this challenging process. Employees that faced serious health problems them-
selves or in their family members, have major economic problems or lost their loved ones can be more 
prone the enduring negative effects. Posttraumatic stress disorder (PTSD), a psychological condition that 
source from severe stressful experiences, has long-lasting effects on employee wellbeing as well as on 
their work behaviors, performance and interpersonal dynamics (Williams & Williams, 2020). Given the 
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radical changes and major stressors brought by the pandemic number of employees suffering from PTSD 
will be a significant challenge for the organizations and leaders in the post-pandemic era. Williams & 
Williams (2020) list some prevention and coping approaches and practices that organizations can adopt 
to mitigate the adverse effects of PTSD on employee wellbeing and performance. Disaster planning, 
empathetic leadership, mental health literacy initiatives, and employee assistance programs can be used 
for preventing the antecedents and coping with the consequences of PTSD (p.24).

CONCLUSION

The covid-19 pandemic has been crucially affecting every aspect of our lives. Directly and indirectly, 
pandemic reshapes the work life, as well as it transforms other life domains. Social, economic and psy-
chological changes that every individual faces in daily life spillover to the work domain (Champoux, 
1978; Crouter,1984). Employees naturally reflect their negative experiences and psychological states 
to workplace. New methods of working and all changes that the pandemic brought to the work life also 
directly reform the work concept. Especially, psychological outcomes of the pandemic have long-lasting 
effects on individuals that require change and special leadership concern. This chapter focuses on the 
change and possible managerial practices regarding workplace loneliness, work alienation and spiritual 
well-being, which will be significant determinants for organizational effectiveness in the post-Covid-19 
era. Figure 1 provides a model depicting a summary of the antecedents and moderators for the work 
related psychological outcomes of the pandemic. The model indicates that the reshaped work conditions 
due to the pandemic are potential antecedents for psychological outcomes and leadership and managerial 
practices can serve as moderators forming this association. Effective leadership and right practices can 
mitigate potentially adverse effects of a new working style and even can benefit from its advantages.

Organizations need to manage organizational processes with the awareness of their responsibility for 
the wellbeing of employees. As the demands arising from the conditions of this difficult period increase, 
possible supplies that employees have, continuously deplete. How work answers to our needs change 
in these challenging times. Considering the relationship between employee needs and work through the 
perspective of McClelland’s Social Needs Theory (McClelland, 1987) can depict a picture that enables 
us to see the effects of pandemic from a different perspective. Where individuals gather and use most 
of the power is the workplace. One of the most important places where people affiliate with others and 
larger entities is work. Work also serves as a source of achievement and recognition as where individuals 
compete and achieve is mostly the work. Most of the quality time in our lives is spent in the workplace. 
A major source of the experiences of autonomy is work. Analyzing the changes brought by pandemic 
through the ways it changed how employees obtain their social needs can further enlighten the under-
standing of the adverse outcomes and possible ways to combat with them. New ways and conditions 
of working can be more challenging for satisfying the need for affiliation. Conditions of the pandemic 
significantly decreased human companionship and the quality time experienced in the workplace with 
the members of the organization which make feeling identification and affiliation much more difficult. 
New working methods may be more enabling for the need for autonomy as increasing numbers of em-
ployees are working from distance. New conditions may give employees more freedom for reflecting 
their preferences and choices on their methods of working as they are usually alone at home or with 
decreased numbers of people at work with more distance. Still, this can also give managers an excuse 
to exercise higher supervision or micromanagement. For the needs for power, feeling less in control of 
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what is happening regarding the work can cause higher levels of powerlessness which is a dimension for 
alienation. For this, leaders should implement new ways of keeping employees informed and included 
in work processes. The need for achievement in this challenging period requires leaders to establish 
well-designed feedback mechanisms that will ensure feelings of recognition.

The change regarding increased levels of distance working promises a critical impact on personal 
and interpersonal variables. The time spent with colleagues and the frequency of rich human interaction 
are decreasing with the conditions of the pandemic. Social distancing and isolation, which are common 
effective methods for coping with the spread of the virus, increase the loneliness levels of employees. 
Emotional loneliness stands as the most prevailing psychological problem regarding the outcomes of the 
pandemic for older adults (van Tilburg et al., 2020). Loneliness is also associated with important indi-
vidual and organizational outcomes (Chen & Kao, 2012). Leaders should provide employees assistance 
and support and the necessary platforms for socializing with colleagues. One possible way to assure this 
can be organizing leisure activities and discretionary informal meetings online for employees. Online 
social activities, gamification and online training can also serve as platforms for cohesion.

With the conditions of pandemic, the time spent in the workplace is decreasing and numerous em-
ployees work from distance. Distancing from workplace physically means being away from all these 
familiar experiences and psychological sources which in turn impair workplace spirituality. Workplace 
spirituality has been considered as a significant antecedent for creating a fulfilling and healthy work 
environment (Ghadi, 2017). Leaders should implement policies for fostering spirituality which is also 
significantly associated with other concepts that this chapter addresses (Ghadi, 2017). Supporting feelings 
of inclusion and cohesion (Ashmos & Duchon, 2000) can enhance the spiritual wellbeing of employees.

Figure 1. The model for the antecedents and moderators of the work-related psychological outcomes of 
the pandemic
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The long-lasting effects of pandemic will continue to critically change the circumstances for leaders 
to manage employees’ psychological needs in the post pandemic era. This chapter addresses adverse 
psychological work related outcomes of the pandemic that require special managerial concern and at-
tention. Although workplace loneliness, work alienation and spiritual well-being have been increasingly 
a focus of attention in the literature; unique conditions of the pandemic necessitate further investigation 
and reanalysis of the concept for the management of the change in the Post-COVID-19 Era. The chapter 
examines the transformation of work related circumstances regarding the variables and provides recom-
mendations for effective management of the human side of adverse outcomes of the pandemic.

Redesigning the works in a way that they will provide for basic employee needs and in accordance 
with Job Characteristics Theory that they would create intrinsic motivation is crucial for managing the 
change compelled by the pandemic. Sustaining high quality leader-member exchange and organizational 
support, managing the information including the informal channels and effective communication and 
providing platforms for informal relationships are important pillars for combating adverse psychological 
effects of the pandemic. Realizing individual and demographic differences regarding the experience and 
effects of the pandemic is crucial. Awareness for the increased family-work interference and managing 
the processes for benefiting work-family enrichment and avoiding from work family conflict can serve 
substantially for the effective management of the transmission processes during and after the pandemic. 
Finding effective ways to monitor employees without engaging in micromanagement and creating feel-
ings of exclusion also stands as a serious concern with the digitalization of the work. Supporting indi-
vidual psychological capacities of employees with consultancy and trainings will help them to be more 
psychologically resilient against the adverse effects of the pandemic.
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KEY TERMS AND DEFINITIONS

Alienation: Feelings of meaninglessness and isolation from others and self.
Distance Working: Working from home or somewhere outside the traditional workplace.
Identification: Feelings of belongingness and inclusion.
Loneliness: Lack of sufficient social companion and support.
Micromanagement: Managing with high and close supervision, without delegation, trust and transfer 

of responsibility and authority.
Posttraumatic Stress Disorder: Having long-lasting psychological symptoms after a traumatic life 

experience such as loss of a loved one or a disaster.
Psychological Capital: A state where individuals are hopeful, psychologically resilient, optimistic 

and efficient to cope with work and life demands.
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Social Distancing: Keeping away from others, social events, and groups of people physically for 
avoiding the transmission of the virus.

Spillover: Transmission of the emotions or attitudes from one life domain to another.
Spiritual Well-Being: A state where individuals feel fulfillment, meaning and balance.
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ABSTRACT

This chapter aims to combat the challenge of employee engagement faced by organizations across the 
globe during this uncertain world. This theoretical study suggests a conceptual model that explores 
adaptive leadership to evoke employee engagement in this pandemic context. Based on the theoretical 
lens of social exchange theory (SET), the conceptual model of the study illustrates the role of adaptive 
leaders in facilitating employee development, formation of social capital, and articulation of organiza-
tional vision. This, in turn, boosts employee engagement levels, in particular affective, cognitive, and 
physical engagement. The rationale of the conceptual model is provided with testable propositions. This 
chapter extends the human resource management scholarship on how to deal with employee engagement 
challenge. Simultaneously, it takes aim to expand the adaptive leadership theory research by exploring 
its possible effect on employee engagement outcomes.

INTRODUCTION

Leadership has been extensively studied in organizational scholarship. Scholarly literature has published 
umpteen studies on leadership for several decades. However, ever since 1980s, the scholarly attention has 
shifted from behavioral contingency approaches to leadership towards the concept of adaptive leadership 
(McKechnie et al., 2020). The contemporary business environment has been badly hit by the COVID-19 
pandemic and ever since the outbreak of the viral disease; organizations across the globe are reeling with 
numerous challenges (Wang et al., 2020). The COVID-19 context has further increased the turbulence 
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and uncertainty of the business environment, as different organizations have to shift to virtual mode of 
operations in no time, and business prospects dwindled due to anxiety and fear in the minds of custom-
ers. Importantly, these are the very conditions under which adaptive leadership thrives (Baker, Irwin, & 
Mathews, 2020). Consequently, it is vital to exercise effective adaptive leadership, in order to respond 
to current business environment. Nonetheless, the present unprecedented conditions have added to the 
anxiety of employees and organizations. Numerous studies indicate that a large chunk of employees 
finding it difficult to stay engaged with their work (Chanana & Sangeeta, 2020). As a result, it poses a 
grave challenge to design effective employee engagement strategies. Recent studies indicate that globally, 
organizations are finding it increasingly difficult to bolster employee engagement rates, particularly in 
contemporary times (Quantum workplace Best Place to Work, 2020).

Along the similar lines, the extant literature has suggested the need for adaptive leadership to achieve 
organizational performance and competitive advantage (Dunn, 2020). Interestingly, an adaptive leader is 
heedful to the dynamism of the present business landscape and responds with appropriate strategies. In 
addition, the present business landscape is forcing adaptive leaders to leverage human capital and design 
a resilient organization capable of dealing with environmental turbulence and complexities. All this in 
turn, lead organizations pursue adaptive leadership as a business imperative measure (Yuki & Mahsud, 
2010). However, there is still a paucity of academic research, particularly the empirical investigation 
on adaptive leadership. In this vein, our endeavor to explore a linkage between adaptive leadership and 
employee attitudinal outcomes (employee engagement) is a valuable addition to the extant body of re-
search. More importantly, the domain of employee engagement has been widely researched during past 
few decades and following antecedents to employee engagement are identified namely job characteristics, 
organizational culture, supportive leadership styles, organizational trust, and individual characteristics. 
Also, the extant literature indicates a linkage between leadership and motivation, job satisfaction, and 
competitive advantage; still there is considerable gap in literature regarding the role of leadership to 
nurture employee engagement within organizations.

In this line of thought, the current study explores a potential linkage of adaptive leadership and em-
ployee engagement in the present COVID-19 context. In this study, we propose a conceptual model that 
focuses on adaptive leader’s relational behavior and its impact on employee engagement. To this end, 
adaptive leader’s role in supporting organizational learning, communicating the vision, and developing 
the social capital are linked to affective, cognitive, and physical engagement of employees.

LITERATURE REVIEW

Understanding Adaptive Leadership

Broadly, adaptive leadership is conceived as the leadership style focusing on adaptation in a given 
context and responding to the complexity, ambiguity, and uncertainty in the environment. Specifically, 
adaptive leadership is conceived as “the practice of mobilizing people to tackle tough challenges and 
thrive” (Heifetz et al., 2009, p. 14). Adaptive leaders seek to mobilize knowledge quickly, are responsive 
to contextual needs, and seek to empower their colleagues to act, even when the path is unclear, and 
the journey might be messy. Due to this, an adaptive organization is able to respond swiftly to rapidly 
changing opportunities and demands as they occur” (Dunn, 2020, p. 33). An adaptive leader may not 
know what the perfect course of action is and must do something to acquire information so that the 
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team can adapt his or her actions to correspond more directly with the context they are working within. 
An effective adaptive leader thrives in the times of uncertainty and disturbance and foresees a ray of 
opportunity in unfavorable conditions (Grisogono & Radenovic 2011). At the heart of adaptive leader-
ship lies the concept of adaptive management, which incorporates collective ability to identify which 
interventions – or combinations of interventions – might work best and why, as well as understanding 
the impacts of these interventions. Adaptive leadership encompasses following key aspects namely, 1) 
creating larger organizational goals, ii) formulating action plan to achieve organizational goals, and iii) 
translating larger organizational strategy into operational protocols to design routine activities (Coleman, 
2020). Operational adaptability is needed for sensemaking activities especially in present complex situ-
ations as in the case of COVID times. Adaptive leadership is considered an amalgamation of absorptive 
capacity (includes the awareness, learning and practice of acquiring and assimilating new informa-
tion), adaptive capacity ability to adapt or to change to respond to an unpredictable environment), and 
managerial wisdom (ability of being aware of intuition, environmental perception and social relations) 
(Ramalingam, Wild, & Ferrari, 2020).

The most important aspects of adaptive leaders are shared values and shared understanding. It also 
facilitates the development of a vision that fuel focus and commitment of employees. Heifetz and col-
leagues (2009) points it out ”bold aspirations amid their challenging realities” (p. 2). It helps leaders 
set priorities and balance short-term and long-term measures, and gives the entire organization a sense 
of confidence about the future. Adaptive leaders are able to communicate this vision in order to inspire 
others to build commitment to organization’s goals. Then, they empower the members to enact the adap-
tive vision of the organization. Moreover, they have positive expectations of the performance from their 
peers, subordinates and themselves.

Adaptive leadership style is centered around Adaptive Leadership Framework, which considers an 
individual (patient) to be a complex adaptive system, adapting both physically and psychologically to 
their environment through a process of adaptive work (Thygeson, 2013). Two types of challenges and 
corresponding work are recognized: technical and adaptive. Technical challenges are “simple or com-
plicated problems that can be identified and specified with considerable accuracy, and are amenable 
to solution by experts using methods and technologies that do not require major changes to the system 
itself” (Thygeson, 2013, p. 664). Adaptive challenges, however, are “complex problems that are hard to 
identify or specify completely, and that require the patient to learn new attitudes, beliefs, and behaviors” 
(Thygeson, 2013, p. 664). In practice, certain challenges are more troublesome as they can be resolved 
effectively only through rigorous efforts of the individual itself (the patient) and not by resorting to ex-
ternal consultants or experts. However, a plethora of literature on adaptive leadership is prescriptive in 
nature and mainly focused on deciphering the characteristics and nature of such a leadership approach. 
Recently, a research study suggests that current pandemic requires changes at operational and leadership 
levels. In terms of operational adaptation, adjustments need to make in management practices. From 
leadership perspective, adaptive approach to leadership is the need of the hour that fosters collective 
decision-making, transparent work culture and building trust among individuals (Ramalingam, Wild, & 
Ferrari, 2020). Therefore, there is a definite scope to explore the possible effects of adaptive leadership 
on individual attitudes such as employee engagement.
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EMPLOYEE ENGAGEMENT IN THE UNCERTAIN TIMES OF COVID-19: 
EMPLOYEE ENGAGEMENT PRACTICES DURING THE COVID-19

The severe respiratory disease recently appeared in Wuhan (Hubei province), China. Epidemiological 
examinations have suggested that the epidemic was related to a seafood market in Wuhan, China (Fan 
et al., 2020). COVID‐19 is a pandemic that has already reached 5,934,936 confirmed cases globally, 
with at least 367,166 deaths as reported by the World Health Organization (WHO) as of May 31, 2020 
(Chanana & Sangeeta, 2020). Consequently, most organizations started working online and initiated 
a work‐from‐home (WFH) regime. Due to lockdown, most organizations provide the facility to their 
employees to work from home. But work from home is difficult for employees as they do not feel the 
organizational climate at home, as lack of concentration due to frequent invasion of family members; 
work–life conflict arise due to this. Even they do not have proper equipment and tools (computer, mouse, 
printers, scanners, headphones, webcam, internet connection, and dedicated workspace—a quiet place 
to work). Most employees feel stressed due to rising cases of COVID‐19 in the world. They are not sure 
about their job security and also about their salary. Due to these problems, employees could not concen-
trate/focus on their work, so there is a need for employee engagement. The prime responsibility of the 
organization is to take care of their employees’ well‐being and engage them properly. Those employees 
who are engaged well are giving 100% result. Leaders should provide some motivational talk lectures, 
boost their morale, and provide psychologically safe and open environment so employees can raise their 
voice if they are having some issues. Leaders can use multimedia for communication. But work‐from‐
home regime is challenging for employees as well as for organizations during this difficult situation.

However, with the rapid changes in the business world owing to global pandemic of COVID‐19, 
organizational leaders must endeavor to innovate and create effective ways to engage the employees in 
a healthier way during this difficult time. “Employee engagement is a workplace attitude that is ensuing 
all adherents of an organization to give of their excellence every day, committed toward their organiza-
tion’s goals and values” (Chanana & Sangeeta, 2020, p. 2). In accordance with the pioneering work of 
Kahn (1990), employee engagement is construed as “the harnessing of organization members’ selves 
to their work roles; in engagement, people employ and express themselves physically, cognitively, and 
emotionally during role performances.” (p. 694). In addition, research demonstrates that higher engage-
ment levels are linked to improved productivity and a healthier bottom line. In good times or bad, worker 
engagement should be a top priority of organizations (Vickers, 2019).

Resource-based view of the firm asserts that employees are the most critical adaptive resource of 
an organization that ultimately shapes the competiveness of an organization. However, to stay sustain-
able organizations not only need to attract talented employees but also need to effectively engage their 
current workforce. Given the present unprecedented times of, organizations are finding it increasingly 
difficult to engage their distributed workforce, working indoors away from the workplace. Although, 
the concept of employee engagement is an extensively researched domain both in scholarly and popular 
press, still there is a scope to craft commensurate engagement strategy relevant to the present context. 
As per a recent Gallup sturdy, in the USA alone employee engagement rates have experienced a decline 
relative to the last one year (Harter, 2020).
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TOWARDS A CONCEPTUAL MODEL

The present study is theoretical in nature and presents a conceptual model illustrating the role of adaptive 
leaders in evoking employee engagement from the lens of Social Exchange theory (SET). SET argues 
that employees and management operate as an amalgamation of social exchanges, whereby organization’s 
policies and practices evoke reciprocal responses among employees (Cropanzano, Anthony, Daniels, & 
Hall, 2017). There is a sense of reciprocity. Specifically, when organizations offer support to employees 
by practicing adaptive leadership to facilitate developmental opportunities, social capital formation, 
and link organizational vision and individual goals. All this is facilitated by adaptive leadership. As 
employees’ higher order psycho-social needs are fulfilled, it will translate into positive outcomes of 
higher engagement (see Figure 1).

Adaptive Leadership, Employee Development, and Affective Engagement

Adaptive leaders consider the contemporary complex environment not only posing serious challenges, 
but also opening up window of opportunities in terms of supporting employee development. The aim 
is to create resilient organizations characterized by high level of flexibility, agility, adaptability, and 
continuous learning capabilities. One of the effective means is through development of human capital. 
There is a compelling evidence in the literature that point out organization wide learning initiatives, and 
a focus on sensemaking activates are quintessential to survive and flourish in this complex and turbulent 
business landscape (Doyle, 2017).

Adaptive leaders play a key role in this regard, as their adaptive or visionary dimension builds 
employee commitment towards organizational vision. Contrastingly, creative leadership dimension is 
focused on developing and managing intangible resources of the firm in particular, human capital as 
well as reinforcing learning-oriented environment. They inspire employees to focus on their individual 
development (Yuki & Mahsud, 2010). In this line of thought, nurture an enabling culture for continuous 
learning, collaboration, opportunities for information sharing and leveraging internal expertise to foster 
learning and development, and innovation (Coleman, 2020). Besides, they are able to sense the market 
demands and hence have a holistic approach of development i.e. by focusing on their operational aspects 
of adaptation; they strive to facilitate organizations to be learning-centric workplaces.

Drawing from the past studies, there is a strong relationship between adaptive leadership and organiza-
tion leaning (Nicolaides & McCallum, 2013). On the similar lines, adaptive leaders contribute in enhanc-
ing the absorptive capacity of organizations by facilitating knowledge sharing and learning at individual 
and organizational levels (DeRue, 2011; Mumford et al., 2002). This encouragement of organization 
learning, knowledge creation and sharing create conducive conditions for employees’ development as 
organizational members can share their knowledge, skills, and experiences to relatively inexperienced 
employees, who quickly grab any opportunity for learning and development. In other words, adaptive 
leaders facilitate employee development by fostering key learning aspects including knowledge sharing, 
organization learning, and supportive work environment. This will lead to the fulfillment of cognitive 
needs of employees and create a perception of a supportive organization which has a concern and focus 
towards employee development. All in all, it generates a sense of affective or emotional engagement. 
Thus we propose-
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Proposition 1- Adaptive leader’s focus on development of employees has a positive influence on em-
ployees’ affective engagement.

Adaptive Leadership, Social Capital Development, and Physical Engagement

The extant literature has revealed the significance of relationships or social ties for leadership effec-
tiveness. Balkundi and Kilduff (2006) conceptualizes leadership as “social capital that collects around 
certain individuals” (p. 421) and suggest that successful leadership harnesses “social intelligence, or 
the accurate perception of social relationships in organizations” (p. 7). In board terms, effective leader-
ship must leverage individuals’ personal networks, and relationships among organization members for 
the benefit of the organization. Therefore, the significance of social capital cannot be overstated. In the 
similar vein, prior literature demonstrates that formation of social capital is an important activity of 
adaptive leaders (Ramalingam, Wild, & Ferrari, 2020).

Adaptive leaders have to manage demands of multiple stakeholders though the collaborative efforts 
of the team of executives (McKechnie et al., 2020). In addition to developing human capital, adaptive 
leaders also build social capital by encouraging members to build relationships and work collaboratively 
in teams. This enables formation of communities of organizational members or citizens with diverse 
skills and characterized by common interests, trust, and reciprocity, which facilitate the creation and 
sharing of knowledge leading to collaboration, collective intelligence, and innovation. Communities in 
turn, generate internal social capital i.e. value gained through relationships in interconnected or net-
worked assets (Glover, Friedman & Jones, 2002). Importantly, social capital is also considered pivotal 
to harness an organization’s human capital and in turn, fuels sustainable competitiveness (Samad, 2020). 
Importantly, adaptive leaders create a culture of trust, which is vital for social capital development and 
effective cooperation and coordination among members to achieve common goals.

Along similar lines, research indicates a positive association of quality relationships and vigor of em-
ployees (Jindo et al., 2020). Research suggests that vigor has its roots connected with emotions including 
moods and affect. Vigor is found to be a key facet of work engagement (Bakker & Demerouti, 2007). 
Parallely, relational aspects of work such as interpersonal relations, leader member exchange, peer-to-peer 
bonding act as strong determinants of employee engagement. Therefore, social and relational aspects of 
work facilitate development of employee vigor. Moreover, through their relational behaviors of collabora-
tion, community development, and open communication, adaptive leaders nurture positive relationships, 
which in turn, strengthen social capital formation manifested in terms of cordial relationships among 
employees. This, in turn, breeds a feeling of vigor in employees. In a similar vein, feeling of vigor has 
been found closely related to physical engagement (May, Gilson & Harter, 2004). Also, cultivating a 
work environment supportive to developing interpersonal relationships at workplace; engenders a sense 
of being valued, listened, and respected in the minds and hearts of employees. Therefore, the generation 
of social capital promotes engagement levels of employees as they desire to develop relationships and 
social ties to satisfy their social and cognitive needs. In other words, development of social capital by 
adaptive leaders translates to a greater physical engagement of employees. Thus we propose-

Proposition 2- Adaptive leader’s development of social capital has a positive influence on employees’ 
physical engagement.
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Adaptive Leadership, Vision Articulation, and Cognitive Engagement

“Cognitive engagement means being aware of one’s role and its linkage with organizational objectives” 
(Naim & Lenka, 2017, p.31). The extant scholarly and practitioner research has suggested that leader 
has a definite role in engaging the employees (Harter, Schmidt & Heyes, 2002). It is envisaged that em-
ployees respond positively when their personal objectives are congruent with the organizational mission 
(Naim & Lenka, 2020). Similarly, their goals must be well-defined and aligned with larger organizational 
objectives so that they can realize that their performances are contributing to achieve the bottom-line. 
Adaptive leaders will aptly fill the bill here as they communicate the organizational vision in order to 
spur employees’ commitment to overall objectives. The key facets of adaptive leaders are shared values 
and a well-defined vision for the future. A well-articulated vision accelerates the pace at which an orga-
nization realize its long term objectives and increase organizational sustainability (Glover, Friedman & 
Jones, 2002). It is essential that top leadership of an organization have a focus towards overall strategy 
implementation to realize the benefits of adaptive leadership (Coleman, 2020) Along the similar lines, 
Slatten and Mehmetoglu (2011) reveals’ that employee’s adaptive attention enhances engagement; wherein 
adaptive attention denotes the provision of guidance and direction by strategy.

More importantly, they develop fitment between individual goals and overall strategy of the orga-
nization, it increases awareness of big picture. Consequently, it evokes a feeling of belongingness and 
connectedness with the organizational objectives. Moreover, this alignment further provides a direction 
to aim at. In other words, they help employees visualize the association between what they do and the 
success of the organization. It results in employees feeling valued and aware of their contributions in 
achieving larger organizational goals, in turn fulfilling their higher order psychological needs, ultimately 
translating into a feeling of higher cognitive engagement. Unsurprisingly, the extant employee engage-
ment scholarship corroborates that alignment between employee objectives and organizational objectives 
engenders a higher feeling of engagement (Slatten & Mehmetoglu, 2011). Thus we propose-

Proposition 3- Adaptive leader’s articulation of vision has a positive influence on employees’ cognitive 
engagement.
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DISCUSSION AND IMPLICATIONS

The post-COVID-19 era has thrown numerous human resource challenges. Employee engagement is 
one such challenge faced by organizations globally. Organizations are making efforts to engage their 
workforce to stay sustainable and gain competitive advantage. To this end, never before has there been 
much emphasis placed on exploring the linkage of top leadership and engagement. Therefore, a con-
ceptual model to link adaptive leadership and employee engagement is envisaged. The model elucidates 
the influence of adaptive leaders on nurturing organizational learning, developing social capital, and 
articulating the vision, in turn enhancing affective, physical, and cognitive engagement of employees. 
The extant literature on employee engagement asserts the significance of management and leadership 
as a key driver-in this connection. “If we don’t believe in the messenger, we won’t believe the message” 
holds true from the leadership perspective. Leaders with a focus on positive interactions with followers, 
relationship building, and trust development have been shown to improve engagement levels (Bakker 
& Schaufeli, 2007). Likewise, transformational leaders are shown to exert a positive impact on shap-
ing positive employee attitudes such as employee satisfaction, and employee engagement (Walumbwa 
et al., 2005). The present study is corroborated by the extant literature that reveals a need for adaptive 
leadership as a potential strategy to people management challenges imposed by this pandemic. Recent 
experience highlights the need for adaptive leadership in national and global responses to the outbreak 
(Ramalingam, Wild, & Ferrari, 2020).

Adaptive leaders emphasize on the values of cooperation, consideration, agreement, fairness, and 
social equality. The adaptability culture has adaptive leaders that support values promoting autonomy, 
individual initiative, responsibility, creativity, risk-taking, learning, and entrepreneurship that allow the 
organization to interpret and translate signals from the environment into new goals and strategies. They 
influence others by articulating vision, values, strategy and nurturing quality relationships instead of 
command and control. In the process, adaptive leaders delegate decision making powers, and provide 
the necessary resources to perform jobs, and provide a linkage between individual goals and organiza-
tion’s vision. It is this linkage that gives a sense of direction, thereby gaining commitment of employees 
towards pursuit of organizational vision. The present study has key theoretical and managerial implica-
tions. From managerial vantage point, the study will encourage human resource managers to refurbish 
their employee engagement strategy by exercising adaptive leadership to enhance affective, cognitive, 
and physical engagement. From theoretical vantage point, this study broadens our understanding on re-

Figure 1. The conceptual model
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lational aspects of adaptive leadership by providing a thorough review on adaptive leadership and adding 
to the literature on its positive influence on employee engagement. To the best of our knowledge, so far 
no academic work examines adaptive leadership in the given context. This has also addressed the call 
for further academic research on employee engagement (Saks, 2006).

LIMITATIONS AND FUTURE AVENUES

This study being theoretical lacks empirical investigation, and hence it is the primary limitation of this 
work. This chapter opens new avenues for future research to further explore adaptive leadership in the 
given context. Firstly, conduct empirical validation of the proposed conceptual model. Secondly, identify 
effective moderating conditions to bolster the effect of adaptive leadership. In this regard, investigating 
the impact of variables such as organizational culture, organizational trust, organizational justice, and 
perceived organizational support offer a potential line of research for future studies.

CONCLUSION

In the contemporary world, organizations are innovating with unprecedented ways of operating , given 
the work from home situation forced by COVID-19 outbreak. There is a sharp decline in employee mo-
tivation and employee engagement. As engaged employees are the drivers of sustainable competitive 
advantage for organizations, therefore organizations must emphasize on practicing adaptive leadership 
styles to support employee development, develop social capital, and articulate the vision of organiza-
tions. It lead organizations to effectively engage their workforce.
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ABSTRACT

The purpose of this study is to explain the relationship between the COVID-19 crisis and leadership 
and to demonstrate the leadership skills necessary in the post-COVID-19 era. This study is based on 
literature research. In the study, firstly, the effects of COVID-19 on human life are explained. Then, 
the relationship between crisis management and leadership is discussed. Later, the features of the new 
era after COVID-19 and the concept of the digital age are explained. The role of leaders in this new 
era is emphasized. In the last part of this study, three leadership types that attract attention during the 
pandemic process are briefly explained. These are ethical, digital, and pandemic leadership. In the last 
section, the skills and abilities required for leaders who are to succeed after COVID-19 also add value 
to the research.

INTRODUCTION

The COVID-19 pandemic, which emerged in the Wuhan region of China in late 2019 and then spread to 
the whole world and turned into a COVID-19 global health crisis, plunged the world into unprecedented 
chaos. This pandemic has plunged health systems into a crisis of unprecedented magnitude (Ahlsson, 
2020, p. 1). According to the World Health Organization, on October 6, 2020, the number of COVID-19 
confirmed cases worldwide was 36,237,403, while 1,054,868 of them resulted in death (WHO, 2020). 
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This disease, which causes great damage to human health and kills many people, has also destroyed 
global markets (Altamirano & Collazo, 2020, p. 65).

This global public crisis has also brought many difficulties for leaders who have made intensive efforts 
to manage the effects of the enormous threats it poses and has led to unprecedented decisions to be made 
(Nicola, et. al., 2020, p. 123). Many governments have started a huge struggle over how to prepare for 
the pandemic, how to respond, and how to mitigate its effects (Moon, 2020, p. 1). Countries all over the 
world have tried to manage this process by imposing various bans and restrictions. For example, schools 
were closed, face-to-face education was suspended (Husbands, 2020, p. 6). People’s work lives, social 
lives, and travel patterns have been changed (Horná, 2020, p. 2). People have put an end to their social 
lives by putting physical distances between them and have started not to travel on a regional or global 
scale. In this process, all businesses, large and small, whose commercial losses gradually increased, be-
gan to follow policies that would lead to increased unemployment (Altamirano & Collazo, 2020, p. 72).

All these changes in a micro and macro sense have created an impetus towards a new human age by 
moving countries, sectors, individuals, in other words, all humanity, away from known social and eco-
nomic structures. How this age will take shape relates to the decisions of leaders (Dirani, et. al., 2020, 
p. 380). Crises such as COVID-19 pose multiple challenges for leaders. Leaders must identify problems 
coming in a rapidly changing situation and understand a dynamic threat with limited information, make 
critical decisions in response, and coordinate the process. In times of crisis, people turn to their lead-
ers, and leaders turn to the people they influence (Roberts, 2020, p. 232). At such times, communities 
or employees follow their leaders and are influenced by their decisions. In other words, leaders are put 
under the spotlight in difficult times such as the COVID-19 crisis due to their positions (Lagowska, et. 
al., 2020, p. 1). This is because people expect guidance, hope, and accurate information from leaders. In 
summary, at such times, the spotlights are turned to the leaders. In such cases, it becomes very important 
to manage the process successfully. For example, in the process of the coronavirus pandemic, the key 
role played by the leadership during crises is emerging, with some global leaders rising in popularity 
and others declining rapidly (Lagowska, et. al., 2020, p. 4). During this period, although the virus was 
a problem found all over the world, world leaders showed significant differences in their reactions. This 
has significantly different consequences in terms of virus reduction, public health, and economic stabil-
ity. This is because leaders adopt different approaches (charismatic, ideological, pragmatic (CIP) model) 
to understand the crisis, and the difference in decision-making and communication methods (Crayne & 
Medeiros, 2020, p. 1)

In summary, the destruction brought by COVID-19 and the new order it will bring will lead to the 
reshaping of systems, the emergence of new structures, economic successes, or failures. All of these 
relate to the decisions taken by the leaders. How leaders respond to the crisis will permanently change 
the economic, social, and health fundamentals of their communities (Dirani, et. al., 2020, p. 381). These 
changes point to the new era after COVID-19.

At this stage, the relationship between the COVID-19 crisis and leadership emerges as an issue worth 
discussing. What will their leadership styles and behavior be like in this new normal full of uncertainty? 
How do global threats change the way we manage the global workforce? (Caligiuri, et. al, 2020). What 
should be done about leading people, organizations, or societies in the new era? What are the leadership 
competencies required during and after the crisis? (Dirani, et. al., 2020, p. 380). What changes are there 
in the future of leadership? (Husbands, 2020, p. 3). Responding to all this will help prepare leaders for 
the new age and future (Lagowska, et. al., 2020, 4). For all these reasons, one of the aims of this chapter 
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is to investigate the relationship between the COVID-19 crisis and leaders. Another aim of the chapter 
is to reveal the leadership skills in the post-COVID-19 period.

In the literature, researches on the relationship between COVID-19 and leadership have started. 
Coscieme et al. (2020), examining the success of male and female leaders in the pandemic period; found 
that countries, where women are leaders, have six times fewer deaths from COVID-19 than countries led 
by men. In another study, the concepts of cooperation and compassion in the relationship between the 
COVID-19 era and leadership were explored in the United States with names such as President Trump 
(Forester, & McKibbon, 2020). In another study, the reasons for Jacinda Ardern’s success in coronavirus 
crisis leadership were discussed (Wilson, 2020). Dirani (2020) revealed the relationship between leader-
ship skills and human resources development in this period. Bartsch et al. (2020) investigated leadership 
in virtual environments caused by the COVID-19 pandemic. The research revealed that in such crises, 
task and relationship-oriented leadership behavior is required for employees to maintain their work 
performance in a virtual environment. Fernandez and Shaw (2020) explored leadership best practices 
to tackle the challenges posed by the COVID-19 pandemic. In the research, the concepts of servant, 
academic, and allostatic leader are emphasized. Wilson (2020) linked leadership to the COVID-19 crisis 
with a pandemic leadership model.

This research, on the one hand, contributes to the literature with a holistic approach due to the dis-
cussion of the relationship between the COVID-19 pandemic crisis and leadership, on the other hand, 
to reveal the requirements of being a successful leader in the new period after COVID-19. The research 
first explains the effects of the COVID-19 pandemic on work life, social life, and health. The following 
section explains the general relationship between crisis management-leadership-COVID-19. Later in the 
research, the concepts of the new era and digital age after COVID-19 are included. Finally, the research 
discusses the types and qualities of leadership that will be required to be successful in this new era.

This chapter of the book is based on a conceptual framework, so it has been structured using litera-
ture research.

EFFECTS OF COVID-19 ON HUMAN LIFE

COVID-19 is a virus that first appeared in Wuhan Province, China in late December 2019, and was 
identified on January 13, 2020, with research on patients. Symptoms of COVID-19 disease are clinical 
symptoms such as fever, dry cough, tiredness, muscle or body aches, headache, loss of taste or smell, sore 
throat, nasal congestion or runny nose, nausea, vomiting, diarrhea. The epidemic was first detected in 
seafood in this region and those found in the animal market. Afterward, it can be transmitted from person 
to person, and other cities in Hubei province, especially Wuhan, and other provinces of China, and it 
then spread to other countries around the world (Duygun, 2020, p. 234; Rahmani & Mirmahaleh, 2020).

Different hypotheses have been put forward about the virus that is the cause of the COVID-19 disease 
and its formation. While some claim that the virus has a zoonotic nature, it is passed from animals called 
bats and Pangolin, which are possible hosts, to humans; if some they have beliefs that this virus has been 
artificially or intentionally produced in a laboratory setting (Menachery, et. al., 2015; Liu et. al., 2020).

No matter how this virus originated, the COVID-19 disease created chaos that started in China and 
spread all over the world. This chaos has led to events and disasters that have never been encountered 
before. During this period, various prohibitions or measures were put into practice to minimize economic 
and moral losses. While individuals tried to take precautions, business or country leaders also resorted 
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to various practices for their following groups. All these practices deeply affected both the social life 
and business life of people. At the same time, this virus has deeply affected public health. All these ef-
fects are described below:

1.Effects on social life: The main effect on this issue is on the new order brought about by the physical 
distance rules. People who want to avoid the risk of virus transmission have started not to travel, 
to go out and to meet their friends and relatives. The leaders of many countries, on the other hand, 
carried this to a macro dimension, closing the country’s land and air border gates, and preventing 
the global movement of people. In many countries, there have even been new processes where 
curfews are imposed, and people can only go out for their food needs. All collective activities have 
been terminated in many regions. Shopping centers have been closed; weddings, funerals, and 
artistic events were suspended, and football matches were canceled. In many regions, schools and 
universities were closed, face-to-face education was suspended, and virtual education was started 
(Husbands, 2020, p. 6; Horná, 2020, p. 2; Blake-Beard, et. al., 2020). Schools and universities 
have closed in most countries of the world to limit the spread of the new coronavirus disease (CO-
VID-19). Mandatory closure measures are in place in 192 countries; Learning activities stopped 
for approximately 1.58 billion students (91.4% of enrolled students), almost all education systems 
started to use distance education solutions (ILO, 2020a)

In the COVID-19 process, even in cases where people could go out, measures that had never been 
experienced before were encountered. The most important of these is the necessity of using personal 
protective equipment (mask, gloves, and disinfectant) (Blake-Beard, et. al., 2020).

All these practices caused people to be locked in their homes and isolated them. People who cannot 
socialize and see their loved ones have also started to struggle with psychological problems. People who 
want to meet one of their most basic needs, socialization, have tried to find solutions through virtual inter-
actions. Although lessons are conducted on the digital platform for children who cannot go to school, the 
fact that children who cannot socialize cannot meet their need for play has led to discussions that it will 
have bad consequences on their development and psychology (Venkatesh, 2020, p. 3; Voyer, 2020, p. 4).

2.  Effects on business life: Physical distance rules did not only affect social life, but also business 
life. The routines of people who cannot socialize, go out and travel have deteriorated, and their 
expenditures have narrowed. This situation puts the economies of entertainment, shopping, cater-
ing, sports activities, and many other services and production enterprises in a difficult situation. 
Industries such as tourism and transportation have come to a standstill. Most of these businesses, 
which suffered economic losses, had to make changes in their working conditions. While some 
businesses stopped production completely, some sought different solutions to this crisis. In this 
process, some enterprises that were in economic crisis resorted to layoffs, and the number of un-
employed increased. In the United States alone, around 881,000 Americans lost their jobs in April 
2020 (BLS, 2020). In the same region, it is estimated that 6.5 million jobs will be lost in the tour-
ism sector in 2020 (Statista, 2020). These losses are experienced in different sectors not only in 
America but all over the world (ILO, 2020b). During this period, people who were worried about 
getting sick and lonely due to COVID-19, lost their jobs, worsening their psychological situation. 
Employees who have not yet been fired are struggling with the anxiety of dismissal. Another work-
related impact is changing working hours and loss of income. Some employees who were not fired 
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but were employed for shorter periods or started to be employed from home were sentenced to less 
wages (Venkatesh, 2020, p. 2).

In the COVID-19 process, besides the layoffs, changes in the way things are done were also observed. 
Many businesses encourage employees to run their jobs from home to maintain their physical distance 
and minimize the risk of infection. In this process, it is stated that 50% of the workforce in the USA 
started to work from home (Venkatesh, 2020, p. 1). Conducting work from home and holding meetings 
has led individuals and businesses to use technology. In this process, the remote working method and 
digital working conditions have become popular for all jobs that can be carried out remotely (Caligiuri, 
et. al., 2020).

3.  Effects on health life: COVID-19 infected millions of people around the world, causing many people 
to struggle with the disease and the death of more than 1 million people. The number of people 
infected and who died from this infection is increasing day by day (Fernandez & Shaw, 2020, p. 
2; Saidi, et al., 2020, p. 295).

COVID-19 infects the lungs by infecting the upper and lower respiratory tract of some of the infected 
people (Rahmani & Mirmahaleh, 2020, p. 1). While some people can overcome this disease very mildly, 
the effect on others is much more devastating. Many cases need intensive care due to problems such as 
shortness of breath and pneumonia and subsequently, result in death. It has also been determined that 
individuals who survived the disease may have permanent body damage (Rahmani & Mirmahaleh, 2020, 
p. 3). Even in individuals who have not yet caught this disease, health problems arising from staying at 
home have started to emerge. In addition to the ailments caused by physical inactivity, problems such 
as psychological problems or alcohol addiction have become widespread (Settersten et. Al., 2020, p. 3).

While COVID-19 has affected the whole world, it has caused much greater problems for some dis-
advantaged groups. For example, the virus has been much more deadly for people with chronic diseases, 
immune problems, and advanced age groups. For example, because the population density of Italy 
consists of people of the advanced age group, the death rates were also higher. (Settersten et.al., 2020, 
p. 3; Saidi, et.al., 2020, p. 296).

As the burden on hospitals and health systems has increased too much, time and resources devoted 
to other diseases have been halted; doctors had to stop their operations except in compulsory cases, 
and most of the healthcare professionals, regardless of the branches, were assigned to the detection and 
treatment of COVID-19 patients. During this period, many healthcare professionals continued to work 
at risk by fighting this virus on the front lines (Halawi, et. al., 2020, p. 759-760).

During this period, some of the disadvantaged groups were working remotely, transportation, etc., 
while many people were close to their homes. Employees in ongoing services. Low-income individu-
als, neighborhoods, and regions consisting of these individuals are also heavily affected by this disease.

Individuals in underdeveloped countries are also among disadvantaged groups. The health systems of 
these countries cannot provide enough resources for the detection and treatment of the virus involved. In 
such countries, people are not provided with safe protection or employment opportunities due to social 
injustices, so the spread and the mortality rate in these countries is higher (Chiriboga, et.al., 2020, p. 
1690; Settersten et.al., 2020, p. 2).
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In addition to all these effects, another change that concerns health is the use of new digital methods 
such as telehealth and remote treatment for certain groups who are not able to go to hospitals, who are 
afraid to go (Halawi, et.al., 2020, p. 759).

THE RELATIONSHIP BETWEEN LEADERSHIP AND CRISIS MANAGEMENT

Under this title, first of all, the basic relationship between crisis management and leadership is mentioned 
briefly. Next, the relationship between the COVID-19 crisis and leadership is discussed.

Crisis Management and Leadership

Traditionally leadership is defined as the whole of the characteristics related to gathering a certain group 
of people around certain goals and having the necessary qualifications, skills, and experience to mobilize 
them to achieve these goals. However, leadership today is not limited to the processes of influencing 
people and activating the structure. Today, the knowledge, skills, and ability levels of humanity, the 
way of understanding and perceiving the management, the tendency to see success as a necessity, have 
removed the leader from being the “person who creates thought” and the watcher from being the “person 
who does the job” (Erarslan, 2004, p.2).

No matter how it is defined, times of crisis bring many difficulties for leaders (Roberts, 2020, p. 
232). In an environment of high uncertainty, rapidly changing conditions, when it is unknown what the 
future will bring, it is very risky to make the right decisions. Because how leaders react to the crisis can 
permanently change, improve, or worsen societies’ economic, social, and health systems (Dirani, et. al., 
2020, p. 381). Leaders look for ways to make critical decisions that can positively affect people’s lives. 
In times of crisis, people look for strong leaders who can guide this process in the right direction (Dolan 
et. al., 2020). Therefore, leadership is primarily about people.

Leadership, which is associated with inspiring, exciting, persuading, and directing people, acts as a 
bridge between today and the future due to these characteristics (Blake-Beard, et. al., 2020; Husbands, 
2020, p. 6) The right decisions made cause this bridge to be stronger. In other words, the right behavior 
of leaders ensures that society or its masses survive and reach the future.

For all these reasons, leaders, who play an extremely important role in terms of the sustainability of 
the systems, depending on certain talents or skills to be successful in times of crisis. In other words, not 
all leaders can achieve the same success in times of crisis. In these periods, the most effective leaders 
are those who emerged with the creation of a proactive organizational culture, who are compatible with 
the organizational culture, and who have the skills to manage the crisis (Bhaduri, 2019, p. 535). Some 
researchers argue that different leadership abilities are required at different crisis stages to be success-
ful in crisis management (Wooten & James, 2008; Pearson & Mitroff, 1993). At this point, the crisis 
life cycle emerges as an important issue (Bhaduri, 2019, p. 541). According to this organizational crisis 
management process is explained through the five-stage life cycle, including signal detection, prevention, 
damage containment, recovery, and learning. Each of these stages requires different leadership abilities. 
Pre-crisis, sense-making, and perspective-taking are critical leadership competencies to detect the signals 
or red flags before the crisis happens and take sufficient processes to minimize the damage at an early 
stage. In addition to “issue telling, organizational agility, and creativity,” competencies critical during 
the prevention stage. During the crisis and containment stage, “decision making, effective communica-
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tion, and risk-taking” are the main competencies required. In the recovery stage, leaders are required to 
“promote organizational resiliency and act with integrity.” Finally, the learning stage, a leader’s “learning 
orientation,” is critical for successful crisis management (Bhaduri, 2019, p. 538-540).

COVID-19 Crisis and Leadership

The ongoing COVID-19 crisis has reminded everyone of the critical role leaders to play in dealing with 
unexpected events that threaten the existence of organizations around the world and moving them into 
the future (Lagowska, et. al., 2020, p. 1). Although this crisis occurred all over the world, the reactions of 
leaders to the crisis differed, so different processes were experienced and different results were obtained 
regarding crisis management (Crayne & Medeiros, 2020, p. 1)

Leadership behavior during the COVID-19 crisis period has also attracted the attention of academics. 
In this process, it has been started to investigate how leaders manage the COVID-19 process, what are the 
leadership problems that may arise during the crisis process, what the roles of leaders or the competencies 
that should be in leaders during and after the crisis (Dolan et. al., 2020). In another study, the masculine 
leadership and feminine leadership styles for the COVID-19 pandemic period were discussed. Accord-
ingly, in addition to the aggressive, strong, and risk-taking aspects of masculine leadership, emotional, 
loving, and sensitive aspects of feminine leadership were emphasized. In the research, the necessity of 
the Androgynous leadership type that combines the two leadership types is emphasized. According to 
research, leaders need to use both masculine and feminine traits in their leadership styles to achieve 
success in COVID-19 conditions. In other words, an androgynous leadership style is a success factor 
(Blake-Beard, et. al., 2020).

In a study investigating the reactions of the political leaders of the country during the COVID-19 
process, attention was drawn to the charismatic, ideological, and pragmatic types of leadership. Accord-
ing to research, there is no single better way to lead effective leadership and any path can be followed 
according to situational conditions (Crayne & Medeiros, 2020, p. 3). Research links pragmatic leadership 
with rationality, science, and education. The research links the success of Angela Merkel’s practices in 
the pandemic process with pragmatic leadership (Crayne & Medeiros, 2020, p. 7). In the research, Justin 
Trudeau, with charismatic leadership due to his hopeful and inspiring speeches (Crayne & Medeiros, 
2020, p. 4); Jair Bolsonaro, on the other hand, has been associated with ideological leadership only 
because of his statements prioritizing economic issues (Crayne & Medeiros, 2020, p. 6). Besides, the 
research suggests that pragmatic leadership is more effective in the success of pandemic management 
(Crayne & Medeiros, 2020, p. 9).

In addition to all these, it is necessary to emphasize the relationship of health leaders with this process. 
During this period, health leaders had to deal with the COVID-19 crisis by assuming a more important 
role than anyone else. They supported this struggle both by guiding decision-makers with their scientific 
opinions and by directly contributing to the treatment of infected individuals. Healthcare professionals 
and their leaders sought to manage the crisis with courage, creativity, and endurance. The transparent 
sharing of the research results or the data collected about the disease during this period served to inform 
other healthcare professionals and society. Countries’ pandemic science committees and health ministers 
have been the primary say in managing this process (Hunt, 2020, p. 2; Chiriboga, et. al., 2020). The 
decisions and practices of health leaders to establish partnerships to overcome the pandemic and achieve 
success in prevention methods such as diagnosis-treatment or vaccination have also been very effective 
in managing this process (Saidi, et. al., 2020).
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THE NEW NORMAL OF THE POST-COVID-19 ERA: THE DIGITAL AGE

The effects of COVID-19 on social and business life are briefly described in the previous section. Some 
of these influences have initiated such a radical transformation that there are beliefs that they cannot 
go back to the past. According to this belief, a process in which a new human age was triggered started 
(Dirani, et. al., 2020, p. 380). In this period after COVID-19; new normal, digital transformation, digital 
progress, digital age names have begun to be given (Horná, 2020, p. 2; Buheji & Buheji, 2020, p. 35; 
Husbands, 2020, p. 6; Caligiuri, et. al., 2020).

The reason why the post-COVID-19 era started to be called by these names is the applications such 
as remote working, distance education, and increasing use of technology, which were initiated to protect 
physical distances all over the world. Nowadays, there are opinions that these practices will not change 
in the post-pandemic period, will create permanent changes and that business life will not return to the 
old days (Venkatesh, 2020, p. 1). According to this view, the new normal digital age is associated with 
the world emerging stronger from every crisis, and COVID-19 will make a great transformation and 
progress compared to before.

The COVID-19 pandemic has forced many workplaces to adapt to major changes in the work environ-
ment around the world. Despite the changes and developments experienced in previous years regarding 
new technologies and digitalization, the sudden changes in the pandemic period required everyone to 
learn to use technology quickly (Buheji & Buheji, 2020, p. 35-36). The almost overnight transition from 
face-to-face to online and distance learning has placed significant and unprecedented demands on lead-
ers, their institutions, and staff (Husbands, 2020, p. 2). As these demands arise simultaneously by all 
individuals and businesses, new solutions and technologies for working from home have been sought. 
Concepts such as self-learning, e-learning, distance education, and teaching have started to be used by 
everyone. These new trends have forced organizations and leaders to integrate technology into their 
businesses (Dirani, et. al., 2020, p. 388).

In this process, leaders started to develop digital strategiesto meet the technological needs of em-
ployees and customers (Dirani, et. al., 2020, p. 389). Business meetings and pieces of training have been 
transformed into virtual conferences; blackboard, zoom, etc. applications have become widely used for 
virtual studies and gatherings (Slanetz, et. al., 2020, p. 1; Altamirano & Collazo, 2020, p. 68). For all 
these reasons, in the new digital age, the managers and leaders of the enterprises need to find new oppor-
tunities by bringing various technological programs to their businesses and employees. Since digitaliza-
tion is a tremendous source of change in the business world, leaders must also be able to deal with this 
digital transformation (Horná, 2020, p. 2). Leaders should invest in digital transformation technologies 
that are appropriate for their purpose and business. According to the European Commission (2018, p. 
7), the agents of digital transformation consist of 9 basic technologies:

• Social Media

Social media has a wide-ranging impact on digital entrepreneurs, such as providing a better insight 
into customer behavior. Recent trends include social media going company-wide beyond marketing 
and community-building functions, and a decline in email use as instant messaging becomes an office 
fixture, allowing for real-time communication and information sharing.

• Mobile services
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Mobile devices are technological advances that are transforming traditional businesses. Monitoring the 
use of mobile services is a prime indicator of how digital technologies influence how businesses work.

• Cloud technologies

The convergence of the cloud is promoting the growth of centrally coordinated applications that can 
be delivered to any device. Important business data, forms, and other documents can now be accessed 
from virtually anywhere, and cloud computing is making it easier to do business.

• Internet of Things

Mobile devices e.g. phones and wearable devices are now part of an expanded computing environ-
ment including – among others – consumer electronics and connected screens in the workplace. This 
network of Internet of Things (IoT) will raise management challenges for IT and manufacturing/logistics 
organizations as they lose control of user endpoint devices.

• Cybersecurity solutions

Cybersecurity has never been more essential, as companies have more digital valuable assets than ever 
before. The increasingly used hybrid cloud architecture requires a new approach to cybersecurity. The 
pervasive use of mobile devices by employees means that corporate IT now must manage the security 
of many more devices.

• Robotics and automated machinery

Robotics shift the labor/capital mix while managing societal expectations. End-user industries are 
rapidly adopting robots for industrial purposes to improve the quality of products and reduce manufac-
turing costs.

• Big data and data analytics

Companies are beginning to utilize big data and data analytics to gain business insights. As analytical 
technologies mature, they will leverage what computers do best, while freeing decision-makers from 
complex data analysis to deliver “intelligence at the moment”.

• 3D printing

3D printing is poised to transform nearly every industry. Recent developments have transformed how 
products are designed, developed, manufactured, and distributed. Mass production remains the biggest 
challenge, but it is already used to produce parts faster.

• Artificial intelligence
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AI will change the world and be ubiquitous in tomorrow’s economy. AI major gains are likely to 
focus on productivity, efficiency, automation, and costs, enabling consumers and businesses to capital-
ize on the dig.

The Role of Leadership in Digital Transformation

Digitalization is described by some as the biggest revolution that has come after the steam, steel, electricity, 
and petrochemical revolutions. As a result of digitalization that has had such a big impact, technology has 
begun to be used in all systems, and societies have started to advance the digital transformation process 
by not adopting the use of technology (Sainger, 2018, p. 1). The COVID-19 crisis played an unexpected 
and unprecedented rapid trigger in this transformation. Leaders’ role is also very important in this 
transformation. Organizations can’t realize this digital transformation without a leader. In this process, 
leaders should implement practices that will encourage the use of the 9 basic technologies described 
above. Also, its leaders should set a vision for digital transformation as well as making decisions that 
will reveal, develop, and lead to digitalization. It should share this vision with all other stakeholders, in 
other words, it should create an organizational culture compatible with digitalization (Sainger, 2018, p. 
2). Leaders must work with different dimensions such as business model, structure, people, processes, 
technological adaptation, proposals, and engagement to successfully create an organization that can 
digitally transform. According to Sainger (2018, p. 4), these dimensions are important elements of an 
organization’s value chain and digital transformation would not be possible without them.

Challenges of Leaders in Digital Transformation

The virtual work environment, which has emerged as a requirement of digital transformation, brings 
certain challenges for leaders. The main reason for this is that it is more difficult to lead individuals or 
teams working in virtual environments. For example, the change in working and living conditions of 
service workers exposed to the COVID-19 pandemic may have brought resistance to change. During 
this process, employees may feel uncertainty-insecurity-tension. These emotions can create changes in 
individuals’ performance (Bartsch, et. al., 2020). People resist change, and leaders must help people 
overcome their resistance to change. Since digital transformation is itself a form of change, then the 
same kind of resistance arises. It is also clear that technology alone is not something that will lead the 
organization towards its intended goals. Leaders should create a culture where people are empowered by 
technology to adapt and drive change (Sainger, 2018, p. 4). In this culture, leaders should develop new 
engagement strategies, taking into account the expectations of virtual teams in the digital era. Leaders 
should establish their digital transformation vision by evaluating new management strategies for the 
workforce (Sainger, 2018, p. 5). Virtual workers are not easy to influence - motivate - coordinate and 
control. Therefore, leaders should focus on strategies that will improve employees’ self-management 
skills. It is recommended to display task-relationship-oriented leadership behaviors to overcome these 
difficulties. In this process, employees should understand the stress experienced and flexibility should 
be given to them regarding their mistakes (Bartsch, et. al., 2020).
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LEADERSHIP TYPES, QUALITIES, AND SKILLS AFTER COVID-19

By destroying known systems of the COVID-19 crisis at once; has made individuals, communities, or 
businesses seek guidance from their leaders (Dirani, et. al., 2020, p. 380). How leaders guide this crisis 
not only determines the success of the crisis management process but also the future of the systems 
collapsing due to this crisis and how much adaptation will be made to the major changes that will occur 
after the crisis. While some leaders can see this process as an opportunity for development and growth 
and manage it successfully, others fail. This is because, in times of crisis, leadership creates an enormous 
challenge that requires exceptional physical, technical, social, and emotional skills. For this reason, 
recommendations for conducting research revealing the relationship between leadership development 
and crisis are also seen (Lagowska, et. al., 2020, p. 3). Some researchers have also begun to investigate 
the leadership qualities necessary to be successful during and after the crisis (Dirani, et. al., 2020, p. 
381; Horná, 2020, p. 6). In this research, it is aimed to answer this need. In this section, three leadership 
types supported by research are given briefly for the COVID-19 crisis period. Second, the leadership 
qualities and skills required for successful leadership in the new period after COVID-19 are explained.

Pandemic, Ethical and Digital Leadership

Wilson (2020) brought the pandemic leadership concept to the agenda by associating it with the success-
ful management of the pandemic process. During the COVID-19 pandemic period, a model was created 
by analyzing the New Zealand example practices and the decisions of the New Zealand leader, which 
were accepted by everyone, and brought it to the literature as pandemic leadership. Wilson (2020, p. 
285-289) attributed the distinctive feature and success factor of this model to building trust and provid-
ing creative responses.

Also, Wilson (2020, p. 285) explains the basic requirements of pandemic leadership as follows:

• Be led by expertise:
 ◦ Follow the science
 ◦ Use facts & evidence
 ◦ Listen to advice from relevant experts

• Mobilise collective effort:
 ◦ Inform & educate
 ◦ Pull no punches
 ◦ Convey direction, meaning & empathy
 ◦ Unite
 ◦ Address practicalities
 ◦ Avoid defensiveness
 ◦ Solicit feedback

• Enable coping:
 ◦ Enable planning
 ◦ Build relevant knowledge and skills
 ◦ Enable sensemaking
 ◦ Enable kindness
 ◦ Develop creative responses
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Ethical leadership is also a type of leadership that is explained by building trust. The uncertainties and 
sudden changes experienced during the pandemic process have led all individuals to seek explanations 
they can trust. Ethical leadership also comes into play here. It is about behavior that gives employees 
confidence in both the COVID-19 pandemic and post-pandemic periods. The feeling that employees can 
trust their leaders is most evident in this importance, so ethical leadership has become more important 
than ever to express the honest and transparent practices of leaders towards them (Horná, 2020, p. 2).

Ethical leadership in the digital age after COVID-19 is keeping up with the digital transformation. 
Leaders’ attitudes towards ethics and trust need to be radically changed and developed about the works 
that are starting to be carried out remotely and the different stakeholder groups that manage this process. 
Therefore, transparency and ethical management and leadership are seen as much more important in 
the next period. According to Horná (2020, p. 3), it is also important for leaders to develop trust-based 
approaches and gain new skills in this new era in which digital systems are used. Leaders of the business 
world are expected to cope with this change and develop skills that include ethical and moral behaviors 
to be successful in the digital age. Leaders based on the revitalization of the ethical environment and 
ethical culture organizations in the post-COVID-19 era will be better prepared to control/explore the 
digital world using digital technologies (Horná, 2020, p. 2-4; Nicola, et.al., 2020, p. 121).

In the previous sections, it was stated that the most important effect of the COVID-19 pandemic on 
business life was that it led to a digital age where remote work would prevail. In this period, there is a 
need for leaders who can adapt to the intensive use of technology, organize remote working people or 
teams, and lead them. It would not be wrong to call these leaders, who will be the best to integrate with 
technology, as digital leaders. Because the main characteristic of these leaders is to recognize digital 
innovations, to adapt to them, and to use digital communication processes successfully.

Digital leaders are expected to have digital speed and knowledge, as well as ethical and trustworthy 
behaviors. In the digital leadership style, digital applications in the new era after COVID-19 are seen 
as opportunities, and leaders who adapt to the best practices encountered in digital transformation with 
theologies are needed. These leaders are expected to take an active role in online environments through 
coaching or simulations (Horná, 2020, p. 3-6).

These three types of leadership are very important to mitigate the effects of the COVID-19 pandemic 
on social life, economic life, and the psychological health of employees. During this period, the goal of 
leaders is to contribute to economic recovery by minimizing these negative effects.

Leaders in both the pandemic period and the post-pandemic period; By leading digital transforma-
tion, by developing ethical behaviors, it can contribute to the fast and correct performance of work and 
motivate employees. For all these reasons, the types of leadership described here are critical to mitigate 
the effects of pandemics on work, life, and employee psychology, and to effectively lead remote workers 
with the increased use of technology.

New Leaders of the New Normal

Until this part of the study, information about the effects of COVID-19 disease on business and social 
life has been trying to be given, and the relationship of these effects with leadership has been discussed. 
At the same time, in this study, the new normal and digital age concepts after COVID-19 are also briefly 
explained and the three leadership types that are thought to be effective in the digital age are briefly 
emphasized.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



211

Leadership in the Post-COVID-19 Era
 

The comparison of the leaders of the COVID-19 crisis with the problems that they have not faced so 
far, and the practices of the leaders to solve these problems and to cope with this crisis led some to suc-
cess while others made unsuccessful decisions. Experiences in this process have raised the question of 
what qualities should be in leaders in such a major crisis and post-crisis period. Written to contribute to 
leadership development for the post-COVID-19 era (Lagowska, et. al., 2020, p. 3), this section explains 
the basic characteristics, abilities, or behaviors required for new leaders in the new era after COVID-19 
to achieve success.

Increased Digital Skills

With the COVID-19 virus, efforts to run the work from home, which were carried out by the whole 
world at once, increased the use of digital platforms at once. With this development, while all people are 
trying to keep up with this digital transformation, digital platforms have begun to be developed rapidly. 
It is thought that this period, when the works are carried out remotely, will continue to a large extent in 
the post-COVID-19 period. For this reason, the most basic task for the leaders of the new normal is to 
be aware of this digital transformation and keep up with the transformation.

In this process, it becomes a necessity for leaders to use digitalization to its advantages. Therefore, 
leaders must be able to continue digital progress as they develop their digital skills and operate. In other 
words, leaders must embrace digital transformation more than anyone else and acquire talent to go be-
yond simple digitalization (Horná, 2020, p. 5-6).

Increased Communication Skills

During COVID-19, individuals, and businesses also experienced communication difficulties due to 
changing conditions and physical distances (Altamirano & Collazo, 2020, p. 71). One of the new features 
that normally should be in leaders is to develop some of their social skills in this new era of physical 
distances and digital progress. The first of these is the ability to communicate.

Leaders must stay in constant contact with remote groups. Thanks to uninterrupted communication, 
they should be able to monitor not only their business information but also their mental and emotional 
states (Dirani, et. al., 2020, p. 384). At the same time, leaders should be able to answer the questions 
of those who are in constant contact with the influential group, prevent misinformation, inform them 
constantly and remove uncertainties (Dirani, et. al., 2020, p. 386; Nicola, et. al., 2020, p. 123; Altami-
rano & Collazo, 2020, p. 70). Therefore, leaders should focus on effective communication techniques in 
the new era. In this way, a strong bond can be established between people in different places. Leaders’ 
communication techniques should be based on transparency and ethics and should give confidence to 
their followers (Horná, 2020, p. 5; Nicola, et. al., 2020, p. 123)

Emotional Intelligence

Emotional intelligence is one of the important characteristics that will contribute to the success of leaders 
in the new period. In a rapidly developing world, leaders and managers need to practice a certain level of 
emotional intelligence to cope with the evolving challenges around them (Altamirano & Collazo, 2020, 
p. 69). Leaders need to show empathy towards influence groups, demonstrate that they are attentive to 
people’s distress, and are taking measures to support followers (Lagowska, et. al., 2020, p. 2).
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Quick Decision Making

One of the most important behaviors to be prepared for new crises and to achieve success in crisis 
processes in the upcoming period is speed. Leaders need to act swiftly and decisively and implement 
practices that will alleviate the negative impact of the crisis without wasting time. One of the main things 
that set leaders apart during the pandemic is their ability to rapidly process information and make deci-
sions (Dirani, et. al., 2020, p. 384). One of the key reasons for New Zealand’s success in the COVID-19 
crisis is attributed to its leaders’ quick decisions and their implementation without delay (Nicola, et. al., 
2020, p. 126-127).

Self-awareness and Listening to Science

During crises, leaders will encounter information from outside their area of expertise. At the same 
time, leaders do not have time to learn new skills, given the high urgency of critical events. Therefore, 
to increase the effectiveness of crisis management, they need to reach people with relevant knowledge, 
rather than act intuitively (Lagowska, et. al., 2020, p. 3). Leaders’ ability to do this has to do with their 
self-awareness. For this reason, in the next period, leaders should be able to distinguish between what 
they know and what they do not know and take decisions by listening to science in such vital crises that 
affect all humanity.

According to Wilson (2020, p. 280), there is ample evidence that the behavior or negligence of some 
political or business leaders contributes to the spread of the virus and results in mass deaths that could 
be prevented if these leaders followed the advice of scientists.

Ability to Lead Remote Workers

Remote working conditions that lead to digital transformation force leaders to adapt to this new working 
order. The belief that the home-working system will continue after COVID-19 (Dirani, et. al., 2020, p. 
384), also requires leaders to acquire new skills on this issue.

In this process, leaders should find ways to follow the physical and mental health of employees, 
find ways to motivate them away and make efforts to gain the knowledge and skills necessary to work 
remotely. Leaders should be able to guide their remote workers (Dirani, et. al., 2020, p. 388).

In the new era, empowering employees, and reduced constraints are necessary to maintain the pro-
ductivity and performance of remote teams (Succi, 2020, p. 72). Leaders should seek to support and 
develop self-employed virtual teams (Nicola, et. al., 2020, p. 121).

Leaders should focus on the unexpected benefits of virtual teams in the new normal remote working 
conditions (Caligiuri, et. al, 2020). Leaders who want to realize these benefits need to acquire new skills 
to motivate, manage, and direct the remote workforce.

SOLUTIONS AND RECOMMENDATIONS

In this chapter of the book, the relationship between leadership and the COVID-19 pandemic that 
brought the whole world to the brink of an unprecedented crisis is explored. Leaders steer the future by 
making critical decisions that affect individuals, employees, or societies at the micro and macro level. 
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Their decisions will affect the success of the crisis process as well as reshape the post-crisis period. This 
relationship between leaders and crises is discussed in this chapter. The remote working environment 
and digitalization efforts created by the COVID-19 pandemic have triggered a new era that will continue 
to be effective during the pandemic problem. This age is called by the authors of the digital age. How 
leaders will be successful in this new era is also one of the important issues discussed in the research. 
Accordingly, the secrets of the success of the new normal leaders are hiding in increasing their digital 
skills and communication skills, dropping science when they need to process the information they do 
not know, making quick decisions, and developing skills that can lead remote workers. In the research, 
it is suggested that a new leader who normally wants to achieve success improves their skills regarding 
these listed behaviors. At the same time, in this period, leaders must set a vision for digital transforma-
tion and create an organizational culture that will strengthen this transformation.

FUTURE RESEARCH DIRECTIONS

In this section, the relationship between the COVID-19 pandemic and leadership is explained based on a 
literature review. In the research, the roles of leaders in this crisis and post-crisis period were discussed 
and skills that help to achieve success in leadership were included. However, this unit is limited to lit-
erature research. It is suggested that such a critically important subject should be enriched with different 
research methods and data sources.

The first of these recommendations is to investigate the decision-making methods and experiences of 
leaders who make critical decisions in the COVID-19 process and how they manage the process. New data 
that can be collected from the perceptions and experiences of leaders in different sectors through semi-
structured interview techniques will contribute to the enlightenment of this process. At the same time, 
the data that can be collected from the groups influenced by the said leaders will be useful to reveal what 
employees expect from their leaders in times of crisis and the new normal remote working conditions.

CONCLUSION

The subject of this research is the COVID-19 pandemic and the leadership relationship that brought all 
humanity to the brink of an unprecedented crisis. In this study, first, the effects of the pandemic on hu-
man life are explained in three parts: social, business, and health life. In the second part, the relationship 
between this crisis- leadership- COVID-19 is discussed. Following this relationship, the concepts of the 
new era after COVID-19 and the digital age were brought up for discussion, and the roles of leaders in 
the digital transformation process and the challenges they could face were discussed. According to this 
section, the main role of leaders is to determine a vision that will contribute to digital transformation 
and to create an organizational culture accordingly. The main challenges that may face are resistance 
to change and leading remote workers. In the last section, the concepts of the pandemic, ethics, and 
digital leadership, which attracted attention in this period, are briefly explained. One of the important 
issues covered in the last section is the basic characteristics or skills that should be in the leaders in the 
new era. Accordingly, the secrets of new normally successful leadership are hidden in increased digital 
skills, enhanced communication skills, emotional intelligence, rapid decision-making, self-awareness 
and listening to science, and finally being able to lead remote workers.
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KEY TERMS AND DEFINITIONS

Communication: It is the transfer of feelings, thoughts, and all kinds of information between indi-
viduals. It is performed double-sided, verbally and non-verbally, using various tools.

Decision Making: It is the individuals’ choosing among all their options, sometimes with their feel-
ings, sometimes with their intuition, and sometimes rationally.

Digitalization: It is the transfer of existing information sources to computer systems with the help 
of various technologies. It is the integration of technological equipment into the business life and social 
life of the individual.

Emotional Intelligence: It is the ability of an individual to watch, evaluate, and understand the 
emotions of himself and those around him. Individuals with high emotional intelligence are successful 
in managing their emotions and empathizing with others.

Leader: It is a person who can attract attention by affecting people both physically and mentally, 
appealing to their feelings, motivating and uniting them towards a specific goal, and making them do 
what they want.

Remote Working: The way employees perform their duties regarding job requirements and defini-
tions outside of the employer’s buildings.

Self-Awareness: In short, is the individual’s understanding and recognition of himself by being aware 
of what is happening in his inner world. Individuals with high self-awareness analyze better what they 
know and what they do not know.
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ABSTRACT

The author argues that post-COVID-19 change leadership is neither a matter of technically improving 
what change leaders are already doing or refining existing systems and regulation. Within the context 
of abrupt, sudden, and unexpected change, two questions are raised. First, if it is not a matter of tech-
nically improving what change leaders are already doing, or refining existing systems, what more do 
post-COVID-19 change leaders need to do? Second, what new qualities would change leaders need 
to embrace (theory) so that they can meaningfully fulfill their change leadership practices in a post-
COVID-19 era? Approaching various paradigms of change leadership as stories, the author addresses 
(1) the seduction of pre-COVID-19 story of change leadership, (2) offers a post-COVID-19 elder change 
leadership model, (3) offers a post-COVID-19 elder change leadership framework centered around four 
dimensions: humility, generating meaning amid chaos, compassion and empathy, and affirming hope 
through story telling.

INTRODUCTION

While there is a common understanding that processes of organizational change must be well managed 
in that they must be planned, organized, directed, and controlled (Gill, 2002, Northouse, 2018), today, 
organizational managers across the globe find themselves in the middle of an unplanned, uninvited, and 
deadly ‘guest’ called COVID-19. This virus knows no boundaries, geographical or otherwise, and in 
addition to creating chaos, confusion, fear, stress, and anxiety it is indifferent to whom it attacks and 
kills. At the same time, while we may not have consciously invited this ‘guest’ into our world, in living 
or not living the way we have lived, we have created a context that opened the door for this virus to take 
a centre stage in our lives. While it’s destructive force can readily be seen through the number of those 
infected across the globe (78.2 million, and who have died (1.62 million) - as of December 15, 2020 - 
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COVID-19 has also exposed how fragmented we really are in spite of our technological hyper and inter 
connectivity. In his most recent Encyclical, Fratelli Tutti, Pope Francis (2020) for example, candidly states

As I was writing this letter, the Covid-19 pandemic unexpectedly erupted, exposing our false securities. 
Aside from the different ways that various countries responded to the crisis, their inability to work to-
gether became quite evident. For all our hyper-connectivity, we witnessed a fragmentation that made it 
more difficult to resolve problems that affect us all. Anyone who thinks that the only lesson to be learned 
was the need to improve what we were already doing, or to refine existing systems and regulations, is 
denying reality. (#7)

The unexpected eruptions that Pope Francis references is what management and leadership scholars 
place in the realm of discontinuous change (Fish, 1992; Grundy, 1994; Pullen, 1993; Morais et al., 
2020; Romanelli and Tushman, 1994; Tushman et al., 1986). Part of our COVID-19 reality is that it has 
randomly thrown all into an unplanned condition of discontinuity. This pandemic has been variously 
described as a disaster, catastrophe, and a black swan, and to paraphrase Taleb (2007) - an unpredictable 
event beyond normal expectations that has severe consequences..

At the same time, Mirvis (2020) makes a case that the coronavirus was predictable. For example, in 
recent years we have seen outbreaks of corona-type viruses Ebola (2014-2016), HIV/AIDS (1983), H1N1 
(2009), MERS (2012), and SARS (2002). He points to a 2015 TED talk, where Microsoft co-founder 
turned health care expert, Bill Gates, warned that a virus like the 1918 Spanish flu would spread ‘very 
quickly’ around the world. Gates went on to say, “We’ve actually invested very little in a system to stop 
an epidemic,” adding, “We’re not ready for the next epidemic” (as cited in Mirvis, 2020, p. 283). As pre-
pared or unprepared as we have been, the significance of COVID-19 is that while it is a “frame-breaking 
change that disrupts existing cultures, structures, and processes,” it is forcing managers and leaders in 
organizations, as Morais et al (2020) note, to make some “fundamental shifts in order for (any) business 
to stay competitive and survive” (p. 1).

Questions

Within this context of the expected or unexpected eruption of COVID-19, changing contexts, societal 
fragmentations that make it more difficult to resolve problems together, the politicizing of this pandemic 
especially in the United States of America, and an inability to work together, in spite of the espoused 
maxim: “we are all in this together,” the questions raised in this Chapter are:

• If Post COVID-19 change leaders are not to deny reality, and if it is not a matter of technically 
improving what we are already doing, or refining existing systems and regulations, what more do 
they need to do?

• What new model of leadership would they need to embrace so that they can meaningfully fulfill 
their change leadership practices in a Post COVID-19 Era?
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METHODOLOGY/METHOD

In this Chapter, I take a narrative approach to the study of leading change. Simply put, I will orient to 
the various approaches to leading change as “stories.” The use of stories and storytelling has a rich his-
tory in organizational studies (Brown et al, 2011; Their, 2018; Yiannis, 2000). To speak of stories rather 
than ‘reality,’ means that “truth” in the tradition of logical positivism is not available to narrative theory 
and research. At the same time, while stories as they are told, are always social constructions, narrative 
researchers acknowledge that each story bears “a” truth, or as May (1991) says, “a myth around which we 
pattern our lives” (p. 33) - organizational lives included. However, it is not if these ‘myths,’ are simply 
illusions. On the contrary, as May (1993) further states “myths challenge us to confront our destiny, our 
death, or love, our joy. The myth adds the universal dimension because every adult has to confront his 
or her fate in love and death” (p. 190).

In an audiotape entitled “Telling Your Story,” Sam Keen (1991) remarks that we are inevitably dra-
matic narrative-creating human beings who cannot not tell stories. He believes that our stories may be 
mythic, ideological, or biographical, that around each of us is woven a web of family stories, and that 
every relationship has its own story. This is another way of saying that stories become our experienced 
reality. In the words of Mair (1998)

Stories are habitations. We live in and through stories. They conjure worlds. We do not know the world 
other than as a story world, Stories inform life. They hold us together and keep us apart. We inhabit 
great stories of our culture. We live through stories. We are lived by...stories... (p. 127)

To orient to the literature on leading change as ‘stories’ challenges us to take yet another look at 
the dominant stories that has come to inform practices of leading change. And if we agree that stories 
are social constructions, then we would, along with Watzlawick (1984) ask: “What would the world 
of a person (or organization) be like who managed to accept reality fully and totally as his or her own 
construction?” (p. 326. Parenthesis, mine). To accept the idea that stories are but social constructions 
moves us in the direction of being “aware of the ever-present possibility of constructing it differently” 
(Watzlawick, 1884, p. 327).

ORGANIZING OF CHAPTER

This Chapter is divided into six sections. Section 1 will address the seduction of Pre-COVID-19 story 
of change leadership. Section 2 introduces change leadership from the perspective of a post-industrial 
paradigm/story. Section 3 will build on Lopez’s (2019) anthropological, ecological, and sociological 
narrative of Indigenous cultures across the globe, and propose a new (yet old) Post COVID-19 Elder 
change leadership model. Lopez’s research will serve as my ‘single case study.’ Rather than concern-
ing myself with generalizing, I will seek to build another understanding of what it means to lead in 
time of unprecedented change. To paraphrase Stake (2008), this single case study is both “bounded” 
and “defined by an interest” (p. 443) and “not by the methods of inquiry used” (p. 445). Our interest is 
exploring stories about change leadership while offering the story and significance of elder as a valid 
Post COVID-19 change leadership story. Barry Lopez was elected to the American Academy of Arts 
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and Letters in February 2020, and he is a premier anthropologist and paleontologist whose sincere eco-
logical efforts places him in a higher awareness plane for his humanitarian and environmental concerns.

Relying on Lopez’s (2019) qualitative research, Section 4 will outline ten critical qualities of Elder 
change leadership. They will be collected under four critical dimensions: (a) Humility; (b) Generating 
Meaning Amid Chaos; (c) Compassion and Empathy; and (d) Affirming Hope through Storytelling. 
Section 5 will offer a Post COVID-19 Elder change leadership learning framework that is grounded 
within in the context of these four dimensions. Section 6 will close this Chapter by offering 11 recom-
mendations for Post-COVID-19 change leadership

SECTION 1: THE SEDUCTION OF THE INDUSTRIAL PARADIGM/STORY

Within the context of discontinuous change, part of the problem, as Todnem, Hughes, and Ford (2016), 
argue is that stories presented for leading through discontinuous change are themselves similar to 
incremental change in that they are linear and rationalistic. In his review of change management and 
leadership literature, between January 1, 1978 and December 31, 2014, Hughes (2015), for example 
discovered the most cited references:

6,638 Citations – Leading Change (Kotter, 1996)
4,340 Citations – John Kotter on Leading Change: Why transformation efforts fail (Kotter, 1995)
3,539 Citations - Transformational leadership (Bass & Riggio, 2006)

What this suggests is that Kotter’s eight steps to leading change appears to have become the orthodoxy 
for change leadership and management. What is particularly problematic is that while a revised edition 
of Leading Change appeared in 2012, Kotter (2012), in his new preface wrote “the material in this book 
is not only still relevant now, sixteen years after it was published, but I believe it is more relevant, and 
for one reason the speed of change continues to increase” (p. vii). So,, while “the title might be Leading 
Change...” Todnem et al (2016) take issue with the contents in his book in that it “does not change...” 
(p. 11). What this suggests is that while the context for change has changed, the rationalistic and linear 
thinking about managing, or for that matter, leading change, has not changed. Others argue that part of 
the problem in the literature on discontinuous change is that while it has focused on technological dis-
continuities (Smith, 2012), it has excluded a focus on societal change (Birkinshaw et al., 2016), financial 
and economic crises, or reputational issues confronting organizations (Morais, et al., 2020).

How is it possible that the industrial paradigm/story of managing change continues to be dominated 
by rationalistic and linear thinking like the one offered by Kotter (1995; 2011) especially when (a) 
management scholars like Uhl-Bien, Marion, and McKelvey (2007) affirm that it is “hopelessly out of 
date” (p. 298), and (b) leadership scholars like Rost (1997) say that the “that it increasingly ill serves 
the needs of a world rapidly being transformed by a massive paradigm shift in societal values” (p. 181)? 
It is here that we need to attend to the seduction of this industrial story.

Historically, the dominance of the industrial change model originated from a radical change in the 
world known as the Industrial Revolution. As a 20th century political theorist Arendt (1994) notes, it 
is “the greatest revolution in the shortest span of time mankind has ever witnessed: in a few decades 
it changed our whole globe more radically than all the three thousand years of recorded history before 
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it” (p. 316). A similar argument was made by Marx in the 19th century. Recall, for instance, Marx’s 
(1856/1978), reflections on the surprise and horror of industrialization:

On the one hand, there have started into life, industrial and scientific forces, which no epoch of human 
history had ever suspected. On the other hand, there exist symptoms of decay, far surpassing the horrors 
of the latter times of the Roman Empire... No earlier century had even a presentiment that such produc-
tive forces slumbered in the lap of social labour. (pp. 577 -578)

The success of the industrial paradigm, as Marx (1856/1978) noted, is a result of the productive 
capacity to create “massive and more colossal productive powers than have all preceding generations 
together” (p. 477). It was indeed the success of a total “subjection of nature’s forces to man” (Marx, 
1978, p. 577), that moved the industrialized ‘man’ to “embellish” themselves with, as the sociologist 
Weber (1958) noted, a “sort of convulsive sense of self-importance” (p. 182). In the face of this reality, 
Marx (1856/1978) makes a passionate plea: it is time for all to sober up, and “face with sober senses his 
real conditions of life, and his real relations with his kind” (p. 476).

Marx (1856/1978) and Weber (1958) appear to be suggesting that industrial attempts to control nature 
or attempts to engage in the excessive consumerism and acquisition of capital, and its resulting human 
arrogance, are consequences of being totally addicted to their own success. For Marx, individuals who 
are addicted/intoxicated are incapable of facing the real conditions of their lives because they are too 
busy being intoxicated in their haughtiness that they are in control. According to Bateson (1979), this 
arrogance of control is itself a pathology of Occidental/Western epistemology. While nature is necessar-
ily a part of who we are, the pathology of the addicted motivates them to behave as if they are separate 
from nature. For the addicted, it is “them” against nature. This epistemology of separation continues to 
seduce the addicted to neurotically exert more autocratic control over all interrelated systems.

On the other hand, to face the real conditions of life with sobriety, implies that while the subjection 
of nature’s forces to one’s will is always a possibility, it is to choose to do otherwise. Sobriety chooses 
restraint because it understands that we are in a relationship with nature. But here’s the rub. While 
COVID-19 has triggered and interrupted Pre COVID-19 processes of planned change, it is also part of 
nature’s process, and it has got our attention in ways that appears as a surprise. What this suggests is 
that while some problems may be anticipated, others, like COVID-19, has emerged out of a unique and 
unexpected configuration. This further suggests that the vital health of any system or organization needs 
it occupants to prepare for both the anticipated and the unexpected.

The Problem With Intentional Planning

Part of the problem with the industrial successes of the 19th century, as a hermeneutic philosopher Ga-
damer (1981) theorized, is that it has generated “a novel expectation” (Illusion?) in the 20th century, that 
the mastery of the forces of nature can be transferred into social life, and that the mastery of society (or 
organizational success) can be brought about by intentional planning (pp. 71-72). In our technological 
age of planning, for instance, experts are sought to discharge practical, political, organizational, and 
economic decisions. However, in turning over decision making capacities to experts, and thereby re-
nouncing and surrendering one’s own capacity to make decisions, organizational members have created 
a new problem. What is this new problem?
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In her article Managing Change, Duck (1998), offers a story of one COO as he explained the creation 
of a new problem when they turned problem solving in times of chaos and crisis over to experts with 
an industrial thinking mindset.

It’s like the company is undergoing five medical procedures at the same time. One person is in charge of 
the root-canal job, someone else is setting the broken foot, another person is working on the displaced 
shoulder, and still another is getting rid of the gallstone. Each operation is a success, but the patient 
dies of shock. (Duck, 1998, p. 57)

The presence of this unwanted visitor called Covid-19, and the chaos that it has created is raising 
the awareness for change leaders to reconsider their previous understanding of managing change. To 
act in the same way that the medical doctors or experts behaved in this COO’s story, is to court with a 
fatal disaster. In dealing with the breakdowns/ailments independently from each other, in focusing only 
on their expertly trained task at hand, and while successfully fixing their particular ailments/problems, 
these expert technicians created a new organizational problem: their patient (organization) died of shock.

Creation of a New Setting

This COO’s story underscores the notion that the vital health of any organization (society) in times of 
both chaos and stability requires all stakeholders to intentionally attend to the interaction between the 
many parts of an organization. The vital health of any organization would require a focus on all moving 
and stagnant parts and not simply on one part independently of other ailing or healthy parts.

In a curious way, COVID-19 can be interpreted as creating a new setting, namely as re-situating human 
beings within the context of an ecological reality (Lopez, 2019; Sarason, 1972) of interdependence. The 
addiction to industrial successes, might make it seem that ‘control’ and ‘mastery over’ nature or others, 
is a ‘natural’ thing to do. For Sarason (1972), however, “what seems natural is almost a function of [a] 
culture...that usually renders us incapable of recognizing wherein we are prisoners of [that] culture” (p. 
xvi). By virtue of their own success, like addicts, Pre Covid-19 change leaders have become imprisoned 
to their industrial culture. Amid COVID-19 they continue to believe that they are “in control.” Our ‘new 
normal’ is such that we can no longer behave as if it is ‘business as usual.’ If we accept this proposition, 
then we need to proceed by affirming that Post COVID-19 change leaders would need to do different 
things and not simply do things differently, in a new setting.

You Cannot Go Into the Same River Twice

The presence of COVID-19 is raising our awareness for a different kind of change leadership discourse. 
It is a conversation that is especially mindful, as a Greek philosopher, Heraclitus, once noted: “you 
cannot go into the same river twice” (as cited in Plato, Cratylus, 402). Our river (context) has changed, 
and COVID-19 is changing our Pre-Covid-19 consciousness. In a paradoxical way, the presence of 
COVID-19 is humbling in that it is in fact arrogantly telling change leaders to re-think the conventional 
industrial paradigm informing their business. It is not accidental then, that leadership writers like Rost 
(1997) call for a shift towards a Post-Industrial paradigm, or for our purposes, a Post COVID-19 way of 
thinking and acting, for both leadership development (education), and for change leadership (practice).
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At the same time, like many addictions, it is a shift that is mindfully aware of the potential of being 
disarmed by old categories of thought which may inadvertently contribute to producing the very condi-
tions that Post COVID-19 change leadership hopes to remedy (Sarason, 1972). Like addicts, in other 
words, there is a real possibility of ‘falling off the wagon’ and hence, a returning to a state of addiction 
and back into the seductive lap of industrial success.

SECTION 2: POST INDUSTRIAL PARADIGM/STORY OF LEADERSHIP

Rost (1997) offers us a definition of post-industrial change leadership that may help change leaders move 
in a different direction: “Leadership is an influence relationship among leaders and followers who intend 
real changes that reflect their mutual purposes” [Italics in original] (p. 102). With this definition, Rost 
highlights, four essential elements for post-industrial change leadership. First the influence relationship 
is based on reciprocity, multi-directionality, and non-coerciveness. Second, change leaders understand 
that they need others to willingly join in to achieve mutually desired purposes. Both leaders and follow-
ers are the people in the relationship. Third, both leaders and followers intend real changes in that the 
intended changes are both substantive and transforming. Fourth leaders and followers develop mutual 
purposes and not goals.

While the “goal concept of leadership has had a long and illustrious history among leadership schol-
ars in the industrial era...” (Rost, 1997, p. 118), Rost chooses to talk about mutual purposes because it 
offers change leaders an opportunity to think about (a) who they are rather than what they do, (b) the 
culture of the organization rather than with its effectiveness, and (c) how both leaders and followers 
integrate into the community or society they serve, rather than with how they get their needs and wants 
met as individuals or as a group (pp. 118-119). It is in response to thinking about the identity, culture, 
and community, within a Post COVID-19 organization, that I turn to an Elder Change Leadership Model 
as proposed by Lopez (2109).

SECTION 3: ELDER CHANGE LEADERSHIP MODEL

Lopez’s (2019) observations of the place of Elders as he “passed through different troubled parts of the 
world,” and in his deliberate attempts to seek “local advice on Indian reservations in the United States, 
at Banda Aceh in northern Sumatra after the Boxing Day tsunami in 2004, (and) in Western Australia 
during the heady days of mining ceaselessly for iron (financed by the Chinese)” [Parenthesis in original] 
(p. 311), offer us a new (yet old) metaphor and model for Post COVID-19 change leadership.

Deferential Local Cooperation in Times of Disaster

As he passed through troubled parts of the world, and especially in traditional villages, Lopez witnessed 
a consistent pattern of coping with disaster: “deferential local cooperation” (p. 311). And by deferential, 
he meant respectful. It is as if the seeds of post-industrial paradigm/story of cooperation, collaboration 
were already sowed in traditional villages. For Lopez (2019), what this suggests is that in those villages, 
“for many people in difficult circumstances, the notion of needing help from a centralized authority, 
especially one living at a remove from the problem and the notion of fully protecting certain types of 
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economic progress, are not much on people’s minds” (p. 311). In situations of chaos, he witnessed the 
“emergence of individuals who embody the culture’s sense of competence in positions of authority” (p. 
311). These individuals were called ‘the elders’ who, among other things, were also the community’s 
“wellspring of calmness” (p. 311). In addition, Elders, as evidenced in Lopez’s research, (a) have the 
largest repertoire of stories which may be brought to bear on chaos, (b) encompass concern for all people 
in the village, (c) are not necessarily the oldest, (d) may not be the designated leader, and (e) are aware 
that all solutions may generate new problems. If this is who “elders’ are (identity), what is their cultural 
state of being? How do they embody their identity in practice and in their communities?

SECTION 4: CULTURAL QUALITIES OF ELDERS

Lopez (2019) evidenced ten cultural qualities of Elders. In Table 1, these are collected under four dimen-
sions. While the Elder cultural qualities belong to Lopez, the naming of the four dimensions belong to 
the author. These cultural qualities are presented in no order of importance.

Not All Doom and Gloom

While a leadership scholar, Burns (2003) calls for transformative change, and the need for change leaders 
to allow for “new cultures and value systems (to) take the places of the old” (p. 25), Lopez (2019) makes 
a different argument. Lopez (2109) can be viewed as arguing for the need to return to an old and often 
forgotten place of Elders as they present themselves in what is considered as “old” cultures. However, 
what must be noted is that Lopez (2019) does not limit these ‘old’ cultural qualities as being embodied 
only in the persons of Elders in traditional villages. For example, in recollecting “bits of conversation” 
that he had “with people well placed in international business,” around the world, he was encouraged 
to hear that not all of them believed in “a world of successful commercial strategies and conventional 
success” (p. 418).

Table 1. Elder Cultural Qualities and its Dimensions

          Elder Cultural Qualities           Dimensions

• Are not self-serving or insincere in their promise to be just and respectful. 
• Do not require reassurance in their commitments to abstractions such as justice and reverence. 
• Are willing to disappear into the fabric of ordinary life. 
• They look neither for an audience nor for confirmation. 
• Are more accessible than other adults.

          Humility

• Feelings about life all around them are more tender, their capacity for empathy greater. 
• Are more often listeners than speakers. And when they speak, they can talk for a long while without 
using the word “I”.

          Compassion & 
Empathic Listening

• Have the ability to organize chaos into meaning and who can point recovery in a good direction. Generating Meaning Amid 
Chaos

• Engage in conversations in ways that do not patronize or infantilize. 
• Confirm the other in their sense of wonder through storytelling.

Affirming Hope through 
Storytelling
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Instead, they appeared to believe in something quite different in affection for certain parts of the broken 
world, and in the possibility of changing the corporate enterprises they ran, so that they would no long 
be contributing to the social and environmental wreckage around them. (Lopez, 2019, p. 218) 

These “bits of conversation” and renewed conviction moved Lopez to write:

An affection for humanity had swelled in me that morning, a hope that we would be all right, find the 
grace to accommodate each other more completely, invest more deeply in the philosopher’s cardinal 
virtues, the ones that transcend all religions: courage, justice, reverence, compassion. (p. 418)

Embodied in Lopez’s affection for humanity, is his underlying conviction of hope, “that we would be 
all right” and, that we will “find the grace to accommodate each other more completely.” He does not 
give in to despair in spite of the trouble that he sees occurring around him. Within the field of manage-
ment and organizational literature, McArthur-Blair and Cockell (2019) note, “organizational despair is 
that fateful state in which an entire organization or a team within an organization can’t lift its head to 
the horizon...” (Para 1). To add to despair’s debilitating effect there is also a resistance to talking about 
one’s fears. As one change leader shared his story with McArthur-Blair and Cockell:

We don’t commonly talk about our fears, and most of us are terrified of despair, of depression, of being 
immobilized forever by these dark feelings, and so we develop all sorts of defense systems…Sometimes 
they work, work for years, but ultimately, they go beyond their sell-by date, and it’s only then that you 
can talk to somebody who is immersed in dark feelings who has successfully avoided them for years…
One of the things is about recognizing fear and being able to acknowledge and accept people’s defense 
mechanisms against those fears and those black holes of despair. (Para 2)

To not be immobilized by fear or despair, and to be mobilized by hope, would require change lead-
ers to create a space where all can talk about their fears and to begin again with renewed hope. Post 
COVID-19 change leaders would serve themselves well by listening to Lopez’s retelling a cautionary 
story of what “a prior of a monastery” shared with him: “The caution...is to understand that justice (or 
courage, reverence, compassion) without liturgy is barbarism, and liturgy without justice (or any of 
the other philosopher’s cardinal virtues) is sentimentality” [Parenthesis, mine] (p. 118). Lopez (2019) 
interprets the prior’s story to mean that to pursue the philosopher’s cardinal virtues

... outside an ethical framework (the Bible, the Qur’an, the Constitution of the United States) would be 
intolerable in a society that enshrines its ethics; and to imagine that evil is not a force in the organization 
of human societies is to remain unenlightened. [Parenthesis in original] (pp. 181-182) 

For purposes of this Chapter, an argument can also be made that the cultural and moral qualities 
of Elders and their corresponding dimensions., as reflected in Table 1, could also serve as an ethical 
(liturgical) learning and development framework for Post COVID-19 change leadership.
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SECTION 5 POST COVID-19 CHANGE LEADERSHIP 
LEARNING AND DEVELOPMENT FRAMEWORK

Figure 1 offers a Post-COVID-19 change leadership learning and development framework aimed at en-
hancing change leadership qualities in these four critical dimensions (theory). In this section, following 
a theoretical formulation for each dimension (theory), particular learning questions will be raised for the 
sake of translating theory into practice (application). It is proposed that the learning conversations be a 
series of safe small group conversations among 4-5 individuals. The results of those conversations can 
then be shared with the larger group. While decisions will be made along the way, the primary intent of 
this Post COVID-19 change leadership learning program is to share and seek to understand their own 
experiences while in the middle of discontinuous change or being in the midst of an uninvited guest. It 
must be noted that the cultural qualities of change leadership and its corresponding four dimensions, 
are interdependent and interconnected. Several change leadership qualities from within each dimension 
weave and flow organically into other dimensions.

Dimension #1: Humility

Theory

The presence of COVID-19 is teaching us one humbling lesson: we are not in control. While humility is 
a rich topic in the fields of religion and philosophy, it has not been equally recognized as an important 
quality in the theory and practice of management (Andragona, 2015). However, today, this quality (virtue) 
is becoming increasingly seen as a necessary and desirable virtue in management and leadership ethics 
(Andragona, 2015; Etzioni, 1989; Hilbig, & Zettler, 2009; Nielsen, Marrone, & Slay, 2010; Owens, 
2009; Vera & Rodriguez-Lopez, 2004).

As noted earlier in this Chapter, unlike the addiction of arrogance that seduces individuals “to 
embellish themselves with a convulsive sense of self-importance” (Weber, 1958, p. 182), Ou et al., 
(2014) describe humility as a “dispositional quality” that reflects “a self-view that something greater 
than self exists” (p. 37). For Nielsen and Marrone (2018), understanding this quality is “important for 
organizational scholars because it underlies the choice and capacity to approach one’s work (and life) 
from a larger, interdependent perspective that is productive, relational and sustainable” [Parenthesis 
in original] (p. 805). The five cultural qualities of Elders collected under the dimension of humility in 

Figure 1. Post COVID-19 Elder Change Leadership Learning Framework
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Table 1, underscore Gandhi’s comment that “service without humility is selfishness and egoism” (as 
cited in Burgess, 1984, p. 47).

Unlike the arrogance of egoism that seduces some individuals into believing that it is all a “one-man-
show,” humility in the “here and now,” as Schein (2013) describes it, is fundamentally an acknowledg-
ment that change leaders need others to join in to accomplish mutual purposes. This acknowledgment 
is itself humbling in that change leaders understand that they are interdependent on others to do the 
right things and to do them in the right way. Humility, in other words, brings a Post COVID-19 (Post 
Industrial Paradigm) pro-relational perspective, namely that it is increasingly necessary for local co-
operation and collaboration with diverse stakeholders within and across organizational boundaries and 
across organizations.

At the same time, whereas the language and practices of “control” or attempts to control, can be seen 
as efforts to do more or try harder to manage that which is not in their control, the language of “humil-
ity” offers the possibility of acting with restraint. The relationship between humility and restraint, was 
captured well by the 44th President of the United States, Barack Obama (2009). In his First Inaugural 
Address, he states:

Recall that earlier generations faced down fascism and communism not just with missiles and tanks, 
but with the sturdy alliances and enduring convictions. They understood that our power alone cannot 
protect us, nor does it entitle us to do as we please. Instead, they knew that our power grows through its 
prudent use; our security emanates from the justness of our cause, the force of our example, the temper-
ing qualities of humility and restraint. (Para 18-19)

Today, missiles, tanks, and varying destructive implements of force that many countries possess for 
their own protection or otherwise, cannot save them from the destructive power of COVID-19, let alone 
save them from feeling entitled to do as they please. COVID-19 is moving all instead, to exercise prudence 
through the tempering qualities of humility and restraint. It is a prudence that an ancient philosopher, 
Aristotle, called ‘practical wisdom,’ or phronesis.

In his book Nicomachean Ethics, Aristotle defines the practical wisdom of phronetic leadership as an 
integration of five critical elements. Phronetic leadership (a) entertain remote goals and (b) makes them 
real through enlightened choices. Their enlightened choices are governed by (c) just deliberation, (d) sub-
ordinating self under common ends, and (e) holding fast to binding norms. In essence “practical wisdom 
(is) a reasoned and true state of the capacity to act with regard to human goods...practical wisdom is a 
virtue” (Aristotle, 1941, p. 1027). Therein lies the ‘liturgy’ or ethical framework, for practical wisdom.

For Aristotle, however, practical wisdom is other than the ability to instrumentally decide how to 
achieve what one thinks is good and then doing what can be done to achieve it. It is other than instru-
mental rationality because if techné is all there is, Gadamer (1981) cautions that we can just as easily 
fall prey to the seduction of sharp operators and con artists that get what they want by lying, deceiving, 
brainwashing, or manipulating. In as much as our COVID-19 maxim today is “we are all in this together,’ 
in times of Post COVID-19, prudent humility is calling all to return to the wisdom of our ancient litera-
ture, namely, to hold fast to binding in ways that subordinates self under common and mutual purposes. 
To paraphrase the cautionary story of the prior of the monastery, practical wisdom/phronesis, is guided 
by a ‘liturgical rationality.’
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Change Leaders Learning Application

In relation to humility, what questions would a Post-Covid-19 change leadership learning framework 
need to raise?

Organizational Cultural Assessment

• Is our organizational culture one of telling others what they need to do or is it one that asks ques-
tions about what needs to be done?

• What are practices of ‘telling’ or ‘asking’ that you see displayed in our organization?
• How are practices of ‘telling’ or ‘asking’ aligned or not aligned with our espoused organizational 

values?
• Is there a higher propensity for answers to organizational challenges to come from managerial 

executives rather than from others across the organization?
• In what decision-making practices do we demonstrate a higher propensity to be ‘exclusive?’
• Is there a higher propensity in our organization to celebrate and reward individual rather than team 

performances?

Organizational Cultural Change

• What more can we do to develop a more inclusive organizational environment?
• As people can sense self-interest and pretense, what do we need to do to develop trust, be true to 

ourselves, and to genuinely live our organizational values?
• What more can we do to celebrate the achievement of teams in our organization?

Dimension #2: Generating Meaning Amid Chaos

Theory

Elders understand that one critical enduring human need in times of discontinuous change is the need for 
meaning. This is what a leadership scholar, Burns (20030 hints at when he notes that the “ultimate test 
of practical leadership is the realization of intended real change that meets people’s enduring needs” 
[Italics in original] (p. 461). It is through the organization of chaos into meaning (enduring need) that 
Elders begin to “point to recovery in a good direction.” This understanding is confirmed, for example, 
by Dutton et al., (2002) in their article Leading in Times of Trauma. While conventional managerial 
rule books rely heavily on strategic and intentional planning to navigate organizations through change, 
Dutton et al (2002) note, that in times of chaos, “the managerial rule books fail...” because “people are 
searching for meaning and a reason to hope for the future” (p. 55).

Dutton et al. (2002), as well McKee and Massimilian (2006) suggest that one of the ways through 
which change leaders can generate meaning amid chaos and discontinuous change is by openly revealing 
their own humanity. Openly expressing feelings of anxiousness in the face of uncertainty and showing 
a deep concern for both self and others, “can be very powerful for those who witness it, especially dur-
ing times of extreme pain” (Dutton et al, 2002, p. 57). To lead well in times of discontinuous change, 
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then, is to give oneself permission to step out from behind the shadows of one’s organizational position. 
It is to appear as a human being among other human beings without fanfare, or the garb and attire of 
organizational title, rank, or position.

Another way change leaders can generate meaning amid chaos is by returning to the very idea of 
purpose. Mutual purpose, as Rost (1997) sees it, centers on the larger purpose of who we are, why we 
do what we do, and “why we exist?” as an organization(society). Perhaps the presence of COVID-19 is 
making visible the need to communicate the larger mission of an organization and its espoused values 
to all stakeholders in any organization, in ways that enables all to regain a sense of clarity while in the 
middle of discontinuous change. More recently, we notice Lencioni (2012) connecting clarity with the 
health of an organization. In his book The Advantage, for example, it is not accidental to see him subti-
tling his book with Why Organizational Health Trumps Everything Else in Business.

Change Leaders Learning Application

In relation to generating meaning amid chaos, what questions then would a Post-Covid-19 change lead-
ership learning framework need to raise?

• How am I feeling while I am in the middle of this pandemic called COVID-19?
• Within the context of COVID-19, what are some outstanding questions for me as a member within 

our organization?
• Why do we exist as an organization? What is our larger purpose?
• How can we continue to stay committed to our larger purpose while in the middle of COVID-19 

and Post COVID-19?
• What do we need to do to not give in to despair?

Dimension #3: Compassion and Empathy

Theory

While McKee and Massimilian (2006) note that compassion is rarely discussed in a business context 
as it is seen as irrelevant in a world of competition, they also argue that “in a leadership context, com-
passion is more than relevant, it is integral” (p. 48). Lencioni (2012) would add that it is integral to the 
vital health of any organization. Elders demonstrate compassion through the art of empathic listening, 
by taking people’s lives seriously and by “treating persons as persons” (Burns, 1978, p. 462) and not 
as pawns for one’s own ends. In understanding and embracing these qualities of compassion (care) and 
empathic listening [See Table 1), Post COVID-19 change leaders are being encouraged to listen in ways 
that suspend judgment and by being genuinely interested in understanding others for its own sake and 
not “in order to...” get others to do what they (change leaders) want them to do, or to manipulate others 
into compliance. Without compassion and empathy, change leaders discover that in times of crisis, the 
harder they push, the harder others push back, and in so doing, they create yet another organizational 
monster, resistance - not to change - but to change leaders who press others in ways that are oblivious 
to its impact on those around them.

Post COVID-19 change leaders are being called to tune in to how others are thinking and feeling in 
times of discontinuous change. Therein lies their capacity for compassion and empathy. To what then 
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do Post COVID-19 empathic change leaders need to attune? Brittle’s (2012) acronym of A.T.T.U.N.E. 
may be useful. Post COVID-19 change leaders attune to:

Awareness

They are mindfully aware of where they and others are - mentally, relationally, physically, emotionally, 
and spiritually. It is both self-awareness and other awareness. They are also aware of the conventional 
categories they use in managing change.

Turning Toward

They create conditions where all can safely and consciously turn toward each other and let their needs 
be known in their experience of discontinuity. They are not afraid to turn toward the fears and the hopes 
of all in their organization.

Tolerance

Insofar as ‘we are all in this together,’ they understand that tolerance is not about “us” tolerating 
“them” but rather that it is all about “us.” The “them” is part of the “us,” and like Elders their “guiding 
thought is no one left behind” (Lopez, 2019, p. 416).

Understanding

They understand the difference between understanding and having correct information. Understand-
ing, as Arendt (1994) notes, is the human need “to reconcile ourselves to a world in which such things 
as (COVID-19) are possible at all” [Parenthesis mine] (p. 108). Post COVID-19 change leaders need to 
understand that in times of discontinuous change, all are seeking to reconcile themselves to a new reality 
in ways that tries to be at home in this new reality. They deeply understand that others are not looking 
for more information. They are instead seeking a new story while in the midst of their new reality.

Non-Defensive Responding

Kashdan et al. (2011) suggest that curiosity as well as mindful attention can enhance one’s capacity to 
reduce defensive responses to existential threats. They argue that “because curiosity concerns an embrace 
of novelty and openness to new experiences, it may operate to counter attempts to avoid or alter difficult 
thoughts, feelings, or situations” (p. 1227). At the same time, in being mindfully attentive, Elders are 
also equipped with their capacity to listen rather than take pleasure in hearing their own voices. And, as 
Lopez (2019) observed, when they speak, they can do so for long periods without using the pronoun “I.”

Empathy

Elders embrace the idea that “empathy is the capacity to understand what another person is experi-
encing from within the other person’s frame of reference, i.e., the capacity to place oneself in another’s 
shoes” (Bellet & Maloney, 1991, p. 1831). This quality is so important that authors in a study with the 
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UK National Health Service placed the personal relationship of empathy at the centre of their Leadership 
Quality framework (Skinner & Spurgeon, 2005). On the other hand, an American research conducted 
by Holt and Marques (2012), over a period between 2008-2010, reported that on a scale of 1-10, their 
research participants (undergraduate and MBA students), consistently listed empathy as the lowest quality 
that they considered essential or appropriate for leaders in a business setting. Some of the reasons their 
student participants considered empathy as not being important for leaders included:

• Empathy is perceived as a sign of weakness
• Empathy interferes with rational and ethical decision making
• Empathy is fleeting/situation, while other qualities are stable

Notwithstanding the small sample size for their study, or the fact that participants in this study were 
students, what is important to raise is that Post COVID-19 change leaders are being challenged to check 
their own understanding of the place of empathy in leading change and to understand how others in their 
organizations perceive the place of empathy in organizational life.

Change Leaders Learning Application

In relation to compassion and empathy, what questions would a Post-Covid-19 change leadership learn-
ing need to raise?

• Is empathy and empathic listening critical? Why or why not?
• How are we currently demonstrating care for all in our organization in times of COVID-19?
• What more needs to be done to demonstrate care for all in our Post COVID-19 Era?
• How did you manage to stay healthy through our COVID-19 times?
• What were/are your personal and relational challenges as you lived through COVID-19?
• How are you personally coming to terms with this new reality called Post COVID-19?

Dimension #4: Affirming Hope Through Story-Telling

Elders engage in conversations that keep the spirit of imagination and wonder - that we often see in 
children – alive, through storytelling. Elders understand that adults also need a story because, as Isak 
Dinesen noted, “all sorrows can be borne if you put them into a story or tell a story about them” (as cited 
in Arendt, 1983, p. 104). And, as Arendt (1983) notes, stories have the capacity to “reveal the meaning 
of what otherwise would remain an unbearable sequence of sheer happenings” (p. 104). What is the 
power inherent in storytelling?

In his story book Crow and Weasel, Barry Lopez (1998), offers one response by telling a story of two 
young men as they journeyed toward maturity. Written in the Native American tradition, the characters 
in his book, Crow and Weasel, are both animals and people at the same time. While staying at Badger’s 
home, they engage in a meaningful conversation.

Crow: We are very grateful for your hospitality Badger. Each place we go, we learn something, and 
your wisdom has helped us.
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Badger: I would ask you to remember only this thing. The stories people tell have a way of taking care 
of them. If stories come to you, care for them. And learn to give them away where they are needed. 
Sometimes a person needs a story more than food to stay alive. That is why we put these stories in each 
other’s memories. This is how people care for themselves. One day you will be good storytellers. Never 
forget these obligations. (p. 30)

Elders understand that stories people tell have a way of taking care of them. They also understand 
that receivers of stories are also called to care for the stories they receive because that is a way of taking 
care of themselves and others. Elders also know that receivers of stories would do an injustice to stories 
received, by keeping those stories to themselves and not give them away when needed. Amid COVID-19, 
the leader of the Catholic Church, Pope Francis (2020) told a story which reminds us of our capacity to 
not give our power away to this disease.

This recent pandemic has enabled us to recognize and appreciate [the courage of] all those around us, 
who in the midst of fear, responded by putting their lives on the line... doctors, nurses, pharmacists, 
storekeepers, supermarket workers, cleaning personnel, caretakers, transport workers, men and women 
working to provide essential services and public safety, volunteers, priests and religious...They under-
stood that no one is saved alone. (# 54, Parenthesis mine)

Pope Francis appears to concur with Lopez (2019). Despite our “dark clouds,” (Pope Francis, 2020 
Para #54) or our “‘dark times” (Arendt 1993), it appears as if there is an underlying conviction that has 
held steady (and which) might never have become visible without the appearance of COVID-19. It is a 
conviction that

Even in the darkest of times we have the right to expect some illumination, and that such illumination 
may well come less from theories and concepts than from the uncertain, flickering, and often weak light 
that some men and women, in their lives and their works, will kindle under almost all circumstances and 
shed over the time span that was given them on earth... (Arendt, 1993, p. ix)

Arendt’s (1993) and Pope Francis’ (2020) stories are stories of hope. And “hope,” for Pope Francis “is 
bold” in its expectation and aspiration. Hope enables humankind to look “beyond personal convenience...
petty securities, and compensations” (#55). Hope enables change leaders to expect lights of illumination 
in times of darkness or perhaps even be that light of illumination.

As recently as October 7, 2020, Pope Francis shared his ‘liturgical story’ of what it could mean to 
lead well in Covid-19 and Post COVID-19 times. He shared with his followers that “We need the spirit 
of Elijah.” The disciple Luke, for example, speaks to the “spirit and power of Elijah” as “turning the 
hearts of fathers to the children, and the disobedient to the wisdom of the just...” (Luke 1:17). While 
acknowledging that the prophet Elijah is “one of the most compelling characters in the whole of Sacred 
Scripture,” Pope Francis also emphasized the illuminating light of Elijah as an “example of all people 
of faith who know...suffering, but do not fail to live up to the ideal for which they were born” (Vatican 
News, 2020, Para 1 & 4). In the face of the suffering of humanity, and not knowing, perhaps stories like 
Elijah’s, can become a daring and hopeful way for Post COVID-19 change leaders to not only dream the 
impossible dream, but also to understand and live up to the ideal for which they are born.
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It is perhaps appropriate to recall yet another liturgical story, namely the story of King Solomon. His 
God, Yahweh, appeared in a dream, and invited Solomon to: “Ask what you would like me to give you?” 
Solomon could have asked for anything – strength, power, money, fame – but he did not. Instead, he asked 
for the gift of an “understanding heart” (1 Kings, 3:9). Arendt (1993) translates the biblical language 
of “understanding heart,” to the faculty of imagination. Unlike fantasy or wishful thinking, for Arendt, 
true understanding “trusts that imagination [understanding heart] will (a) catch at least a glimpse of the 
always frightening light of truth,” (b) “enable us to see things in their proper perspective,” and that, as 
Elders do, it will (c) point to recovery in a good direction by enabling us “to take our bearings in the 
world” (pp. 322-323). It is, she further attests, “the only inner compass we have” (p. 323). It appears as 
if Arendt is suggesting that to be at home in our world, we must courageously participate and take part 
in the interminable dialogue with discontinuous change and with the peculiar density which surrounds 
everything that is real with COVID19.

Change Leaders Learning Application

In relation to affirming hope though storytelling, what questions would a Post-Covid-19 change leader-
ship learning need to raise?

• What stories are we telling ourselves in times of COVID-19 (Crisis)?
• How are our stories empowering (or disempowering)?
• How are our stories enabling hope to presence or absence itself while in the middle of chaos?
• What stories can we tell of all those in our own organization who, in the midst of fear, responded 

by putting their lives on the line?
• What stories can we envision for ourselves and in ways that point to recovery in a good direction?

SECTION 6: RECOMMENDATIONS

In a deliberate way, the proposed new Post COVID-19 Elder change leadership model is in fact a return 
to old, forgotten, and often times excluded, dimensions of change leadership. Unlike organizational 
senior executive titles like CEO, COO, CFO, and/or CAO, “Elders” is not a language of contemporary 
businesses or organizations. Yet, it is suggested that the social construct of Elders as proposed in this 
Chapter, is precisely what is needed in our Post COVID-19 Era. As revealed in this Chapter, here are 11 
recommendations for Post Covid-19 change leaders.

1.  Respect local cooperation. Create conditions that would enable the local cooperation of others to 
attend to the challenges at hand. Answers do not belong to any one person. The vital health of any 
organization in times of crisis and chaos requires all stakeholders to intentionally attend to higher 
levels of local cooperation and collaboration.

2.  Listen to, rather than tell people what they need to do, with the underlying conviction that the 
‘answers’ lie within the collective.

3.  Proceed with the belief that answers to discontinuous change will emerge through the construction 
of an egalitarian space where all in the community (organization) are granted the right and the 
responsibility to speak and act together.
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4.  Focus on the common purpose of your organization rather than on ‘me,’ ‘myself,’ and ‘I.”
5.  Subordinate yourselves as individuals and as a collective to the justness of a common purpose that 

is greater than any individual or collective.
6.  Attend to constructing meaning amid discontinuous change. This is not to say that there is only one 

‘meaning’ but rather that multiple meanings can emerge from how others experience discontinuous 
change. Believe that those multiple meanings can point to recovery in a good direction.

7.  Create safe conditions where all are able to A.T.T.U.N.E. to each other, and feel free to talk about 
their fears without judgment, and not to be immobilized with despair and hopelessness.

8.  Build a culture of an ‘understanding heart’ and trust in the power of imagination. Speak and act 
from the perspective of imagination and an ‘understanding heart.’

9.  Temper the possibility of falling off the wagon and being seduced by addictions to success, with 
practical wisdom, prudence, humility, and restraint.

10.  Encourage all to share stories in ways that orient to imagination and the possibility of renewed 
hope. While the reality of COVID-19 has its own finite realities, stories of hope and imagination 
offer the possibility of equifinality – limitless possibilities.

11.  All stories are social constructions. To orient to the social construction of stories suggests that other 
possibilities (stories) can be constructed and can possibly point to recovery in a good direction. 
It also recognizes that imagined possibilities are experimental. Acting on any of those imagined 
possibilities is to experiment with living.

CONCLUSION: LIMITATIONS AND FUTURE RESEARCH

The conceptual framework for this chapter is constructed from within the lens of narrative thinking. 
While this Chapter has its limitations, it offers the possibility of research in new directions, particularly 
from a narrative perspective. While some might charge that this Chapter is biased, narrative research-
ers would affirm bias as a necessary feature of thinking. Whereas traditional scientific research would 
separate the observed from the observer, narrative researchers would ask: “where can we be in the world 
and not be a part of it?” As a sociologist, C. Wright Mills (1959) wrote in a classic essay, “the most 
admirable scholars within the scholarly community...would not split their work from their lives. They 
seem to take both too seriously to allow such dissociation, and they want to use each for the enrichment 
of the other” (p. 195).

Future studies could concentrate on exploring, possibly through different case studies, how organizational 
authorities can respond meaningfully to wicked problems of discontinuous change and co-evolve with 
the evolution of such wicked problems. It is hoped that this Chapter brings another (fresh?) perspective 
to open up new avenues of inquiry and practice for leading change. Finally, this Chapter hopes to serve 
as a reminder that the vital health of any organization in a Post COVID-19 era is calling change leaders 
to pay deliberate attention to the 11 recommendations with compassion and care. To ignore them is to 
open ourselves to the real possibility that their organizations may die of shock.
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ABSTRACT

In 2020, the corona virus disease 2019 (COVID-19) triggered a global health crisis, disrupting economies, 
societies, and private companies. Organizations faced urgent challenges, and most of them installed so 
called “task forces” to respond. Small or medium enterprises (SMEs), which play a major role in most 
economies, however, often encounter problems of limited resources to do so. The purpose of this chap-
ter is to derive theoretical and practical implications on how such crises can be handled. A literature 
review identifies the characteristics of successful task forces and then validates them with a case study 
of a Swiss transport company during COVID-19, which is based on multiple interviews with the CEO 
between Spring 2020 and in Fall 2020. The findings include that task forces are crucial for SMEs de-
spite their limited resources. A critical success factor is the quality of human resources, which demands 
careful selection. Concepts used in crisis management can also be applied in day-to-day operations to 
increase the organization’s resilience and also general profitability.

INTRODUCTION

In 2020, the severe acute respiratory syndrome coronavirus 2 (SARS-CoV-2) triggered the biggest 
global health crisis since World War II. The global pandemic outbreak of the respective coronavirus 
disease 2019 (Covid-19) disrupted economies and organizations, but also changed individual lives. By 
the end of the first half year of 2020, more than 500,000 people have died and economic losses were 
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expected to be tremendous (Roser et al., 2020). In addition to the threat to public health and wellbeing 
of millions of people, organizations suddenly faced change management and leadership challenges of 
unprecedented urgency. Strategic visions, and day-to-day operations had to be adapted to a new reality 
within a short time.

Public authorities, multinational organizations and small and medium enterprises (SMEs) often in-
stalled so called ‘task forces’ to manage the new situation. Generally speaking, a task force is a temporary 
organization consisting of individuals within an organization and operating in an ad hoc structure tailored 
to solve one specific problem (e.g. Lundin and Söderholm, 1995; Burke and Morley, 2016; Einola and 
Alvesson, 2019). Task forces handle situations by managing information flows and they are generally 
designed to cover all capacities and competencies needed to support the decision-making of the execu-
tive board in regard to this situation.

Although crisis management in general is thoroughly researched (e.g. Billings, Milburn and Lou, 
1980; Weick, 1988; Benini, 1999; Boin, Kuipers and Overdijk, 2013; Bundy et al., 2017), and there are 
even first publications on Covid-19 (e.g. Bailey and Breslin, 2020; Fernandez and Shaw, 2020; He and 
Harris, 2020; Wegmann and Schärrer, 2020), there is no clear understanding of the morphologies, nor 
the value of these Covid-19 task forces, let alone the mechanics at play within them. From a theoreti-
cal perspective, there are several theoretical concepts that address mechanisms within a newly formed 
temporary team. Most of these theories have their roots in the modern neoclassical economic literature. 
For instance, Human Capital theory (Becker, 1962, 1964) emphasizes that people and their capacities 
influence the performance of the organizations. Specifically, it is specified that human capital gains 
importance when the talent in question is not readily available in the labor market, which corresponds 
precisely to Covid-19 task forces (Crook et al., 2011).

From a practical perspective, there is a lack of guidelines on how such task forces should be both 
composed and led, in order to be successful during Covid-19 and equally as an instrument of organiza-
tional resilience for the post-Covid-19 era. Additionally, while for larger organizations, the installation 
of a task force seems to be easier and more feasible, for small or medium enterprises (SMEs) problems 
in terms of their limited resources (Sharma, 2020) are far more prevalent. An additional difficulty is that 
managers are subject to a double pressure as they are already involved in the daily business, on the one 
hand, and have to get control of their functions in the newly formed Covid-19 task forces, which should 
handle the pandemic on the other hand.

In literature, there is no clear definition of SMEs (e.g. Omar and Ismail, 2009), but often the size of 
the enterprises (i.e., fewer than 250 employees) is the unique criterion. Worldwide, there are approxi-
mately 400 million SMEs that make up over 95% of firms and create two thirds of the jobs (Shift, 2019). 
Consequently, these SMEs and their task forces move into focus when it comes to handling the Covid-19 
crisis and oncoming crises in organizations.

This chapter aims to examine these task forces in SMEs and to particularly explain which charac-
teristics make them useful instruments to respond to incidents. The aim is to answer to the following 
research question: What characteristics of task forces in small and medium-sized organizations lead to 
effective management of the Covid-19 crisis?

To answer this question, this chapter starts by summarizing crisis management and change manage-
ment literature and adds rare but existing research results on the Covid-19 context. From this, it identi-
fies the most relevant theories (e.g., Human Capital and Social Capital theory) and underlying concepts 
needed to understand the context. Subsequently, a case study of a Swiss transport and logistics company 
navigating the situation of Covid-19 will shed light onto specific challenges experienced and lessons 
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learned. The Swiss medium-sized company operates mainly in the domestic market and has more than 
200 employees. As most of the organizations, the company decided in March 2020 to install a task force 
of five members to handle the Covid-19 situation.

The head of the organization is interviewed multiple times and answers questions from the beginning 
of the crisis (Spring 2020) until at the peak of the second ‘wave’ of the pandemic in Switzerland (Fall 
2020), enabling the chapter to identify a learning curve and to see where hindsight differs from forecast, 
and where experience improved expectations. A particular focus is given to the question of task force 
manning, task force mission and the difference between handling Covid-19 and handling day-to-day 
operations in management meetings and other decision-making bodies. The qualitative semi-structured 
interviews are coded and structured along the methods and concepts identified in the literature. Finally, 
the comparison between the current theoretical and empirical research literature and the case study, based 
on an in-depth examination of a Swiss company handling the crisis, provides conclusions and practical 
implications for organizations, now and in the future. Specifically, this chapter points out the important 
characteristics of Covid-19 task forces in small and medium-sized organizations with the goal to inform 
future decisions on change management and leadership.

THEORETICAL BACKGROUND

The corona pandemic outbreak in spring 2020 massively increased the global academic and practical 
interest for crisis management. Particularly organizations that usually do not deal with disruptive and 
unexpected events threatening to harm the organization or its stakeholders (Bundy et al., 2017) were 
caught off-guard. Other than professional firefighters, humanitarian aid workers, soldiers or hospital 
staff, small and medium enterprises (SME) of various industries do not usually have to consider how to 
tackle external shocks in their day-to-day operations.

To cope with this new situation and the fast speed of onset, numerous organizations decided to 
install specialized Covid-19 task forces in order to handle the crisis. The term task force, originally 
coined to group naval vessels together to achieve a particular military goal (Robinson, 2020), describes 
cross-functional teams, which are funded in response to a situation and staffed based on the needs of 
that situation (Hollenbeck, Beersma and Schouten, 2012). Task forces are by nature always temporary 
organizations, which are in turn defined as “temporally bounded group of […] actors, formed to complete 
a task” (Burke and Morley, 2016, p. 1237), which is along the lines of its military legacy and the respec-
tive meaning. They are tailored for the action a specific situation calls for, and which would normally 
dissolve again when a certain goal is achieved or a certain time span has passed.

Having outlined that, task forces are by nature different from crisis management teams, which are 
cross-functional teams, too. However, crisis management teams tend to be pre-defined and pre-trained 
standby-organizations, activated when a respective situation calls for it (Barton, 1993; Coombs, 1999), 
while task forces respond and are staffed ad hoc. Crisis management teams, as they are pre-defined, 
would classically rely on being staffed with the functions ‘usually’ needed, such as IT, communications 
or HR, while task forces can take any shape or any composition, depending on the morphology and the 
needs of the situation that triggered its creation.

Although crisis management in general is thoroughly researched (e.g. Boin, Kuipers and Overdijk, 
2013), there is only limited evidence of the intersection between temporary organizations and perfor-
mance, and thus on how effective (or not) task forces truly are. A recent study, using a grounded theory 
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approach, inducts four categories of performance drivers: human resources, tools and support, processes 
and methodology, and (uncontrollable) environmental factors (Wegmann, 2020). As this chapter aims 
to understand factors at least partially under our control, uncontrollable environmental factors will not 
be considered any further. Therefore, the characteristics of Covid-19 task forces that lead to an effective 
crisis management can be broken down into three dimensions (see Table 1).

First, the importance of the human resources for an effective Covid-19 task force can be explained 
by the well-established human capital theory. The human capital theory, set forth by Becker (1962, 
1964), points out that individuals and their capacities influence the performance of organizations. Es-
pecially in a crisis situation, human capital in the form of the “best and brightest” must be attracted and 
retained (Crook et al., 2011). At the same time, the theory postulates that individuals’ education and, 
most importantly, a customized training is human capital which influences performance (Becker, 1964). 
With regard to Covid-19 task forces, this means that, besides individuals and the effectiveness of their 
collaboration, also a specific crisis management training can lead to a successful functioning of a task 
force. In most industries and for most SME, this is particularly true because crisis management training 
is not something that is anyway available. So far, there are only very few empirical studies investigating 
the human resources in a task force. However, Wegmann and Schärrer (2020), for instance, analyzed the 
structure of Covid-19 task forces in different countries and showed that individual competencies, team 
collaboration, and assignment of tasks and roles are decisive factors for the performance of a task force.

Second, various tools and support, being represented as actual physical resources or immaterial instru-
ments such as processes and guidelines, can make a difference. The main tools and support identified 
as performance drivers in crisis management teams can be grouped into these sub-concepts: a) partners 
and partner organizations, indicating the degree to which the organization or the firm is embedded in its 
environment and the freedom of action to ensure external capacities can be gotten ahold of in reasonable 
time; b) logistics, meaning the capacity to transport, store and maintain the resources necessary to cope 
with the crisis at hand; c) safety and security, which encompasses all measures aimed at keeping the 
employees and the organization’s other resources free from harm; and d) information and communication 
technology (ICT), generally all the technological assets and tools in place to enable the organization’s 
information flows and data storage.

Table 1. Characteristics of task forces

Dimension Content

Human resources
     - Individual members’ competencies 
     - Available skills on team level 
     - Team composition

Tools and support

     - Partners 
     - Logistics 
     - Safety and security 
     - Information and communication technology

Processes and methodology      - Leadership and management 
     - Information management
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Third, processes and methodology matter. These processes and methodologies can generally be grouped 
into two separate concepts: everything which has to do with how the employees and the organizations 
are led and managed and everything which has to do with how information gets acquired, analyzed, 
verified, and disseminated. Quite clearly, as managing the information flows is a key task for leadership 
persons on every level, these two are not content-wise separate,, but closely linked, as the inform each 
other and represent preconditions for each other. Particularly when tasks are complex, time-critical, and 
managed in a more or less de-central and agile way, dissemination the information available quickly and 
correctly enough to enable de-central decision-making in the first place, is the critical antecedent for 
success (e.g. Lucas Jr and Palley, 1986; De Groot, 1988; Wong, Ormiston and Tetlock, 2011; Wegmann 
and Newett, 2020).

As these characteristics can inform us to predict under which conditions task forces are successful 
in general, the actual setting up and the structuring of task forces in SMEs is more difficult. Compared 
to larger organizations, SMEs are strongly confronted with resources constraints (Hong, Huang and Li, 
2012). Additionally, most of crisis management research tend to focus on large organizations or public 
authorities, and SMEs are not adequately investigated for sound theory and practical implications for 
management (e.g. Acquier, Gand and Szpirglas, 2008; Herbane, 2010). The following case study aims 
to contribute to more evidence and practical guidelines on the important characteristics of task forces 
in smaller organizations.

CASE STUDY CHOICE AND DATA COLLECTION

This case study’s research aims at finding an SME providing services or producing goods in an industry 
branch only loosely affected by Covid-19. The effects on employees and organizations, and the manage-
ment of the crisis is to be analyzed, rather than business effects because of crumbling markets or unstable 
supply chains. For this purpose, Mittelland Transport AG (MLT) serves as an appropriate SME. MLT 
provides transport and logistics solutions for the construction industry, operating in the Northwestern 
part of Switzerland. The medium-sized company operates as an independent subsidiary of the Swiss 
Jura Materials Group that is part of the Irish CRH Group. The key expertise of MLT is distributing a 
diverse range of superior building materials and products, which are used extensively in construction 
projects of all sizes. The company employs more than 220 people (220 full-time equivalents), and owns 
160 distribution trucks to carry out their solely road-based transportation services.

To serve the research focus, generally accepted case study methods were adopted in terms of level 
of research, questionnaire development, data collection, and data analysis (Yin, 1994; Chetty, 1996). In 
this case study, the head of the MLT was invited for his business knowledge, understanding of the entire 
organization (Perren and Ram, 2004), and the critical role he plays for crisis management in SMEs in 
general (Runyan, 2006) but also for the tasks force. Thus, the head of MLT was interviewed multiple 
times, starting with a structured and partly quantitative survey at the onset of the crisis (Spring 2020) 
and ending with a personal interview on the developments during the second ‘wave’ of Covid-19 in 
Switzerland (Fall 2020). The qualitative semi-structured interviews were coded and structured along the 
theoretically developed characteristics of task forces (see Table 1). As the functioning of task forces in 
SMEs is more unique, the questions were loosely structured and gave the head of the organization more 
opportunities to fully express himself and to receive responses for more in-depth information (Alsaawi, 
2014). The interviews were recorded, transcribed, and are included in the following section.
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THE CASE OF MITTELAND TRANSPORT AG DURING COVID-19

Similar to most Western European countries, in 13 March 2020, the Swiss Federal Council (Switzer-
land’s political executive body) announced the so-called ‘lockdown’ with restrictions of far-reaching 
consequences (e.g. closure of schools, restaurants and bars or temporary restrictions on immigration). 
Covid-19 struck the Swiss economy hard. The Swiss State Secretariat for Economic affairs estimates 
the Gross National Product to decrease in 2020 by 3.3% (SECO, 2020), having made continuous down-
wards adjustments after a comparatively stable start during the first wave. Between March 16 and April 
19, the country was in a national state of emergency, which included not only the closing of various 
institutions but also a prohibition of gatherings of more than five people. However, particularly during 
the first wave, but with after-effects into Winter 2020/2021, the government swiftly introduced also a 
fast-track credit access system with a focus on SMEs to bridge liquidity shortfalls, and distributed easy 
and quick access to more than 76’000 businesses, considerably more than any other country in Europe 
(WEF, 2020). The speed and unbureaucratic loans were indeed so fast, that Swiss Minister of Finance, 
Ueli Maurer, announced in March 2020 “You go to your bank. Within half an hour, you will have your 
loan” (Swissinfo, 2020).

However, even without loans and immediate liquidity problems during the first wave, the economy 
and the society as a whole were still struck hard. People in their daily jobs feared infections, families 
organized their childcare new due to the closed schools, and sales were low. Even though some economic 
activities including the construction business continued and thus, MLT was only indirectly affected, 
within the following two days, the CEO of the company decided to install a task force. The goal of this 
task force was to handle the situation by maintaining the daily business and simultaneously ensuring the 
safety of the employees. The purpose, the structure and the manning of the task force were partly built 
on existing standards and management processes in place according to what the International Organiza-
tion for Standardization (ISO) required for the firm’s quality management (ISO 9001) certification. The 
most important aspect required by ISO 9001 for this study’s situation is the fact that firms striving for 
a certification must demonstrate and document risks, and implement measures to respond to disruptive 
events. In this case, the CEO adapted the existing contingency plans to the specific Covid-19 needs. Only 
three days after the announced lockdown, the task force was internally communicated and implemented.

The task force of MLT consisted of five people, including the chief of staff. Whereas the CEO of 
MLT was deployed as the chief of staff of the task force, all other individuals hold a management posi-
tion within MLT (as Head of Services and Human Resources or Head of a Transport Region). Each 
of the task force members is responsible for a specific task: Management and risk evaluation (chief of 
staff), occupational health and safety (task force member 1), business activities (task force member 2), 
logistics (task force member 3), and IT projects (task force member 4). The task force composition of 
MLT, including some personal details, is displayed in Figure 1.
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All five members of the task force were simultaneously part of the executive board of MLT. Conse-
quently, all members were subject to multiple sources of pressure. They were highly involved in their 
daily business – their actual functions, so to speak – and in their temporary function in the newly formed 
Covid-19 task force. In order to mitigate this double workload, the executive board of MLT decided to 
temporarily charge other firm managers with more responsibility regarding decision-making processes 
in the day-to-day business operation. Daily business was delegated down in order to free capacity for 
the task force members to handle Covid-19. In contrast, the task force did not differ from the already 
established management structure of the SME, so that it was a well-coordinated team.

The members of the Covid-19 task force of the company did not receive any previous and specific 
internal crisis management training. However, most of the individuals possessed similar relevant skills 
that had been acquired in a different context (e.g., previous education or job, or military service in lead-
ership positions in the Swiss military system of conscription-driven active reserves). The firm culture 
to talk and act in standards and clearly defined wordings helped the executive board to change into this 
crisis mode in stride.

In contrast to the regular monthly meetings of the executive board, the task force set up an additional 
weakly Covid-19 meeting (held online) to discuss the relevant issues. Additionally, each of the task force 
members had to submit a daily status report (clocked at 09:00am) to the chief of staff. These status re-
ports came in the form of ‘PALF’, a German abbreviation for the items Personnel, Business, Logistics, 
Leadership. MLT adopted the idea of ‘PALF’ from the armed forces, where a similar structure is used 
on various levels to indicate situation reports. ‘PALF’ is used at MLT for various purposes which meant 
that these daily situation reports came in standards already well-known to all people involved, both in 
form and structure but also in content and meaning.

At the end of May 2020, after the Swiss Federal Council had eased some of the national restrictions, 
MLT returned to their normal business and the task force was dissolved. In summer, the executive board 
of the company intensively discussed the lessons-learned of their crisis management in spring within the 
regular executive board meetings. The financial loss was estimated at five percent of the annual turnover. 
Additionally, depending on the further exogenous developments, the risk of liquidity shortages because 
of closures of construction sites or general construction project freezes was identified. Besides that, so 
far, the biggest challenge of the Covid-19 crisis had been averted by the task force in charge of MLT.

However, the crisis led to less visible challenges for the organization. For instance, because of the 
physical distance to the employees, it was difficult to motivate and encourage them in their daily work. 
In order to mitigate these negative effects, the CEO of MLT decided to launch an Easter gratification in 

Figure 1. Task force chart of MLT
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April and produced a special Easter bunny wearing a mask made of chocolate. Each of the 200 employ-
ees received one bunny. The idea behind this little surprise with a pinch of humor was to express the 
organizational gratitude to all individuals and to increase the commitment. Additionally, in August, the 
task force of MLT organized a first physical staff meet-and-greet event after the lockdown.

At the end of October 2020, following the rapid increase in Covid-19 cases and the renewed restric-
tions made by the authorities in Switzerland, the task force of MLT was reinstated. On the basis of the 
perceived well-functioning of the task force with its human resources and processes, the task force of 
MLT was reinstated in exactly the same way as in March 2020.

CASE ANALYSIS

This case structures its analysis based on the task force characteristics introduced above. The different 
dimensions – human resources, tools and support and processes and methodology – are used as a handle 
to break down the MLT narrative into discrete singular items of analysis. Keeping in mind, however, 
the research question (What characteristics of task forces in small and medium-sized organizations lead 
to effective management of the Covid-19 crisis?), this study will purposefully exclude the dimension 
‘Tools and Support’. The research question aims at the task force and its endogenous characteristics, thus 
around the human resources constituting the task forces and the processes used to operationally run it.

Therefore, the analysis will be structured along these two main lines: the people in the task force and 
the (leadership) processes used to run it (see Table 2).

Human Resources

One of the most obvious but perhaps most important feature of SMEs is their scarce resources, particu-
larly in terms of management and administrative capacity, which could potentially be freed to handle an 
unexpected external shock such as Covid-19. Therefore, conventional crisis management wisdoms might 
partly not apply or need to be adapted to slim versions of how they are actually meant. The ‘leaner’ such 
an SME is, meaning the more overhead it has reduced, the less it possesses reserves. If crisis prepared-
ness experts advocate for building crisis management groups or task forces to handle a crisis, it might 
simply prove impossible to do so if there are only limited management resources available in the first 
place. MLT coped with this by essentially using the executive board in a double function – as executive 
board in their original role and as Covid-19 task force ad hoc.

Table 2. Characteristics of task forces adopted by case study organization

Dimension Content MLT

Human resources
     - Individual members’ competencies 
     - Available skills on team level 
     - Team composition

     • 
     • 
     ∅

Processes and methodology      - Leadership and management 
     - Information management

     • 
     •

Key to symbols: • directly applied, ∅ indirectly applied
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On the other hand, MLT displayed strong and perhaps intuitively adapted principles by running the 
company much in the way a crisis management team is run also outside of the crisis. In practice, this 
meant for example that the importance of human resources had been understood a long time before the 
Coronavirus disrupted the world. In branches such as transportation, a lot of human resource quality 
is defined by practical understanding of the trade rather than educational degrees. MLT is run by an 
executive board which features 40% of members without university degrees. However, they understand 
the employees, the business they are conducting, and they acquired leadership and other generic, non-
technical skills in other functions. For example, 3 of the 5 board members also acquired leadership skills 
in leadership functions of the Swiss Armed Forces.

MLT had understood the importance of the quality of human resources. Accordingly, they had all the 
preconditions necessary to possess the necessary individual competencies to run the ad hoc task force, 
but they also had all the skills on team level and a team composition which not only covered skills and 
competencies, but which was a trained and practiced management team. They run the company in day-
to-day operations, and now they managed the same company with the same employees during a crisis. As 
a consequence, they sensed the need to keep the employees emotionally close early on in the crisis and 
extended an honest felt duty of care to them. The example of the Easter bunny gratification mentioned 
above shows that they understood that gratification needs to be personal and emotionally binding rather 
than material (such as a cash gratification).

Processes and Methodology

In terms of leadership, the CEO himself assumed a ‘Captain at the Helm’-attitude. He was physically, 
personally and emotionally present and expected the same presence of his middle management. He went 
ahead as a role model, assuming additional responsibilities in the task force as well, such as taking up the 
risk assessment and the information management of the task force himself rather than delegating these 
tasks in order to stay free for management decisions (as conventional crisis management would perhaps 
propose). He credibly adopted Xenophone’s millenia-old adage “do not ask your men to do something 
that you won’t do yourself” (Lowry, 1995, p. 10) in order to ensure that his keep the loyalty of his 
subordinates while also making sure at the same time that the task force is run in a way that he sees fit.

Apart from these observations, a striking finding can be identified in regard to information manage-
ment. The CEO was clearly well-prepared to understand both the importance and the difficulty of coor-
dinated and smooth information flows. Not only is he a senior officer in the armed forces with advanced 
training (reserve officer of the General Staff), but he also pursued and completed a continuing education 
program dedicated to the very subject. The information management challenge during Covid-19 was 
perhaps not information acquisition, but rather analysis and dissemination, as well as containing rumors 
and uncertainties. However, when asked in the interview, he asserted that in terms of information man-
agement, he “just followed the situation’s necessities” without acknowledging that he, in his multiple 
roles as CEO, chief of staff, chief risk officer and intelligence officer, also achieved an additional feat. 
The way that the internal information was managed seems extraordinary for a structure built from the 
daily operation’s management structure. The meeting rhythm was adapted, and in order to have all the 
information necessary to make appropriate decisions in the meeting, a rhythm and a form to report the 
status of sub-organizations was swiftly introduced. This form relied on a standard form, ‘PALF’, which 
was already known to everyone involved and the only adaptation needed from subordinated personnel 
was to speed up the reporting rhythm. Another advantage of the MLT task force was that all members 
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were already part of the established management structure. Thus, they were familiar with the general 
processes and meeting culture, which made the functioning of the team much easier.

Taken together, MLT relied on processes they already knew. No additional structures were built, 
processes and concepts were taken from day-to-day operations as much as possible. Simplicity was key. 
And simplicity meant working with the processes already known and the resources already available.

CONCLUSION AND RECOMMENDATIONS

This article provides findings of a case study from a Swiss SME that installed a task force in order to 
handle the Covid-19 outbreak in spring 2020. The aim was to examine characteristics of task forces in 
SMEs that lead to an effective crisis management.

The literature review revealed in particular three important dimensions: human resources, tools and 
support, and processes and methodology. Each of these dimensions can be divided in several subcatego-
ries. For instance, based on human capital theory and other recent empirical evidence on Covid-19 task 
forces, this article identified that individual members’ competencies, available skills on team level, and 
team composition are critical task force characteristics (i.e. dimension “human resources”). Furthermore, 
physical resources can make a different in crisis management. According to the theory, mainly partners, 
logistics, safety and security, and information and communication technology are relevant characteristics 
(i.e. dimension “tools and support”). Finally, an effective management of a crisis needs holistic processes 
and methodology, that can be grouped in leadership and management and information management (i.e. 
dimension “processes and methodology”). Thus, these dimensions with its relevant subchapters provide 
guidelines how an organization can set up a task force from a theoretical perspective. However, as these 
results shed some light on the installation and functioning of task forces, the practical implementation 
is more complex. This applies specifically for SMEs that are often strongly confronted with resources 
constraints.

The case study of MLT showed an example of a Swiss SME during the Covid-19 crisis from March 
to November 2020. Several in-depth interviews with the head of the organization and a comprehensive 
data analysis presented a case of an organization dealing with the crisis. In summary, MLT installed a 
task force right after the by Swiss Federal Council’s announced lockdown. The group of five people 
(each of them simultaneously holding a management position at MLT), met on a weekly basis to discuss 
the relevant Covid-19 issues. At the same time, each of the task force member had to submit a daily 
status report to the chief of staff, using the above-mentioned concept of ‘PALF’. Thereby, the task force 
directly applied the characteristics of individual members’ competencies and available skills on team 
level. Additionally, they included the relevant ideas of leadership and management and information 
management in their work. Team composition on the dimension human resources was only indirectly 
applied. Despite the financial losses of the organization, some challenges regarding the motivation of 
the employees, and the problem of double pressure of the task force members, the task force of MLT 
has, so far, successfully handled the Covid-19 crisis.

Of course, the mere observation that people are important for performance may not sufficiently the 
criterion of “non-obviousness” for relevant research (Thomas and Tymon, 1982). However, on the fol-
lowing recommendations, based on the literature and the case study, can be gained:

First, the installation of a task force in order to handle the Covid-19 crisis is crucial for an organization 
in general, including for an SME. External shocks demand the need to change processes and structures 
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to cope with exogenous factors usually not present. Despite limited resources of SME, the case of MLT 
showed that a task force is essential to cover specific capacities and competencies and to support the 
decision-making of the executive board. Resources can be freed when competences are delegated down.

Second, several characteristics of task forces in SMEs lead to an effective management of the Covid-19 
crisis. However, one of the most important one is the quality of human resources, which is intensified 
by the fact that managers in SMEs are subject to a double pressure as they are often highly involved 
into the daily business and the task force. Consequently, there is a need for a considered team member 
selection to ensure the necessary individual competencies to run the ad hoc task force are available, but 
also a team composition with different and complementary skills.

Third, as the task force and all other relevant parties are working under enormous time pressure 
during the Covid-19 crisis, it is crucial that the team is well prepared for such unexpected situations. 
The task force was able to fall back on already existing standards and processes to deal with difficult 
circumstances. For instance, task force members of MLT were all familiar with the concept of PALF, 
on which the team structured its analyses and decisions. Therefore, crisis management training of the 
individuals in advance, through specific workshops or former experiences (e.g., military services), is 
key to handling the Covid-19 crises in SMEs.

Fourth, the case of MLT also shows that strict adherence to terminologies and concept originally 
developed for high-pressure situation can also be applied in normal operations, and thus do not only 
prepare the organization for external shocks, but their efficiency is prone to drive profitability in day-
to-day operations.

Finally, one of the most important roles in a task force, in SMEs and also in every other organiza-
tion, is the chief of staff. The case study of MLT showed impressively that a task force leader who is 
physically, personally and emotionally present and who takes up the risk assessment and the informa-
tion management of the task force himself rather than delegating these tasks, can serve as role model 
and lead the whole organization through the crisis. Of course, other situations might have made this 
approach unfeasible and possible, other CEOs, other companies and other forms of crisis might teach 
us different answers to the question of what the tasks of a CEO should be. However, in this case, the 
solution outlined clearly worked.

Besides these more generalizable lessons on how the Covid-19 crisis can be withstood, much depends 
on the specific situation or on external factors. For instance, this article has presented one single case 
study of an SME in Switzerland and in the construction industry – an industry branch only loosely af-
fected by Covid-19. Consequently, the results and recommendations need to be put into the appropriate 
context. The authors particularly advocate further research on determination of the functioning of task 
forces in SMEs that could provide important guidelines for organization to handle the Covid-19 crisis.
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ABSTRACT

The case focuses on Werenbach watches, a micro SME based in Switzerland which managed to survive 
the current crisis of COVID-19 in an innovative way. The focus is on the behavioural aspects of leader-
ship present in the case and which have led to tangible innovations. The innovations examined have led 
to the ability to source extensively and access funding to create a stronger global presence. The reasons 
for choosing servant leadership as an example are presented and the moderating links between attitude 
and implementation are listed and examined. Suggestions for managers and further research are pre-
sented. The chapter aims to be a toolkit for micro SMEs’ CEOs willing to understand the fundamental 
behaviours behind access of funds and sources for a small firm.
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INTRODUCTION

Small and medium-sized enterprises (SMEs) in the European Union (EU), consist of firms employ-
ing less than 250 employees, and account for 99.8 percent of all firms (European Commission, 2005). 
However, despite their significance, SMEs are vulnerable to several issues –dependency on debt, and 
in particular bank loans, for liquidity. Usually, in stable economic conditions, liquidity shortages can be 
controlled using short-term loans or capital without jeopardising the survival chances of the company. 
Nevertheless, in times of a crisis such as COVID-19, SMEs’ reliance on financing, reliance on sourcing, 
and the lack of ability to procure other streams of funds in the short-run can turn a liquidity issue into 
a serious solvency issue. Eventually this issue has transformed into a critical concern for policymakers 
globally (Gourinchas et al., 2020).

Werenbach watches is a micro SME based in Zurich, Switzerland with 2 partners and a CEO, and a 
strategy based on mostly word of mouth, which managed to achieve; a very successful online strategy 
using social networks, funding and a worldwide presence including a succesful crowdfunding, and a 
succesful pricing strategy in several markets all during the Covid-19 period. Werenbach watches has 
a varied pricing strategy aiming at varied layers of customer base from high end to mainstream (e.g. 
200USD to 600USD). Having interviewed the CEO using semi-structured questions, this case study 
aims to analyze how servant leadership (particularly providing direction and stewardship) helped the 
SME grow within the Covid-19 period. Intrinsic case study reseach involves in depth analysis of an 
individual unit. The following chapter is an intrinsic case study which does not aim to be used for theory 
building but for a better understanding of the particular case. This can be seen as a deviant case as it is 
quite unusual due to the extensive final media presence generated from a small firm size (Baskarada, 
2013). Although our case is focused on behaviour, the case study collected evidence of the results and 
of factors encouraging the behaviour rather than perceptions of potential results.As case study research 
is based on analytical generalisation and is made to theory and not to population, the chapter focuses 
on servant leadership theory as a foundation of comparison. The reason for its selection is seen below. 
The findings are also shown below.

The company essentially secured funds and a survival throughout 2020 using an intertwining of in-
novations led and selected by a proactive attitude towards servant leadership. In essence, all innovations 
undertaken complement each other and intersect to create the situation the company is in. As in most 
entrepreneurial decisions, the action taken can be reactive or proactive (Stouraitis et al, 2017). In the case 
of Werenbach, most of the decisions seem to come from a proactive leadership stance showing a sense of 
direction (a servant stance) which was coined by Greenleaf (1970). The following sections will examine 
the three innovations and present a background on the company followed by the three innovations and 
then recommendations for management. Entrepreneurial action is directly linked to the entrepreneurs’ 
evaluation of the opportunities and surroundings in which the company operates. Therefore, the issue for 
entrepreneurial action is not just if a rapid change in the business model could be of use. It is more about 
comprehending the meaning for the company inside and the environment outside, during the process of 
fixing their plans or business model. As Hoch et al. (2016) mention, leaders can be transformational but 
also unethical, abusive of followers and act in way that may be contrary to the values and organizational 
intersts, at times also without realising.

Presenting a background on the innovative product, the case will focus on the leadership actions 
taken in 2020 and during the covid pandemic (aka themes) to secure funds for the company and inter-
nationalize further rather than shrink. In the case of entrepreneurs like Werenbach, the reaction to an 
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economic shock such as the COVID-19 crisis dictates the need for a primary evaluation to comprehend 
the current situation we are in (Lettieri et al., 2009): is it the in-crisis emergency response situation?; 
is the company moving towards a recovery post-crisis phase? To what extent is the company preparing 
for potential unexpected shocks? In the case of Werenbach the latter applies most, as shall be see later. 
Therefore the case shall focus on three themes or innovations achieved by Werenbach and the role of 
(servant) leadership in insigating them. The chapter aims to provide a behavioural tool and handbook 
for other micro SMEs to find inspiration towards a specific style of leadership that can appeal to funders 
and also to explain how this specific style of “moral” leadership can lead to the following innovations 
which are per se inter-linked and triggered by it:

1.  The succesful pricing strategy for a worldwide presence (Developing international supply chains 
and outweighing costs)

2.  The succesful online strategy via social networks (expanding the social network and sourcing)
3.  The succesful international social media presence including interviews (promoting and expanding 

access to varied funders)

The three concepts are all stemming from a servant leadership stance and intertwine to provide sourc-
ing and financing. This is in essence the link between the three and the final result.

The chapter unfolds as follows; a background on the Company is presented along with the space 
industry idea to understand the foundations and context. From there, servant leadership is defined and 
explained as the theoretical framework to be used in the chapter.From there the three innovations are 
examined in relation to the servant leadership section and definition. From there, the chapter moves on 
to a discussion and key findings section, a conclusion and recommendations for future research.

BACKGROUND ON WERENBACH WATCHES

There are several fundamental questions we need to ask when researching the innovation and strategy of 
Werenbach. For example, what factors underlie new-product success? What have been the difficulties in 
the setup? Representative of this are the high failure rates of new products and the poor innovation per-
formance in industry even before Covid-19: around 40% of new products are estimated to fail at launch, 
even after all the development and testing work; out of every 7 to 10 new-product concepts, only one 
is a commercial success; and only 13% of firms report that their total new product efforts achieve their 
annual profit objectives (Cooper, 2017b; Cooper, Edgett, & Kleinschmidt, 2004).

As a brief introduction on the company it is important to take a look at how the product began its 
journey to understand what is being sold now; Werenbach produces watches in extremely small quanti-
ties to international customers from the atelier in Zurich; a business model both fragile due to supply 
but also lucrative due to the exclusivity and rare nature of the product. Specifically, Werenbach sold 36 
watches through its own atelier in 2016. Although the watches are put toghether in Patrick’s atelier in 
Zurich, the case is sourced from Hong Kong. To expand the business and grow once the crisis began, 
Patrick needed resources and funds which were not readily available, more so under Covid-19, and this 
was threatening the fragile Business model. In an example of both leadership and business intellect, he 
decided to crowdfund his next series of watches including dials cut from the shell of the space-bound 
Soyuz rocket through Kickstarter, a crowdsourcing platform focused on creativity. In order to achieve 
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this, he would have to expand the business (and his skills) in terms of social networks and social media. 
An unknown territory so far for this small Business.

Taking a step back, we can see how the business began; ie.. On the 23rd January, 2013, Andrea 
Duttweiler, Marco Vannotti and Patrick Hohmann created the company Werenbach in Zürich-Hottingen, 
Switzerland with the purpose to produce watches from genuine rocket material. In so doing, Werenbach 
sought to go one step further than other comparable watch brands, who had thus far succeeded solely 
in incorporating single pieces of historic or unusual material into their watches. At Werenbach, the idea 
was for the entire casing to be made of legendary rocket material showcasing an innovative drive from 
the early stage.

The vision of Patrick Hohmann, director and owner of the company “I want to create watches that are 
more evocative, colourful and inspiring than the rest.” The journey started with the Trip to Kazakhstan, 
Patrick travels to this country to deal with a local rocket scrap metal dealer, Mr Murat. He has an exclu-
sive contract with Roscomos (The Russian space agency comparable with NASA) to collect, recycle and 
sell the rocket materials that felt back to earth when rockets are launched.They visited the junkyard at 
the Baikonur Space Center, the largest rocket launch site in the world. Also, collected samples of rocket 
materials for testing and prototypes.

Both parties agreed to buy the rocket parts, based on the market price of the recycled material. In 
addition, Werenbach offered to cover all the additional costs that would be incurred by the order and to 
pay a small quantity surcharge.They agreed on a long-term mutual commitment that consisted of purchas-
ing only specific and selected parts of the Soyuz rocket, including an exclusivity clause, whereby only 
Patrick could buy recycled rockets material for the production of watches. This clause could be canceled 
after the 20th shipment.For his part, Mr. Murat promised to decontaminate the recycled material, if he 
did not do so, he would have to cover the costs and assume all the legal consequences in customs.Both 
agreed to obtain the export permit, pay a surcharge for small quantities and guarantee the acceptance of 
goods for the predefined number of shipments.

All this despite the fact that Mr. Murat emphasized that each shipment could differ in prices and 
materials, since each rocket launch was unique, as well as the quality of the rocket material or the usable 
material could be different. This meant that the price had not been closed, we mean a fixed and fair price, 

Figure 1. An example of a Werenbach watch
(Source: Kickstarter.com)
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as it seemed to have already been discussed, when what had been discussed was that the price should 
be based on a market price for recycled products.

Despite all the inconveniences, Patrick showed a servant leadership stance and agreed and compro-
mised on different aspects to close the deal:

• To pay the surcharge for small quantities If the reference price per ton was close to the recycled 
material

• To pay more costs when entering customs

Another problem Patrick later encountered was that the production and manufacturing phase of the 
watches took much longer than expected. The problem lay in the design of the parts, they finally had 
to be adjusted due to difficulties in obtaining the initially planned mechanism. This is the beginning 
of Werenbach Watches. The chapter will focus on the change and leadership aspects that allowed the 
company to endure the economic hardships of the covid-19 pandemic.

THE SPACE INDUSTRY IDEA

A major part of the Kickstarter and social media marketing was the innovative space industry idea. 
Patrick found the idea of rocket material especially exciting as astronomy and space exploration hold a 
special fascination for many, and it seems like humankind is always striving for a connection with space. 
Werenbach was initially looking for war airplane scrap metal, but neither the Swiss army nor the US 
Army gave them approval to use this classified material. They argued that an F-16, for example, could 
not be used with commercial purposes and that they should recycle the materials after the airplanes 
were put off services. Other watchmakers used meteorites, some used different materials and designs 
inspired in space related issues, but in this case study Patrick Hohmann, after watching a documentary 
about tours expeditions to Kazakhstan to see the rockets that felt back to earth after launching, the idea 
was crystal clear.

After several trips to the area, language barriers and endless negotiations they signed an exclusiv-
ity contract that give them access to specific parts of the rockets from the Soyuz expeditions. There is 
no other manufacturer of watches or any other product in the world that uses space rockets materials 
as the raw material for their product. This makes the product even more original and its concept too 
similar to other manufacturers like Apple that are selling a dream, an idea, a concept. In this case study 
the philosophy of “Space Born” meaning that a person can be part of a piece of history. The history of 
humans reaching space.

No other country offers the opportunity to entrepreneurs to have access to space rocket materials. 
China, United States and India are actively involved in the race to have more astronauts in the Interna-
tional Space Station, and even private companies like Elon Musk’s SpaceX are not developing any ideas 
out their space rocket debris, nonetheless they are now reutilizing their rockets so the materials used to 
manufacture this watches may soon become more and more difficult to obtain. This provides Werenbach 
a temporarily monopoly in this business and also a one of a kind product.
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SERVANT LEADERSHIP IN THE CHANGE PROCESS

Andersen (2012) hypothesises that even though several people are born with inborn qualities and character 
traits that promote their journey into leadership, the majority of people live in a functional reality where 
their leadership abilities must be intentionally cultured to achieve their all-out possible leadership output. 
This leads back to the reactive and proactive discussion on motivations as they can be instigated or led 
internally (Stouraitis et al., 2017) in firms that focus on leader behaviours and interpersonal dynamics 
that grow the followers’ (network,media and employees’) confidence and hence result in positive out-
comes, at times beyond task compliance such as going beyond expectations, positive self-development 
and prosocial behaviours. The innovation created by Patrick and Werenbach was not only founded in the 
innovative capabilities already inherent in Patrick but also in his leadership skills which propelled the 
innovations through decisive action. Charismatic and transformational styles of leadership emphasize 
on stimulating and winning followers as main ways to reach structural goals within unsettling economic 
conditions (Winston & Fields, 2015). Earlier literature (Davis, Schoorman, & Donaldson, 1997) has 
highlighted the significance of shifting management theory outside the fundamental engagement ideolo-
gies of agency theory—with its supposition of the manager who is opportunistic, and self-serving— to 
management based on observing individuals as self-actualizing, and dependable with the common good 
of the company in mind. This concept is similar to the stress in servant leadership theory on the personal 
development of supporters and the growth of the company.

Table 1 presents several general personality characteristics of leaders.

Figure 2. The transition from rocket to watch
(Source: Werenbach.ch)
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It is evident that several, if not most, match Patrick’s characteristics; how this evolves into servant 
leadership will be examined below. The study focuses on servant leadership as it seems to load with 
more practical and operational criteria than the other two major theories (ethical and transformational 
theory)(Hoch et al., 2016). More specifically, servant leadership can be seen as Patrick’s tool in this 
situation and the theoretical underpinning of this case. The word servant leadership was generated by 
Robert Greenleaf (1904-1990) in the work “The Servant as Leader,” from 1970:

“The Servant-Leader is servant first. . . . It begins with the natural feeling that one wants to serve, to serve 
first. Then conscious choice brings one to aspire to lead. . . . The best test, and difficult to administer 
is this: Do those served grow as persons? Do they, while being served, become healthier, wiser, freer, 
more autonomous, and more likely themselves to become servants? And, what is the effect on the least 
privileged in society? Will they benefit, or at least not further be harmed?” (1977: 7)

“going beyond one’s self-interest” was placed by Greenleaf as a major characteristic of servant 
leadership. However, the case study emphasizes that servant leadership is not only a way of looking at 
leadership or an approach; It is directly linked to business success by creating the direct link between 
attitude and implementation. The following are expanded traits of servant leadership:

(1) listening, emphasizing the importance of communication; (2) empathy, understanding others; (3) 
restorative; (4) consciousness; (5) persuading, (6) conceptualization, (7) farsightedness, (8) steward-
ship, (9) commitment to the growth of people, (10) constructing community (Van Dierendonck, 2010).

According to a study by Hoch et al. (2016), servant leadership was observed to be directly linked to 
criteria and results of motivation (ie. practical implications) such as; behavioural measures (Job per-
formance, employee deviance), attitudinal measures (employee engagement, job satisfaction, organiza-
tional commitment, affective commitment) and relational perceptions (trust in supervisor or manager, 
leader-member exchange). Leadership has become progressively more challenging, and multi-layered for 
companies of all types globally, thus bringing new queries and tests concerning what can be seen as the 
optimal type of leader (Gandolfi & Stone, 2016). It is significant to note that, regardless of disagreement, 
the one common feature that can be found through almost all of the current leadership literature is that 
leadership is crucial to a business in a practical aspect and more so in turbulent times such as these. The 

Table 1. Personality characteristics of leaders

(Source: Bass, 1990)
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explanation for that is that when leadership is unproductive or absent, the result is that the organization 
is negatively impacted (Gandolfi & Stone, 2016). Leadership let-downs have been well-documented and, 
sometimes, appear to be the canon which can be witnessed in firm performance and access to funding. 
(Gandolfi & Stone, 2016).

Servant leadership, as seen in the conceptual model below, is deriving from three elements; Culture, 
Motivation and Individual characteristics. The case focuses on the individual characterstics of Patrick 
(mainly), particularly self-determination and cognitive complexity which lead directly to the 3 innova-
tions mentioned above. These are the characteristics that stand out more in terms of the case; being a 
micro SME made of 3 members, the leadership is most evident in the CEO’s actions towards the strategy 
and less on employee motivation itself as a leadership trait. The effectiveness of efficient leadership 
in the judgements of stakeholders is linked to the leader and manager being able to inspire, and rank 
wants, which in turn creates a sense of direction and security for stakeholders. However the end result 
can sometimes be elusive; the result of effective leadership is not only seen in motivation for employees 
but it is evidenced in tangible business results which come from a direct action.

THE WATCH AS A SUSTAINABLE FASHION BRAND

What is the situation in the company’s market? Is it profitable and sustainable? SMEs are now chal-
lenged with a fiercly cutthroat market which demands products to be renewed frequently. Sustainability 
has become harder and harder to obtain – but what is the case of watches? Werenbach’s main market 
– Switzerland – has seen a rise in sales up until Covid-19. That presents an environment with potential 
but also the requirement for a safety net through international markets. The Swiss watch industry has 
witnessed amplified rivalry, both in the higher value sector and at entry level, where volumes suffered. 
Finally, Swiss watch exports were worth 21.7 billion Swiss francs in 2019, an increase of 2.4% compared 
with 2018.

Figure 3. A conceptual model of Servant Leadership
(Source: Van Dierendonck, 2010)
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However interestingly due to the timing, Wristwatches set the tendency for 2019, and constituting 
almost 95% of total exports by worth. Exports passed the 20 billion francs brink (to 20.5 billion), a rise 
of 2.6% in comparison with 2018 paving the way for Werenbach’s pricing strategy opportunity. However, 
even though Switzerland sent 20.6 million watches to other countries, it still was 3.1 million less than 
in the previous year. This historically low level, under even the crisis of 2009, is similar to the volume 
exported during the fall in the early 1980s and was of course expanded upon during the Covid 2020 
crisis. So what has Werenbach done to maximise its survival from this situation and become sustainable?

Figure 4. Watches by price range
(Source: Federation of the Swiss Watch Industry FH, 2020)

Figure 5. Main markets
(Source: Federation of the Swiss Watch Industry FH, 2020)
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THE PRICING STRATEGY (DEVELOPING INTERNATIONAL 
SUPPLY CHAINS AND OUTWEIGHING COSTS)

Werenbach’s princing strategy is a result of its product innovation strategy which has been supplemented 
by its social media strategy and promoted by servant leadership. It can be attributed to self-determination 
or a will to survive and cognitive complexity; ie forward thinking strategy which led to sourcing and 
the creation of innovative new products which would have an international appeal. During unsettling 
times and changing environements, companies must get used to many types of change. As mentioned 
above, one significant area of innovation is the introduction of novel products and the promotion of said 
introduction. In this case the “space” watch is the new product introduced by Werenbach and also a 
new technology. In the case of Werenback the change lies in several aspects of the change process. The 
innovation strategy adopted and the coordination model for innovation must both be analyzed to get a 
clearer view of the antecedents of change stemming from leadership.

Figure 6. Innovation strategies for new products and technologies
(Source: Reinmoller and Van Baardwijk, 2005)

Table 2. Entrepreneurial action in a crisis context

(Source: Lettieri et al., 2009)
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A firm’s product innovation strategy has a vital part in determining organizational urgencies and 
supply chain wide movements (Quinn, 2000) particularly in turbulent times. The strategic arrangement 
of inter-organizational actions results in innovative products, which are usually characterized as being 
original and valued. Yet, before marketing, a managerial task organizations face is in evolving supply 
chains adept in creating innovative products in an effective, effectual, and reliable manner. Figure 3 
shows us several innovation strategies for new products and technologies;

Table 2 depicts some strategies available to entrepreneurs during a time of crisis.
It is evident that Patrick and Werenbach have gone through these stages in programming, executing 

and sustaining their innovative business idea through developing a supply chain to market their product 
base don servant leadership. During the earlier stages of production, the product life cycle has been 
condensed due to the increased rivalry on the market and hence a diversified approach is necessary. 
Firms can only enhance their competitiveness through innovations and supporting their supply chain like 
Werenbach is correctly doing. Firms are directed to push innovation through technical advantages and 
found brands and marketing channel strategies (supply chains) so as to allow innovative products to enter 
into the niche market with less friction and rivalry. Thus, and as is linked to the other 3 innovations, it 
can also develop into a product innovation model if consumers can partake in the customization design 
(ie. through social networks and media) through the value chain innovation procedure (Mascarenhas, et 
al., 2004; Khadke & Gershenson, 2008). Something we see in the Werenbach kickstarter strategy. Fur-
thermore, this approach can deliver an improved level of services including cost decrease in the long run 
(Martin & Ishii, 2002; Unger & Eppinger, 2011; Cheng & Liu, 2012). Historically, novel products and 
services would be released into the market only after the project was complete. Nevertheless, in certain 
products customers play an important role in the final customization. The main issue for enterprises is if 
they can keep up with customers’ follow-up necessities during the process of evolving new technologies 
and commercialize new technologies as early as conceivable (Kuester et al., 2012). A large element of 
this is testing the waters through social media and social networks, both for sourcing and for determin-
ing the requirements of demand.

Therefore, following from the above, it can be stated that a market focus should succeed through 
the whole new product plan (Griffin & Hauser, 1996) – For example in each of the supply chain steps;

• Idea generation: It is evident that consumer input in ideas is vital for product development. Market-
oriented idea generation actions, such as focus groups, to determine unmet wants or glitches, can 
lead to vital ideas (Cooper & Dreher, 2010). Ideas can also come from web-based customer inputs 
(such as open innovation).

• Product design: Often, market research is performed too late – usually just to check the final re-
sult. Nonetheless market research can and must be utilized as a supplementary input to the design 
choices both final and temporary, starting with a user needs-and-wants study (VoC research).

• In advance to pushing ahead with development: The optimal results can be obtained by testing the 
product concept with the participation of the consumer by offering a depiction of the product – for 
example, via models, mock-ups, and even virtual prototypes – and thus evaluating the customer’s 
purchase resolve (if any). In the end, and in a situation where funds are scarce, it is much more 
financially viable to test and learn in advance of development than to advance customer testing 
once the product is designed (aka the Lean model).
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As mentioned above, corporate growth, an international diverse pricing strategy and profitability 
beyond mere survival be contingent on creating a international business strategy linked to product innova-
tion (Kleinschmidt, de Brentani, & Salome, 2007). It has been evidenced in the literature that firms that 
take a diverse and international approach to new product development have higher chances of survival 
than those that focus their R&D spending on their home market (de Brentani & Kleinschmidt, 2004; 
de Brentani, Kleinschmidt, & Salomo, 2010; Kleinschmidt et al., 2007). International goods that are 
intended for a global audience or nearest neighbour export markets tend to be the products that perform 
best. Therefore, the management insinuations of these studies is that the globalization of markets requires 
a global innovation culture and a global innovation strategy (de Brentani & Kleinschmidt, 2015) as is 
being followed by Werenbach.

However, the reason we point this out is that this international aspect is often ignored or is controlled 
late in the development process. The consequence is either a global product (in other words, one form for 
the whole world) or a “glocal product” (one development work but several product variants to cover the 
demand in diverse international regions). An international orientation also requires the task of product 
design and assessing in multiple countries as opposed to only in the national market, and followed by 
custom-made international launch tactics. It also means being savvy enough to hire a global project 
team (through social networks) with team members in numerous countries (de Brentani et al., 2010; 
Kleinschmidt et al., 2007).

Regarding the launch, a quality launch (e.g. a kickstarter or a different type of social media event) 
is highly linked to the profitability of new products (Di Benedetto, 1999; Montoya-Weiss & Calantone, 
1994; Song & Parry, 1996). Quality novel goods don’t promote themselves, and the launch should not 
be seen as a side idea to be left for the latter stages of the scheme. A well-integrated and precisely beset 
introduction is generally the consequence of a well-tuned social marketing scheme stemming from the 
leadership decisions of the manager. It is significant to keep in mind that the product launch must be 
adequately equipped in terms of both employee support and funding; a strong new product many times 
does not attain its sales targets due to an under-resourced introduction. Overall, those who will achieve 
the introduction – the sales force, the management, technical support employees – should generally be 
involved in the development of the market launch plan directly and consequently should be affiliates 
of the project team as is the case in Werenbach’s small team. The reason for this is that it ensures valu-
able understanding into the design of the introduction, also obtainability of assets – all essentials vital 
to a fruitful launch (Hultink & Atuahene- Gima, 2000). However, consumer input shouldn’t stop at the 
conclusion of the pre-development market studies; it is a cycle that reinforces itself. Through consumer 
participation into the process to view sides of the product via a sequence of rapid prototypes-and tests, 
the developer verifies all assumptions.

SERVANT LEADERSHIP AND SOCIAL NETWORKS

In the case of Werenbach, social networks have been key as they allowed the company to grow, to strengthen 
social media and develop an international product and access resources grown from the CEO’s servant 
leadership style. These ranged from international business contacts in the supply stage to media and 
social media contacts in the promotion and funding stage. It is not coincidence that organizations tend 
to devote substantial time, energy, and monetary resources in leadership growth (O’Leonard & Krider, 
2014). Nevertheless, notwithstanding these efforts, there is a rising worry in the literature that these ef-
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forts are not appropriately growing and sustaining the leadership volume essential in today’s multifaceted 
organizations (e.g., Day & Dragoni, 2015).Usually, leadership development actions are aimed to enhance 
the universal knowledge, networks, skills, and abilities of individual leaders and managers (Day, 2001). 
These methods are therefore based on old-fashioned conceptualizations of leadership as the behaviours 
of individuals (e.g.,managers, CEOs) who direct, align, and motivate others in search of communal 
objectives and the growth of the company (e.g., Carlyle, 1907). Adding to that, the leadership literature 
has shown that leadership is both a interpersonal and multilevel issue, which involves not only leaders, 
but also supporters, and social relational processes linking followers of larger collectives and networks 
which show its tangible results (e.g., Eberly, Johnson, Hernandez, & Avolio, 2013). To understand the 
value of servant leadership in leading to tangible goals, multilevel interpretations of leadership, which 
highlight the social processes linking individuals and collectives, point out the importance of growing 
social networks (i.e., patterns of social relationships; Wasserman & Faust, 1994) as an essential part 
of leadership improvement. In more detail, the essential approaches for fruitful social networking are 
seen as being the following: (1) Individuals must develop social competence; (2) Individuals must be 
able to shape Networks; and (3) Collectives must work toghether to co-create networks (Cullen-Lester 
et al., 2017).

SERVANT LEADERSHIP AND THE SUCCESSFUL SOCIAL 
MEDIA PRESENCE INCLUDING INTERVIEWS

Werenbach’s social media success can be attributed to self-determination or a will to survive and cogni-
tive complexity which was mirrored by a strong interpersonal relationshio ability; ie forward thinking 
and stewardship as a part of the servant leadership model as mentioned above. This complements social 
networks and allows for pricing. This has led Werenbach to become an opinion leader in its field and 
through its social media presence, interviews and networks enabling access to media. The role of social 
media and its number of users has amplified radically since 2000 providing endless opportunities for 
sourcing and doing business. Since 2015, around 65% of American adults have used social networking 
sites as a instrument in order to interchange information (Perrin, 2015). By 2015, Instagram and What-
sapp, sister companies of Facebook, had also become important gateways of social networking with 
around 400 and 900 million active users each (Rao, 2015). In addition, several other sites and applica-
tions by small and large online players—Google Plus, LinkedIn, Pinterest, Tumblr, MySpace, Blogger, 
and Flickr—are being utilized as platforms for various purposes.

Previous readings have shown that several features of opinion leaders in traditional relational com-
munication could still apply to opinion leaders in the digital setting, for example, education, income, and 
occupational position (Lyons & Henderson, 2005). Regarding personality qualities, studies indicate that 
opinion leaders tend to be extraverted (Marshall & Gitosudarmo, 1995); exhibitionistic and narcissistic 
(Baumgarten, 1975); self-confident (Baumgarten, 1975); explorative (Coulter, Feick, & Price, 2002); 
open to novel thoughts (McElroy, Hendrickson, Townsend, & DeMarie, 2007); and curious, creative, 
and experimental. We can abbreviate these varied features into the personality behaviours of openness, 
exhibitionism, and competence in interpersonal relationships supported by self-determination. This 
ability to sustain interpersonal relationships with consumers, followers and employees allowed the CEO 
to maintain and expand an international media presence. This was also backed up by the uniqueness of 
the product.

 EBSCOhost - printed on 2/8/2023 11:58 PM via . All use subject to https://www.ebsco.com/terms-of-use



267

Leadership as a Change Trigger in Unsettling Conditions
 

DISCUSSION AND KEY FINDINGS

The theoretical framework presented in the case can be seen in Figure 7.

As can be seen in the theoretical framework, and based on the literature mentioned above, the funda-
mental inherent behaviour of servant leadership created an attitude which led to intermediate moderating 
tangible and intangible results. From there, we can see the development of practical strategic results as 
mentioned above.The company navigated Covid-19 and not only found a way to innovate but also to 
expand and sustain its brand. The succesful combination of servant leadership during turbulent times 
and creative product innovation led to sustainable advantage that is growing. The Kickstarter program 
shows innovative thinking and flexibility in times were a shift to the online consumer base and fund-
ing base is necessary. The product expanded on the core technology and created a sustainable offering.

As mentioned above, a company’s product innovation strategy plays a dynamic part in determining 
supply chain wide activities especially pricing and sourcing (Quinn, 2000). Profitable products tend to 
be superior to rival products as far as meeting users’ wants is concerned, they tend to present exceptional 
features not obtainable in standard products, or they tend to solve a problem the consumer has with other 
products. Furthermore, they present greater worth for money for the consumer, decrease the consumer’s 
total costs, and claim an outstanding price/performance ratio. How has Werenbach achieved this? What 
are the key findings? It is evident that through servant leadership and in particular self-determination (ie. 
The will to succeed) and cognitive abilities (the ability to think outside the box) Patrick has managed to 
innovate and grow in a stagnant period and against the tide. The 3 innovative actions taken have been 
examined and the theoretical background on them has been presented. The elements in the theoretical 
framework present a visual representation of the findings and associations that make up this case. The 
intermediate results must be obtained and can be measured to avoid trying to jump from the inherent 
behaviour straight to strategic results. These findings can help managers of micro SMEs understand 

Figure 7. Theoretical framework (based on the conceptual model of servant leadership)
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what is their leadership style and how can it be leveraged to bring change potentially through social 
media or netoworks. It can also help understand were on the framework are the actions of managers 
having an impact.

CONCLUSION

The chapter aims to be a behavioural tool and guide for micro SME CEOs aiming to maximise the 
performance of their SME under situations of stress. The chapter focuses more on the characteristics 
needed to suceed in creating the fundamental background needed for a small firm to present an innova-
tive, media friendly product. This type of access then will lead to opening new doors in financing and 
sourcing. The chapter has aimed to present an innovative case study and analyze it by backing it up with 
theoretical underpinning and mapping the company’s innovations to the servant leadership model. The 
case of Werenbach wataches fits very well with the guidelines and theoretical background. The case is 
innovative, guided by strong and servant leadership, consumer based marketing and a critical aware-
ness of the obstacles of Covid-19. The leadership style of Werenbach’s CEO was examined as being 
servant and being the conductor of all three innovative elements. The elements of the leadership style 
were presented as cognitive abilities and self-determination. Based on the above discussion it is evident 
that the company managed to achieve growth during turbulent times such as Covid-19 by leveraging the 
abilities of its CEO. Social networks, pricing strategies and social media presence allowed the Brand to 
grow from a small SME with some minor international presence to wider markets and a crowdsourcing 
success. More specifically servant leadership allowed for the following final results by passing through 
the moderating phase:

• Self-determination allowed the CEO to pursue goals and uncover opportunities that would not 
have shown initially. It also allowed the CEO to understand the position and potential of the 
company.

• Moral cognitive development allowed the CEO to both provide a strong image on social media but 
also continue pursuing sourcing even after the initial setbacks.

• Cognitive complexity allowed the CEO to devise a complex product that could trigger the interest 
of social networks and also allow for a global market.

• Empowering and developing people allowed for the construction (albeit much before 2020) of a 
gradual social network which grew and helped in hard times.

• Authenticity allowed the CEO to present a product which showed a moral stance and a feeling of 
uniqueness to the consumer. Something vital for an SME trying to find space in a market.

• Interpersonal acceptance allowed the CEO to confront his partners and sources to expand the firm 
even under duress.

• Providing direction allowed the CEO to navigate turbulent economic conditions while maintain-
ing a set vision through trust.

• Reciprocity between the leader and employees/followers allowed the CEO to created a significant 
social media presence. (Cf: Gandolfi, 2018; Hoch et al., 2016)

The resulting effect of this led to:
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• A large consumer base and kickstarter funding program led by a social media campaign and 
presence.

• Opportunities for supply chain expansion, media presence and sourcing led by social networks.
• The chance to provide a global product and hence exploit international markets through pricing by 

using social networks to establish a presence.

FUTURE RESEARCH DIRECTIONS AND RECOMMENDATIONS

Aside from a successful launch in terms of product pricing, a strong social media and social network 
presence is key. Regarding social media, the case has shown that it is evident that the attribute of ca-
pability in social relationships and networks also raises the inclination to be an opinion leader in social 
media and is vital to becoming an opinion leader and potentially altering product development and 
accessing funding. This significance shows that businesses could profit from proposing venues where 
opinion leaders can set their interpersonal capability to work for the company, such as proposing online 
discussion communities and/or even offline face-to-face events in which they can network with opinion 
seekers in a more direct manner.

It is important to note that opinion leadership propensity is significantly affected by openness and 
servant leadership. Those managers with a great level of directness are more probable to be trusted on 
and asked for info in a social media setting. To tempt and trigger opinion leaders, businesses should of-
fer info that could stimulate their inquisitiveness. This type of content can allure the openness attribute 
in opinion leaders, thus aiding to improve their commitment to the brand and company. Likewise, the 
characteristics of leaders needed to assimilate building a sustainable company with the barriers of day-
to-day operations highlighted the importance of truthfulness, long-term perspective, ethical behaviour, 
care for people, respectful communication, and managing responsibility outside the organization, all 
aspects that can be seen in the key servant leadership characteristics and warrant further research espe-
cially for SMEs.

Following from the discussion above and theory presented, some practical recommendations are 
presented below in order to create a sustainable and consistent competitive advantage under Covid-19 
for Werenbach. Several of these recommendations can be transposed into any company.

• The web page of a company in an international setting should be in several languages, not only 
German and English. Main suggestions: Spanish, Italian, Chinese, Portuguese, Arabic, and French

• Werenbach is a unique product, anyone can buy an Omega Watch if they have the resources to pay 
it, but Werenbach is definitely a unique piece (specially the BTO´s). When you present a unique 
product you should have a marketing strategy based on the product uniqueness.

• Due to the advancements in the Sustainable Development Goals more emphasis should be placed 
on the ecological spirit of the product, for example if it uses recycled materials and they do not 
use batteries.

• Search other sources of raw materials that give the sense of uniqueness and exclusivity.
• Create a female line of products to diversify your market.
• If the product is limited, customers must be made aware that they are purchasing limited produc-

tion units due to the limited raw materials.
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• Keep an eye on global markets, for example, are growing specifically in USA, Hong Kong, China, 
Japan and UK. So the marketing strategy should aim at emerging markets and developed markets 
also.

• Make sure your product reminds the consumer why it is of value and unique.
• A good strategy is to promote some Kickstarter buyers to buy the product directly from their 

webpage. This is an indication that next campaign can be held alone without the Kickstarter costs.
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ABSTRACT

In this chapter, the authors explore the banking sector during coronavirus era by using Bahrain Islamic 
Bank as a case. Overall, the pandemic has speeded several decisions and actions in the digital trans-
formation journey of the banking sector. Prior literature has identified four main strategies, namely 
retrenchment, preserving, innovating, and exit in response to a crisis. The findings show that the deci-
sions taken by Bahrain Islamic Bank support the preserving and innovating strategies, which are mostly 
related to the continuation of its operations and preservation of its market share and customers as well 
as digitalization of their services and reliance on technological solutions to cope with the precautionary 
measures imposed by the pandemic.

1. INTRODUCTION

During the year 2020, the globe has been invaded with Coronavirus (COVID-19) which was initially 
thought to be a health crisis, however, later it turned out to much more than that as it affected almost 
every aspects of our lives. On 11th March 2020, the World Health Organization (WHO) has declared 
COVID-19 as a pandemic which caused governments worldwide to take robust decisions ranging from 
schools and universities closures, airports shutdowns, entertainments and public facilities closures, lock 
downs and other social distancing measures. Some experts argue that the COVID-19 crisis is the most 
challenging after the World War II. Regarding the Gulf Cooperation Council (GCC), they were affected 
not only by the pandemic but also with the accompanied decline in oil prices. During the period from 
January 2020 to April 2020, the price of Brent oil has declined from $68.9 to $25.27. Consequently, 
the GCC Statistics Centre anticipates that the average growth of GCC countries’ GDP in 2020 will be 
-2.2%. Similarly, the growth of Bahrain’s GDP is predicted by International Monetary Fund (IMF) is 
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expected to be -3.2% in 2020. Whereas Bahrain’s financial sector it is predicted to have a growth of 3.5% 
in 2020 which was trigged by the use of digital banking that helped the banks and financial institutions 
to continue their operations despite of the lockdowns and social distancing measures.

In this chapter, we utilize Bahrain Islamic Bank (BISB) as a case to examine the impact of COVID-19 
on the banking sector’s strategies. We chose BISB because it is the one of the established banks in Bahrain, 
operating from 1979. It is also known for their focus on digitalization and corporate social responsibility 
which are two important elements during COVID-19 era. This was reflected in several awards achieved 
by BISB such as winner of the prestigious awards for ‘Best Corporate Social Responsible Bank 2020, 
Bahrain’ and ‘Most Innovative Retail Bank Product 2020 and Most Innovative Islamic Bank Award’ for 
the year 2018 from International Finance Magazine (IFM). Our methodology involves the evaluation of 
BISB decisions during the period March- August 2020, against the four main responses strategies to a 
crisis, namely, retrenchment, preserving, innovating and exit. The data relies on publicly available data, 
including BISB official website and official press announcements. The findings show that BISB has 
taken persevering and innovating strategies during the pandemic period. These strategies will enhance 
the growth of sustainable finance which has been given nowadays greater attention and could one of the 
factors of recovery from pandemic. It can be argued that environmental, social and governance (ESG) 
issues, being parts of sustainable finance, are vital variables that firms should manage appropriately in 
the coming period.

We contribute to prior literature in various ways. First, as far we are concern, we are the first to ex-
amine the effect of COVID-19 on banking sector in Bahrain using a case study. Second, we add to the 
existing literature on the impact of COVID-19 on businesses and their strategies (Seetharaman, 2020; 
Garvey and Carovale, 2020; Verma and Gustafasson, 2020; Kraus et al., 2020).

2. LITERATURE REVIEW

The pandemic has altered several aspects in our lives out of which is the strategies of businesses and 
organizations. However, only a few papers have explored this effect. Seetharaman (2020) argues that 
COVID-19 has added a new dimension to the business model. This dimension entails the necessity of 
the product, in other words, he suggests that essential products were not highly affected compared to 
other products. He also highlights the importance of digitization of the services which help the banking 
and media sectors to be less affected by the pandemic.

Garvey and Carovale (2020) indicate that firms have changed their decisions related to manufactur-
ing technologies, sourcing, and complexity of products to enhance their supply chain management. In 
line with that, Ivanov (2020) highlights the change in customer’s preferences to online shopping than 
traditional one which requires a parallel change in suppliers’ strategies. In the same context, Lee et al. 
(2020) argue that COVID-19 has boosted the risk of fragility in supply chains because of the change in 
demand trends of products and services. Firms need to revise their operations sustainability and resilience, 
transparency of expenses and costs as well as digitalization of their processes (Verma and Gutafsson, 
2020). The pandemic has also adverse effects of employment, therefore, Carnevale and Hatak (2020) 
suggest that firms need to focus on enhancing the IT skills of their employees. Verma and Gustafas-
son (2020) indicate that the pandemic has caused firms to develop sustainable business strategies, new 
operating models to cope with change in demand and customer preferences as well as reforms in trade 
policies to mitigate the adverse effects of the pandemic.
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Using family business data, Kraus et al. (2020) examine the effect of COVID-19 on the operations 
of family firms in five Western European countries. They find that the sector and firm size are the main 
important determinants of the chosen crisis management strategy. The results show that family firms 
have utilize retrenchment, preserving and innovation strategies to cope with the pandemic. Retrenchment 
involves the reduction of costs and complexity. Preserving includes measures related to continuation of 
operations. While innovation focus on a firm’s strategic renewal which may involve focusing on robust 
products, opening new products lines and using new technology.

Although, there have been a few papers which explore the effect of COVID-19 on some businesses’ 
strategies, as far we are concern, none of them have considered banks in general and Bahraini banks in 
specific. In this chapter, we attempt to fill this gap in the literature.

3. THEORETICAL FRAMEWORK

Crisis management can be seen from different perspectives because a crisis can be caused by internal 
or external factors. These perspectives range from stakeholder relationship, strategic responses to crisis 
and effect of crisis to decision making. There have been several papers which investigate the responses 
of firms to crises such as 1997 Asian economic crisis, 9/11 terrorist attacks, 1970s oil crisis, global 
financial crisis 2007-2008. Based on prior literature, Wenzel et al. (2020) have identified four strategic 
crisis responses to crisis. Table 1 provides an overview of these response. Each of these responses can 
have positive and negative impacts on the company. We evaluate the decisions of Bahrain Islamic Bank 
during COVID-19 in relation to these strategies and identify the possible impacts of these decision.

4. COVID-19 IN BAHRAIN

Similar to other GCC countries, Bahrain has suffered from two simultaneous crises, one being the 
COVID-19 and the other is the collapse of oil prices. The growth of Bahrain’s GDP is predicted by 
International Monetary Fund (IMF) is expected to be -3.2% in 2020. Bahrain has been a unique country 
in the GCC, being the only country that did not impose curfew or lockdowns and this describes that 
it had the lowest mobility reduction during the pandemic era. However, schools and universities were 
shut down, restaurants and entertainment places were also closed, shops were closed for a period of 2 
weeks, and work from home scheme was encouraged. The highest mobility reduction was in retail and 
recreation areas due to their closures.

Although most sectors were suffered by these crises, there has been some sectors which were expected 
to achieve a growth rate in 2020. According to the GCC Statistical center, the most affected sector is 
hospitality sector which is expected to have a negative growth of 16% in 2020. On the other hand, the 
best performing sector is the health care sector of about 8% growth rate due to the high investments by 
GCC government in that sector. The IT sector is also anticipated to have a growth of 5.8% as technology 
was the first aid solution in continuation of operations in several sectors of the economy.

In respect to the financial sector, it is predicted to have a growth of 3.5% in 2020 which can be caused 
by the use of digital banking which helped the banks and financial institutions to continue their opera-
tions despite of the lockdowns and social distancing measures. This is in line with the findings of the 
Bahrain Chamber of Commerce and Industry’s survey on a sample of 1,180 business owners operating 
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in 10 sectors of the economy (BCCI, 2020). The results show that the financial sector is least sector 
affected by COVID-19 compared to other sectors and that there has been a high reliance of electronic 
means of payments. On the other hand, business owners were concerned about their decline of revenues 
during the period of closures of commercial and industrial shops and their ability to pay the salaries and 
other expenses. Furthermore, majority of participants in the survey anticipates that the economy will 
recover during the next 2-3 years.

There have been various effects of COVID-19 on societal habits and behavior of Bahrain’s population. 
Alsulaiti (2020) find that there has been a change in habits in Bahraini people as there was an evidence 
of increase of habits such as hygiene concerns, home-based hobbies, home-made meals and the monitor 
of the official media channels. Whereas there has been a decrease of habits related to socializing with 
others, visiting entertainment places, dealing with cash and ordering fast-food.

Since the spread of COVID-19, the government of Kingdom of Bahrain has taken several measures 
and made tremendous efforts to mitigate the financial consequences of the pandemic on individuals and 
businesses. On March 17, 2020, they announced BD 4.3 billion (26.9% of Bahrain’s annual GDP) eco-
nomic stimulus package. These measures include the payment of salaries of Bahraini workers employed 
in the private sector, payment of electricity and water bills for individuals and businesses, exemption 
of municipal charges for individuals and businesses, deferment of loan installments by six months, ex-
clusion from tourism fees and rent to government owning shops and commercial facilities, increase in 
liquidity support to small and medium enterprise and support from Tamkeen to affected businesses and 
occupations such as drivers, driving teachers. Additionally, there has been also BD177 million allocated 
for health care sector needs and BD 5.5 million to affected families.

Table 1. Overview of responses of crisis management

Response Description Positive Impact Negative Impact

Retrenchment

Actions to reduce costs and 
complexity (Pearce and 
Robbins, 1993; Benner and 
Zenger, 2016)

Maintenance of liquidity 
(Pearce and 
Robbins, 1994).

Indication of decreased 
performance (Barker and 
Duhaime, 1997).

Preserving Actions to continue operations 
of firms

Frequent strategic changes can 
cause a reduction in strategic 
renewal value (Stieglitz et al. 
2016)

Innovating Renewal of strategic of 
business

Enable new ways and things 
(Roy et al. 2018). 
Opportunities for business 
model innovation

May be limited by low liquidity 
during crisis. (Wenzel et al. 
2020)

Exit Last resort response

Free up resources (Carnahan, 
2017). 
Formation of a new business 
(Ren et al., 2019)
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5. FINANCIAL SECTOR AND DIGITAL TRANSFORMATION

According to the Central bank of Bahrain factsheet, the financial sector is considered on the main sec-
tors in Bahrain’s economy as it contributed in 2018 to about 16.5% of the GDP. As of January 2020, 
there are 376 financial institutions, out of which 94 are banks. The retails banks represent about 33% 
of total number of banks, whereas the remaining banks are wholesale. The total assets of the financial 
institutions as of November 2019 is about $205.5 billion. As of 2018, the financial sector employs about 
14,148 people.

Prior to COVID-19, the Central Bank of Bahrain has allocated a great importance to the digital trans-
formation of financial sector and therefore, have conducted several initiatives in that aspect. First, they 
have established a FinTech and Innovation unit which provides a regulatory framework that enhances 
the development of FinTech and innovation as well as it approves and supervise the participation in 
regulatory sandbox. Second, they started a regulatory sandbox for startups and FinTech companies to 
support their banking and financial solutions and the issuance of crowfunding regulations (CBB, 2020).

With the widespread of COVID-19, the World Health Organization (WHO) has advised people to 
use contactless payment and avoid handling banknotes as much as possible. Most banks have reduced 
their branches working hours and increased the available services electronically. It was obvious that 
financial institutions of all sizes have focused on improving their digital engagement levels. In Bahrain, 
there has been not only increase in the use of e-banking applications. Banks has started several initiatives 
such as customer-centric chat service on the WhatsApp Business social media platform, instant finance 
and enhancing their digital applications. Moreover, CBB has increased the volume limit of contactless 
transactions on POS devices to BD50/- without the need to use a PIN code.

6. BAHRAIN ISLAMIC BANK

6.1. Overview

Bahrain Islamic Bank (BISB) is considered as the first Islamic bank in Bahrain and the fourth in GCC. It 
is established in 1979 with the objective to conduct banking activities in accordance to Islamic principles. 
The success of BISB is attributed to their focus on ongoing innovation, robust corporate governance, 
risk management, employee advancement and the use of technology. They implement a customer centric 
strategy and utilize innovation in their operations which enabled them to be a pivotal provider of Islamic 
Banking in Bahrain.

Table 2 presents the members of the board of directors. The board directors of BISB consists of 9 
members, out of which one member is female.
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BISB has developed “BISB Brand DNA” which state “Fueled by Bahraini devotion, we craft new 
ways of simplifying your money matters”. The brand describes their promises, values and pillars which 
enhances their relationship with their customers, partners, and all internal and external stakeholders. 
One of the important characteristics in the brand is the stress of innovation and continuous development 
that is seen in the achievements in the digital transformation journey.

Table 3 summarizes the pillars and values of BISB. There are four pillars of BISB brand, first is 
the Bahrain-ness that highlight the local values and insights believing that this will make them closer 
to customers. Second, the banking re-imagined which indicate the importance of use of technology in 
offering their services. Third, the start-up mindset that directs to BISB innovation labs with its role of 
creation of new ideas and tools. Finally, the social innovations that entails the social responsibility of 
BISB in projects that adds positive value to the society.

Similar to the pillars, there are four elements of the brand values which are closely connected to the 
brand and to the pillars. The first element is Bahraini that indicate the importance of establishing trust, 
loyalty, and strong relationship with customers. The second pillar is simple which highlight the impor-
tance of providing clear and consistent banking experience to customers. The third pillar is innovation 
that presents the significance of being up-to-date and to cope with external changes. The fourth pillar is 
bold that specifies BISB’s role as a driver for transformational growth.

It is noticed that in all the three, elements, values and brand, promises they emphasize on Bahraini 
which indicate the importance of the localization aspect to BISB.

Table 2. Composition of Board of Directors of BISB

Name Role

Dr. Esam Fakhro Chairman

Mr. Khalid AbdulRahman Vice Chairman

Mr. Jean Durand Vice Chairman

Mr. Mohamed Noorudin Board Member

Mr. Khalid Al Jassim Board Member

Mr. Marwan Tabbara Board Member

Mr. Mohamed Al Jalahama Board Member

Mr. Yaser Al Sharifi Board Member

Ms. Dana Buheji Board Member

Table 3. Pillars and Values of BISB

Pillars Values

Bahrain-ness Bahraini

Banking re-imagined Innovative

Start-up mindset Simple

Social innovations Bold
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To well serve their customers, BISB have several branches around Bahrain. There are 4 financial 
malls, 4 branches and 1 digital branch. The financial malls are in Budaiya, Arad, Hamad town and Riffa. 
The branches are situated in Muharraq, Zayed town, diplomatic area, Sitra and Galleria mall. BISB has 
granted the digital transformation of offering the financial services a grant importance which was trans-
lated in the several initiatives such as BISB online, digital branch, interactive teller machine and Kisok.

BISB online has been granted the “Best Online Bank” in 2018 by Global Business outlook. There 
are services that can be easily done using BISB online such managing credit limits, local and interna-
tional transfers, account aggregation, Teejroi account opening, online instant cash withdrawal, cardless 
withdrawal, managing card security, budgeting and savings, sending and receiving money. BISB Kisok 
is developed internally by BISB innovation lab to provide various services, during the 24 hours a day, 
such as account opening, issue and replace debit card, prepaid card issuance, document printing and 
update customer information. The digital branch has the advantage of providing services 24 hours a day, 
unlike other branches, it is not limited by working hours. The interactive teller machine is available in two 
branches. It enables customers to cash deposits and withdrawal with larger amounts compared to tradi-
tional automatic teller machine. It also allows cheque deposit, cheque cashing and cheque book printing.

6.2. Data Analysis

We use publicly available data during the period March- August 2020, to examine the strategies taken 
by BISB during the pandemic period. The data sources include BISB official website and official press 
announcements. The main advantage of public data is their accessibility and reliability which will en-
hance the accuracy of the analysis.

Like most businesses, BISB had taken various strategies to mitigate the effects of COVID-19 and cope 
with its consequences. These strategies can be divided into three types: first is the strategies towards its 
customers, second is the strategies towards the society and third is the strategies towards its employees.

6.2.1 Strategies Towards Its Customers

BISB has recognized the impacts of COVID-19 on the everyday life of their customers and therefore it 
has taken several steps to provide an ongoing support and help to them. BISB Digital is a great tool to 
provide banking on the go and replaces the need of visiting bank branches and so encourage the take 
at home scheme. Through the mobile application, customers can open an account, settle credit card 
payments, top up finance and update their customer details. Furthermore, BISB has announced their 
readiness to offer advisory services to their retail and corporate as an initiative of financial support.

According to BISB website (BISB, 2020a), for retail customers, in line with Bahraini’s government 
initiative, they were granted a six months deferral of their installments starting from March 2020, without 
any fees. This deferral applies to current and new customers applying for new personal and auto financ-
ing loans. Moreover, with respect to credit cardholders, there will be no minimum monthly payments 
required starting from March 2020. The direct debit service has also been suspended for a period of 
6 months effective from March 2020. BISB has also given the option to customer if they prefer not to 
utilize these grace periods, they can pay any amount due through the bank various payment channels.

In respect to corporate customers, with any new drawdown and existing facilities a grace period of 6 
months will be allowed. The bank also offers consultation service to analyze and evaluate the liquidity 
position as well as suggest possible solutions for any mismatch of cashflows that could have occurred 
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due to the pandemic. BISB also offers cash collection services at an acceptable rate. Similar to retail 
customers, BISB Corporate Digital enables corporate customers to carry out several of their banking 
services remotely.

During the pandemic period and the wave of digital financial transformation, BISB has warn their 
customers from increase numbers of scams, therefore, they should not provide their private banking 
information via an email or a message that claims that it is required by the bank.

6.2.2. Strategies Towards the Society

BISB has been always keen to support and give back to the society. Their corporate social responsibility 
has been a vital part of their corporate strategy. Consequently, during the hard period of the pandemic, 
the bank ought to provide gratitude and appreciation to the healthcare staff who have been working very 
hard to mitigate the spread of the virus. On 23rd March 2020, BISB have announced its donation of BD 
50,000 to the medical team (BISB, 2020 b). BISB has also contributed by BD 250,000 to the national 
campaign ‘Feena Khair’ (There is Good in Us) which intends to raise funds to combat the adverse effect 
of the pandemic. Furthermore, the bank has allocated BD 30,000 as prizes for its medical staff customers.

6.2.3 Strategies Towards Its Employees

BISB has considered the safety and health of its employee a top priority and therefore have initiated a 
work from home scheme which benefited 88% of the employees. In any given time, about 60% of the 
employees were able to work remotely (BISB, 2020 c).

On the other hand, there has been several measures to protect employees who worked in BISB’s 
branches. These measures include BISB’s buildings and facilities were prepared to adhere of the precau-
tionary measures of social distancing by limiting the number of customers waiting in branches, shortening 
the working hours of branches, leaving the required distance as well as using protection shields between 
customers and staff and all staff were required to wear masks and gloves.

It was essential to maintain the mental wellbeing of employees and especially during the COVID-19, 
in this context, BISB has been a pioneer in providing virtual training programs, virtual coffee rooms 
and motivational online sessions for their employees to boost their morale and spirits. Online inductions 
have also been provided to new employees that have recently joined the bank.

6.3. Discussion of Findings

Overall, the decisions taken by BISB can be related to preserving strategy where the bank was keen 
to continue its operations and preserves its market share and customers. For instance, the continuation 
of the opening of the branches and the reliance of its mobile application to run most of their service is 
believed to be a part of the preserving strategy. The contribution to the medical team and Bahraini’s 
society was also considered as a way to retain its position as a leading local bank. Wenzel et al. (2020) 
indicate that preserving strategy fits best as a medium-term response to a crisis. Furthermore, there has 
been several decisions taken by BISB that supports the innovating strategy which are mostly related to 
digitalizing their services and relying on technological solutions to cope with the precautionary measures 
imposed to fight the pandemic. The adoption of work from home scheme along with the use of pioneer-
ing techniques to maintain the teamwork spirit and the mental wellbeing of employees can be counted 
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to also one of the elements innovating strategy. There is no evidence of retrenchment or exit strategies. 
The use of innovating response will have several positive impacts on BISB as it will enable the use of 
new models and ways of services (Roy et al. 2018). Wenzel et al. (2020) argue that innovating response 
is unavoidable strategy to the company’s survival in the long run.

It can be noticed that BISB has employed medium to long-term responses to the pandemic which are 
relevant decisions as it is not clear yet when the pandemic will be over. These forward-looking strategies 
is expected to have a positive impact on the bank sustainability and at the same time immunize it against 
the adverse effects of COVID-19.

The pandemic has taught a lesson to businesses to be able to adapt quickly and adjust to changing 
environment. Additionally, they need to have a hybrid setup consisting of both traditional and digital 
tools. Another important takeaway of COVID-19 is the emphasis on continuous exploitation and imple-
mentation of new technology.

7. CONCLUSION

We examine the effects of COVID-19 on the strategies of Bahrain’s banking sector using Bahrain Islamic 
Bank as a case study. The pandemic has been associated with a decline in oil prices which made it more 
challenging for oil exporters companies such as the GCC. The financial sector is one of the main sectors 
in Bahrain’s economy, in line with other businesses in other sectors, banks have taken several actions to 
cope with COVID-19. We utilize publicly available data, including BISB official website and official 
press announcements, to examine the strategies taken by BISB during the pandemic period. The deci-
sions and initiatives announced by BISB have been evaluated against the four main responses strategies 
to a crisis, namely, retrenchment, preserving, innovating and exit. The findings show that BISB has 
taken persevering and innovating strategies during the pandemic period. These strategies are expected to 
have a positive impact on BISB survival as they allow the exploitation of new technology as well as the 
utilization of the current slack resources. However, as we are still in the COVID-19 era, we are unable 
to examine the aftermath of the crisis to have a more comprehensive analysis to companies’ responses, 
especially in the long run.

Finally, it would be interesting for future research to examine the effects of COVID-19 on some of 
the adversely affected sectors such as travel, hospitality, and tourism in the GCC.
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ABSTRACT

This chapter aims to analyze the role of leadership and related work factors caused by COVID-19, the 
impact on employee effectiveness, and workforce performance in the workplace. Several studies have 
examined the effect of such crises in different sectors and countries that shed an interesting comparison 
and distinction. Still, there is limited research published on the workplace’s impact due to COVID-19 
concerning employee productivity. However, most studies highlight different independent variables on 
employees and the organization’s work effectiveness. A limited number of systemic research studies 
have led to various studies conducted based on new theoretical frameworks. The literature on change 
management’s effectiveness during such a pandemic is not widely available. Future research should 
cover various factors such as motivation, remuneration, global environment, employee stress, health 
and safety, and HRM policies. Moreover, demographic variables should be taken into account as studies 
have briefly found that some age groups are affected differently than others.
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INTRODUCTION

The Novel Coronavirus outbreak in 2019 (COVID-19) has caught the world by surprise as it continues 
to spread and successfully disrupt everyday lives. In March 2020, the virus was officially considered a 
pandemic by the World Health Organization (Singh & Singh, 2020). The virus has caused the need for 
social distancing measures to prevent the rapid spread of infection, and as a result, a social and economic 
impact has been created. These preventative measures have caused many groups to experience severe 
states of stress.

A key role in implementing proactive approaches stems from intuitive organizations that can determine 
processes to achieve organizational recovery in the time of crises (Bowers et al., 2017). As the working 
trait changes with each generation, it has become necessary for managers to change their leadership style 
in accordance (Wolor et al., 2020). However, proactive approaches entail new policies and processes 
that could lead to disorientation without significant change management.

During a crisis, leadership means to lead under pressure due to the uncertainties caused by unforeseen 
events (Brandebo, 2020). Despite the obvious measures that could be implemented by understanding 
acceptable practices, sometimes there is the reluctance to deal with difficult situations and therefore lead 
to uncertainties with employees (Al-Alawi et al., 2019). Poor leadership achieves the contrary to what 
it aims. For this reason, proactive leadership that enables right decision is essential to ensure that the 
organization takes a holistic approach towards implementing policies for unforeseen situations.

According to Singh & Singh (2020), several groups of people have been forced to work from home, 
avoid social gatherings, and avoid travel. The stressful states have led to a sense of fear as well as mental 
disorders. Well-being has been identified as a significant part of human life that has been affected by 
this ordeal in various areas.

In work, the challenges faced have come from substantial changes in work process arrangements and 
conditions. Additionally, to the previous point, these have brought about new challenges psychologically 
both in the scope of health and well-being of employed workers. This affects all workers – frontline, 
remote-workers, or those who have been unfortunately made unemployed (Papandrea&Azzi, 2020).

In general, stressors can decrease organizational performance and employees’ overall performance, 
leading to reduced work quality and high staff turnover (Al-Alaw & Al-Alawi, 2014; Pandey, 2020). 
This has become a significant issue for many organizations worldwide. As a result, itis paramount to 
understand the influences of such stresses and the impact of the critical work factors, practices, and 
policies that can overcome this (Al-Alawi & Al-Alawi, 2014).

Studies lack amplitude of factors that can bring substance to research, such as geographical exposure, 
sample size, and data collection. This causes a missed opportunity in performing longitudinal analysis 
for a study in pandemic scenarios and its correlation to leadership and work effectiveness (Sembiring et 
al., 2020). While pandemic situations cause panic and therefore lead to decreased performance, there is 
a lack of literature on the possibility of mitigation from workplace practices.

Evidence of studies that have analyzed the effect of such crises in different sectors and countries shed 
interesting comparisons and distinctions (Refer to Tables 1 to 4).

In a study conducted on employees of McKinsey & Company, addressing the basic needs of employees 
during COVID-19, it has been found that the top three experience factors are organizational stability, 
compensation and benefits, and trust in leadership. While these do shed light on this study’s direction, 
it appears that need fulfillment can be accomplished by establishing motivation elements (Emmett et 
al., 2020).
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Studies that determine the effectiveness of implementing electronic forms of training and leadership 
and accomplishing work-life balance related to work motivation are needed to explore further. A study 
by Wolor et al. (2020) has been calling attention to the factors that keep employees motivated amid chal-
lenging times, specifically during the outbreak of the COVID-19 pandemic. In another study conducted 
by Sembiring et al. (2020)primary concern was to analyze the factors that affect the banking employee’s 
performance and investigate the remuneration effect on employee motivation during the outbreak of 
COVID-19. It has been seen that the banking sector in Indonesia found that the impact of remuneration 
on employees’ performances had major influence.

A similar study in the agricultural research sector, in Hyderabad, India, looked at the implications 
occurring out of the pandemic alongside job stressors that could impact the effectiveness of employees’ 
work. This study further breaks down the three elements by understanding the different factors contrib-
uting to them (Prasad & Vaidya, 2020).

There is limited research published on the workplace’s impact due to COVID-19 concerning Em-
ployee Productivity. However, most studies highlight different independent variables on Employees and 
the Organization’s Work Effectiveness. It should be noted that these variables impact various sectors 
and job roles differently. The application of Flexible Work Arrangements (FWA), such as working from 
home and reduced working hours, do pose several limitations in different industries. In contrast, other 
factors such as motivation and remuneration could be enforced instead of potentially leading to the same 
desired impact.

The Chapter covers the role that leadership plays in an organization, the effects of work-life balance 
on work motivation, the impact of remuneration and motivation on performance, implementing practices 
in flexible work arrangements (FWA), effect of crisis parameters, occupational stress, and remote work-
ing on employee performance, managerial decisions in response to COVID-19, leadership effectiveness 
& managerial implications overall analysis of literature, conclusions, and finally recommendation for 
future research

THE ROLE THAT LEADERSHIP PLAYS IN AN ORGANIZATION

While it is difficult to define precisely, leadership within the management framework is understood as 
“implementation of those task-oriented duties that facilitate, support, and direct the timely and efficient 
maintenance of operations”. Leadership today demands that a multitude of characteristics from thinking 
outside the box, the ability to capture historical information to prepare for educated next step actions 
within timeframes (Klingborg et al., 2006).

Navigating a crisis in the management context entails an organization’s awareness of the disaster’s 
potential impact. Depending on their team, it could either lead to a devastating outcome or a purposeful 
and controlled situation. The organization’s response will determine the timeline of recovery and its 
performance (Bowers et al., 2017). Organizational performance very well stems from an employee’s 
effectiveness. Similarly, Fener &Cevik (2015) refer to a person’s key characteristics that make them a 
leader, where they have highlighted “intuition” as one of the critical elements necessary for leadership.

As for COVID-19, the type of leadership demanded stems from the ability to manage an ongoing 
crisis in order to mitigate the negative impacts throughout and even after. It is suggested that change 
management during such a scenario embodies a collective of personal traits, innate leadership styles, 
and a combination of technical, human, and technical skills (Brandebo, 2020).
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According to Bowers et al. (2017), certain principles of effective leadership during crisis scenarios 
consider the organizational culture, leadership traits, and proactive approach to implementing processes 
that prepare organizations for a serious situation. In managing work effectiveness, the common trend 
adopted globally is the adaptation of remote working, which could also be encompassed under the new 
concept of e-leadership. Although remote working could be considered under its umbrella, e-leadership 
is a term that has been implemented specifically to adopt the millennial generation into the working 
environment. Organizations have found that every generation has a different trait. With the millennial 
generation, the focus has been on “freedom, flexibility, dialogue, open communication, and the use of 
technology” (Wolor et al., 2020).

Kia et al. (2019) has discussed employee performance due to ethical leadership by bridging an em-
ployee’s sense of belonging with the organization. In this context, an organization can improve effective-
ness through employee performance by “empowering subordinates and encouraging them to internalize 
ethical values,” reflecting the organization’s intention and direction of implementing new processes. 
Literature is mostly available on organizational change rather than managing change during pandemics, 
such as COVID-19 (Bartsch et al., 2020).

These factors of including employees in the process add value to an organization’s overall ability 
to navigate unfamiliar situations. It is believed that decision-making in crisis-induced cases is not only 
central to one leader but to a collective of individuals from different backgrounds, experiences, and 
skills. While these add to the suitability of finding a favorable solution, a seamless information network 
is required (Schraagen& van de Ven, 2008).

Managing a crisis is an organization’s ability to coordinate its overall units throughout a crisis promptly 
(UIC, 2017). Organizations that are determined to navigate the arena of unpredictable scenarios such 
as COVID-19 require strong leaders that would be able to lead them into a transformational change. 
Leadership should influence the factors, such as current emotional state and adaptability that should be 
considered while implementing a new process, affecting the individual or team performance accordingly 
(Bartsch et al., 2020).

EFFECTS OF WORK-LIFE BALANCE ON WORK MOTIVATION

In order to survive financially, companies that try to curb the effects of a crisis continue their opera-
tions by adopting a remote working approach or arranging employees’ shifts along with safety support. 
Although companies try to adopt proactive approaches, they may have overlooked integration areas that 
predict the necessary preparations required for the transition. Thus, employees experience challenges to 
balance between life demands and work pressures during the outbreak of COVID-19.

There is a necessity to examine the consequences of work-life on employee motivation in stressful and 
dangerous conditions. Work motivation is mainly related to the tendency, individual characteristics, and 
external factors on the behaviors that allow employees to perform and attain organizational objectives 
through their accomplishments (Pancasila et al., 2020, Al-Alawi et al., 2021).

According to Woloret al. (2020), there is strong evidence that states there is a direct impact on em-
ployees’ motivation to maintain a work-life balance. The researcher has set practical implications for 
companies during the COVID-19 pandemic by implementing strategic actions related to life balance 
and improving employee motivation and performance. For instance, companies adopted “working from 
home” protocols and guidelines and implemented flexible working hours. Therefore, that may raise ques-
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tions about whether these approaches will provide real solutions to the problem and ensure employee 
productivity and engagement.

Alternatively, in implementing such policies, it is imperative to be aware of its implications. While 
working from home may provide the comfort of safety, it could result in isolation, which is psychological 
due to loneliness. Organizations should find the suitability of such a solution for the employees in their 
industries (Banerjee & Rai, 2020). Interestingly, those studies that have suggested remote working also 
highlight communication parameters as an integral part of mitigating the impact of COVID-19 (Prasad 
& Vaidya, 2020).

With this regard, Mas-Machuca et al. (2016) stated that motivation stems from maintaining a work-life 
balance. Still, there is a strong correlation between an employee’s pride in being related to the organiza-
tion and satisfaction with their job.

Wolor et al. (2020) found significant evidence that work motivation directly affects employee perfor-
mance. Understanding and satisfying employee’s needs will lead to motivate employees to work well. 
According to Orel (2019), flexibility at work can improve employees’ social lives and create further 
career opportunities. Moreover, control over work and family roles can improve performance, which 
leads to job satisfaction (Aryeeet al., 2005; Al-Alawi et al., 2021).

IMPACT OF REMUNERATION AND MOTIVATION ON PERFORMANCE

Motivating employees is not an easy task, especially in challenging circumstances such as the COVID-19 
pandemic. In the banking sector, bank services must remain competitive despite unstable and uncertain 
situations. Sembiring et al. (2020) pointed out that “Banking performance is considered to be disrupted 
by the impact of the spread of the coronavirus (COVID-19)”. Thus, financial institutions should seek 
the best methods to motivate the employees, make them enthusiastic toward work, and have a high 
commitment level.

One of the powerful, proven methods to improve the employee’s performance is to design an appro-
priate rewards system that motivates the employee to work well. Hameed &Waheed (2011) indicate that 
employees are the key elements of the organization. As a result, the success or failure of any organization 
depends on the employee’s performance. However, the levels of dedication, adjustment, and production 
may vary and differ depending on changing conditions.

Employees are required to have high performance, although it might be difficult in the pandemic. 
The primary purpose of Sembiring et al. (2020) research is to examine the effects of remuneration and 
motivation on banking employees’ performance directly or indirectly. These findings reinforce an exciting 
study by Dharma (2018), which found evidence that work motivation significantly impacts employee’s 
performance and organizational citizenship behavior. These findings, consistent with the other research, 
state that proper motivation and remuneration have a strong and direct impact on employee performance 
(Oren et al., 2013).

In order to promote employee performance and job satisfaction, companies implement efficient re-
muneration management systems (Al-Alawi, Al-Azri& Mohammad, 2016). A study conducted by Ibrar 
and Khan (2015) indicated that remuneration rewards lead to outstanding performance and increase 
employees’ ability to achieve their goals.
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IMPLEMENTING PRACTICES IN FLEXIBLE WORK ARRANGEMENTS (FWA)

Occupational stress occurs due to various factors in the employee’s work life. Occupational stress is com-
monly understood as a process in which different sources in a work environment, referred to as stressors, 
can lead to various ailments such as psychological, behavioral, or physiological. These stressors lead to 
the manifestations of stress, known as a strain, leading to complications in long-term health (Landsbergis 
et al., 2017; Al-Alawi & Al-Alawi, 2014).

According to Keshavarz&Mohammadi (2011), their study of job stressors on performance found various 
factors relevant to this topic: “excessive workload, unsatisfactory working conditions, and interpersonal 
relations.” These stressors could both negatively or positively affect employees’ physical health and, in 
turn, affect their performance, commitment, and overall satisfaction with the job.

In the particular study by Sedaju et al. (2020), they have created a unique methodology of first 
identifying through qualitative surveys the measures that have impacted work effectiveness during the 
crisis of COVID-19 in the manufacturing sector in Indonesia. They have found that three measures were 
adopted that have caused some kind of impact.

Work policies revolving around improving work-life balance resulted in 43.9 percent of positive re-
sponses, whereas work motivation resulted in 52 percent positive responses. Another significant remark 
is that these results varied between the departments of production and departments of support. The work 
output of the production team relied heavily on an important factor of being present physically in the 
office or campus of work.

This was a study to determine whether any means of Flexible Working Arrangements (FWA) would 
be beneficial to employees during the crisis (Sedaju et al., 2020). Nonetheless, 52.9 percent of all re-
spondents were happy with the new policies that were introduced regarding FWA.

EFFECT OF CRISIS PARAMETERS, OCCUPATIONAL STRESS, 
AND REMOTE WORKING ON EMPLOYEE PERFORMANCE

It has been found that both Occupational Stress and the parameters resulting from COVID-19 have a 
significant impact on employee’s performance. According to Hamouche (2020), it is found that the major 
organizational factors that impact well-being are occupational role, safety, and teleworking. Occupational 
role refers to the nature of work that the employee is involved in, whether their physical presence is re-
quired or not. Safety and health are the collaborative management obligation and workforce to carry out 
the assigned duties. Furthermore, the organization is responsible for non-compliance to protection and 
health regulation and legislation. Finally, teleworking is another term used to describe remote working, 
which appears to be the most effective and favored method. Although remote working, or working from 
home, has been seen as a potential solution to the current situation, it does impose implications such as 
social isolation and professional-personal ambiguity (Hamouche, 2020).

In the study conducted by Prasad & Vaidya (2020), they have found several impacts (parameters) 
that have stemmed from COVID-19, such as Workplace isolation, Lack of Peer advice, Lack of com-
munication, Family distractions, and Role Overload. This in-depth study considers the role factors of 
employees and the challenges they face during this crisis. These result in occupational stress (stressors) 
in Role Ambiguity, Role Conflict, Social Support, Career, and Job-Control.
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To combat these challenges, the companies have adopted flexible working such as remote working 
concerning the specific stressors to avoid the harmful decline in employee productivity. They have found 
a significant impact on the implementation, and another notable point to mention is that particular age 
groups of 20-30 experience more stress than other groups (Prasad & Vaidya, 2020).

According to Belzunegui-Eraso&Erro-Garcés (2020), to understand the implications and adoption of 
remote working, various factors, such as job nature, technology, individual personality, organizational 
structure, and social implications, determine remote working effectiveness. While it is the preferred 
method to combat the current crisis and to ensure employee safety, yet some job roles are not significantly 
apt when performed from home. Some companies have adopted a combination of remote working and 
on-premise working; however, the right formulae is not yet realized.

MANAGERIAL DECISIONS IN RESPONSE TO COVID-19

During crises, the right leader will make an educated decision that considers a thoughtful approach that 
is strategic, tactical, and operative at an organizational level. Regardless of the type of crisis and sup-
ported by other literature, a leader must be “timely, rational, implemental, protected, compatible and 
ductile (Subošić et al., 2008)”.

In order to mitigate the crisis, managers are to evaluate priorities in the context of preventing injuries, 
minimizing damage to surroundings, protecting the organization’s image, and returning to operational 
normalcy (UIC, 2017). While keeping these points in mind, managers are encouraged to look into methods 
that could accelerate smart-working growth while looking at internet-based solutions that have already 
thrived in other organizations (Amini et al., 2020).

Confronting a crisis is not expected to be easily solved by an individual in leadership by sharing 
knowledge and skill, but rather the approach is taken to assess the situation. While unfamiliar crises leave 
the managers making unusual decisions, most of it begins in the situation’s assessment phase. It later 
collects information from professionals to enable them to make informed choices (Bakker et al., 2018).

As with the example of the Waldo Canyon wildfire in Colorado, which is considered a natural crisis, 
the government shared information on navigating the scenario for individuals to protect themselves rather 
than the mundane situational updates. Following this example, managers are encouraged to study the 
impacts of crises on employees by collaborating with professionals to understand the right measures to 
implement (Bakker et al., 2018).

LEADERSHIP EFFECTIVENESS AND MANAGERIAL IMPLICATIONS

While leadership theories and traits, bundled with a set of skills and knowledge, support finding the 
right leader in navigating the organization through crises, the role in today’s time continually changes 
(Klingborg et al., 2006).

To examine the leadership effectiveness on employee’s performance during COVID-19 pandemic, 
Bartsch et al. (2020) have investigated the leadership behavior of a sample of 206 employees who expe-
rienced digital transformation at the workplace offers some insights about new normal leadership. The 
research results show that leadership significantly affects the employees’ job performance in unexpected 
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work circumstances, particularly in crisis times. However, Bartsch et al. (2020) have found that work-
related tension has no significant impact on employees’ performance.

In the new standard, organizations that aim to lead in uncertain times effectively may vary in their 
ways or methods of tackling the challenges and changes in the work environment. Among the limited 
studies that examined the leadership implication during the COVID-19 pandemic, Francisco and Nuqui 
(2020) pointed out that organizations need to stay healthy and adjust to the uncertain situations at work.

Moreover, managers are encouraged to help their employees adapt to unexpected work situations and 
understand how the virtual transition practices affect the future of organizations’ values and culture. These 
new practices could attract and retain employees differently from traditional approaches (Carnevale&Hatak, 
2020). Accordingly, a better re-balancing between virtual work activities and traditional techniques would 
ensure that organizations stay responsive and supportive in leading their workforce.

OVERALL ANALYSIS OF LITERATURE

Table-1 to Table-4 illustrates the overall literature analysis related to the COVID-19 pandemic in various 
sectors and countries worldwide. Table-1 demonstrates the effectiveness of e-Training, e-Leadership, 
and Work-Life Balance on Employee Performance during COVID-19. The study’s variables employed 
in the theoretical framework are not entirely consistent or closely connected. Moreover, there are no 
practical guidelines for keeping the employees highly motivated toward the COVID-19 virus outbreak.

In Table-2, Sembiring et al. (2020) have adopted a straightforward theoretical framework that consists 
of only three variables. In order to avoid oversimplifying, an elaborated framework might be implemented, 
paying attention to different elements and mediating variables. The researchers should clarify the ideal 
motivation and rewarding strategies that can be executed during challenging situations, such as involving 
employees in decision making, related to the remuneration management systems.

Table-3 illustrates the categorization that makes the flow of understanding easier. There is a minimal 
literature review that may shake the credibility of the methods used. Regardless of category, information 
flow can be understood and brings to mind some understanding of the study. The paper sheds light on 
FWA’s critical interpretations: better FWA policies should consider various departments’ different nature 
within the same industry. The nature of work is quite different as some roles demand on-premise avail-
ability. However, future studies could expand on FWA and isolated-type practice for those who require 
to attend work physically (e.g., strict groups of independent shifts to avoid cross-mixing, the limited 
number of people per shift, the combination of WFA and work attendance, etc.). This paper has set the 
way to consider looking into this direction.

Table-4 shows occupational stress and employee performance during the COVID-19 crisis. The 
structure of the study is confusing and could be better laid out. Although the work is not refined, yet the 
direction adopted by the survey became the cornerstone for future studies. A glimpse into the impact of 
stress factors and COVID-19 parameters has shown that there could be a way to cope with the current 
scenario. Indeed, specific studies into various industries should be taken for future research in order to 
tackle various aspects such as maintaining employee health, performance, and organizational continuity.
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CONCLUSION AND RECOMMENDATION FOR FUTURE RESEARCH

The global impact of COVID -19 can be contemplated as an exclusive phenomenon at the economic and 
social level. The precautionary measures of social distancing have brought the entire world to a standstill 
with future operational strategies ill-defined. In spite of these predicaments, the modern advancement 
in technology and intellect paves way swiftly and positively in comparison to past decades.

This study was carried out in October 2020. The impact of COVID-19 occurred in late 2019. A limited 
number of systemic research studies have led to various studies conducted and based on new theoretical 
frameworks. The Chapter recommends using flexible working in particularly the manufacturing industry, 
alongside variables such as age groups and nature of departments, suggesting little research on pandemic 
impact by industry. Furthermore, there is a lack of studies, both theoretical and managerial, that could 
help improve employee performance in companies.

Additionally, the literature on change management’s effectiveness during such a pandemic is not widely 
available. There is a need to uncover the relationship between both organizational support or leadership 
towards its employee bodies through HR practices, through both quantitative and qualitative approaches.

The approach to understanding various impacts of the crisis on people’s lives’ different realms have 
been inconsistent. For example, most studies only focus on the effects of remote working to find instant 
solutions to the current scenario and in achieving or improving work-life balance. However, policies may 

Table 1. Employee Performance During COVID-19

Author Name/s Wolor et al. (2020)

Purpose
The paper aims to explore and measure certain variables’ effectiveness on employee performance 
in the workplace during the COVID-19 pandemic. That includes e-leadership, e-training, work 
motivation, and work-life balance.

Research Methodology

The research adopts two approaches, which are online questionnaires and the “Structural Equation 
Modeling (SEM)” method. The data set consists of 200 employees at one of the Indonesian Honda 
motorcycle dealers. Random sampling technique: This study’s sampling technique is the “side 
probability method with proportional.”

Research Questions/ Hypotheses

The research hypotheses addressed in this paper are: 
     1. “How does e-training influences employee performance. 
     2. How does e-leadership influences employee performance 
     3. How does work-life balance affect employee performance 
     4. How does work-life balance affect work motivation 
     5. How does work Motivation influences employee performance.”

Independent Variables E-leadership, E-training, and work-life balance.

Dependent Variables Work motivation and employee performance.

Key Finding

Considering 200 employees, the results show that E-leadership, work-life balance, and e-training 
positively affect motivating employees and enhancing their performance. Moreover, the study 
indicates the importance of e-leadership, work-life balance, and providing e-training to keep 
employees motivated and maintain high task performance during difficult conditions caused by 
COVID-19.

Research Gap and Limitation / 
Future Research

The research has limitations such as geographical exposure, sample size, and data collection, 
and thus results may lack the opportunity to be generalized. The authors didn’t specify any 
research limitations, although it’s important to address what can be learned from the study for 
future perspectives. It would be better if future research highlights the theoretical and managerial 
applications by providing valuable recommendations to companies. Moreover, research can explore 
the beneficial methods that increase the employee’s performance.
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not benefit from this, as the focus should be, to study various factors such as motivation and remunera-
tion that could also contribute to work effectiveness.

In addition to the given Research Gap and Limitation / Future Research in Table-1 to Table-4, it is 
recommended that prospective research study specific industries,’ human resource policies and the pos-
sible modification to these policies aligned to cope with the restrictions imposed as a result of similar 
crises. Studies have concluded that variables such as career development, training, and remote working 
may contribute positively to such situations. Leadership theories should be taken into account along-
side change management as a tool for adapting to crises. The investigation of leadership traits, coupled 
with skills and connection to crisis scenarios, would unfurl a new ambit of study widely non-existent. 
It would help determine the protocols established in identifying the right leader during recruitment in 
crisis-centric roles.

A study on a company with an established risk mitigation department and its role in revising current 
company policies may also help shed light on its adaptation to the new global environment, which is 
also part of a significant change management implementation. Demographic variables should also be 
taken into account as some studies have briefly found that some age groups are affected differently from 
others. The HR policies have become increasingly complex, and it is imperative more than ever to take 
into account such variables when conducting future studies.

Table 2. Banking Employee Performance During Pandemic COVID-19

Author Name/s Sembiring et al. (2020).

Purpose
The paper aims to explore and measure how effective it is to implement specific measures during 
COVID-19 that may impact employees’ performances by implementing electronic platforms of 
training and leadership and initiating work-life balances and motivation in the banking sector.

Research Methodology The approach was through quantitative methods that utilized SPSS 20 to analyze the data collected 
from a chosen sample of employees from the Surabaya city’s banking sector.

Research Questions/ Hypotheses

The research investigation focused on the following: 
     1. Do remuneration and motivation have a simultaneous influence on the performance of 
banking employees? 
     2. Remuneration dominates as a significant influencer on the employees’ performances from the 
banking sector.

Independent Variables Remuneration. 
Motivation.

Dependent Variables Employee Performance.

Key Finding

The work’s main findings highlighted a simultaneous impact on employees’ performance when 
both remuneration and work motivation are implemented. Additionally, it appears that those who 
work in the banking sector have improvements in their work performance during COVID-19 when 
remuneration is used to stimulate them. As a result, it is considered the dominant influencer.

Research Gap and Limitation / 
Future Research

Collecting and analyzing the data should be evaluated. The sample size is limited to a specific 
city; thus, it lacks the longitudinal analysis opportunity. Future research cab covers the relationship 
between organizational support and employee motivation, engagement, and task performance. 
Moreover, there is a need to implement quantitative and qualitative approaches to identify 
appropriate motivating methods.
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Table 3. Flexible Work Arrangement in Manufacturing during the COVID-19 crisis

Author Name/s Sedaju, Haryono, &Anisahwati, (2020).

Purpose
The aim is to identify and measure how far an impact can occur by applying FWA (Flexible Work 
Arrangements) specifically in Indonesia’s manufacturing industry during the COVID-19 crisis, with an 
understanding of the outcomes produced on employee productivity.

Research Methodology

The limited literature review is utilized; however, it is probably due to the methodology’s nature. The study will 
be based on discovering the “outputs” of FWA, which is only realized after the initial survey. The approach was 
to understand the FWA factors adopted in the organization due to the COVID-19 situation with their impact on 
Work Effectiveness. 
The authors mostly utilized a qualitative approach through open questionnaires, interviews, and observations, 
whereby 1,460 respondents completed them with opinions. 
The data analyzed went through four stages: 
     1. “Collecting categories, 
     2. Direct interpretations, 
     3. Researchers formed patterns and looked for correspondences between two or more categories, and 
     4. Researchers developed naturalistic generalizations through data analysis.”

Research Questions/ Hypotheses

The questions asked: 
1. “How the effectiveness of the implementation of flexible work arrangements during Pandemic COVID-19 in 
the manufacturing company P.T. INKA Madiun? 
2. What are outputs generated from the home program’s work as a modification of the flexible work 
arrangement? 
3. How to implement an ideal flexible work arrangement to support productivity in the manufacturing company 
P.T. INKA Madiun?”

Independent Variables FWA as a result of COVID-19.

Dependent Variables Work Effectiveness.

Key Finding

Although not a key finding, it may be essential to note that 11.2% of the 1,460 respondents were female, and the 
rest were male. It appears that 52.9% of respondents were happy with WFH during the crisis. The initial survey 
identified the factors through 6 keywords that affected FWH categorized under two personal and organization 
themes. 
Independent Variable: FWA
Themes and Factors realized as a result of FWA: 
1. Personal Factors 
          • Personal Hard Competency (mastery of software applications) 
          • Personal Soft Competency (work relationships, processes, and interactions) 
          • Personal environment (homework and childcare) 
          • Personal Facilities (resources such as laptop and internet to complete work) 
2. Organization Factors 
          • Organization Leaders (providing instruction, direction, mentoring, etc.) 
          • Organization System (distribution of work, reporting, access to data, etc.) 
The Outputs realized as a result of these adopted measures: 
1. Work-Life Balance (43.9% positivity of respondents) 
2. Psychological Well-being (the positive indication of respondents) 
3. Work Motivation (52% positivity of respondents) 
Remarks: 
Three types of work are identified – production, engineering, and support departments. It appears that the 
production team perceived WFH as an opportunity to rest at home but was eager to return to work due to the 
nature of their work that requires them to be on-premise. 
Impact on the Dependent Variable: Work Effectiveness
39.7% reported productivity; however, as previously mentioned, the production department did not benefit 
from this policy in terms of work optimization. Supporting departments and engineering departments had some 
benefits, although some not optimal. 
Key Take-Aways
The dynamics that are realized as a result of COVID-19, particularly in the manufacturing industry, highlight the 
difference in work benefits between the three departments. 
The two themes realized above are what influence Work Effectiveness. For the production team, the main 
obstacle is Facilities. The obstacles are equipment (laptop, internet, etc.) and software applications for the 
support and engineering department.

Research Gap and Limitation / Future 
Research

Future research is recommended for industrial practice to understand the optimal use of FWA for manufacturing 
industries, implement health and safety measures amidst the pandemic, and consider the different departments 
and age groups.
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Table 4. COVID-19 and employee performance in Hyderabad Metro.

Author Name/s Prasad & Vaidya (2020).

Purpose The goal is to study the effects of parameters and occupational stress factors resulting from 
COVID-19 on employees’ performance in India’s agricultural research sector.

Research Methodology

The research introduces literature review on the variables that will be analyzed in the study: 
Occupational Stress, Performance, COVID-19 Pandemic, and COVID-19 Parameters (Workplace 
isolation, Lack of Communication, Family distractions, and Role overload). 
The theoretical framework created is based on a model proposed by Prasad et al. (2020) on 
occupational stress and Remote working performance. 
A questionnaire with a systematic mix of statements to avoid bias was used to assess 400 respondents 
(estimated using the Cochran formula). The survey consisted of a five-point Likert-type scale 
to include 5 COVID-19 parameters and 6 Independent occupational stress factors. These were 
covered over 20 statements after utilizing the model of (Taxonomy of Higher-Order Performance 
Dimensions). Campbell proposed this model, and it was later analyzed through Cronbach alpha 
reliability statistic, multiple regression analysis, and ANOVA test results.

Research Questions/ Hypotheses

The Research objectives are summarized as: 
• To study the effect of parameters and occupational stressors caused by COVID-19 in remote-
working, applicable roles and the impact on their work performance. 
• To study if any differences in gender and age may influence employees’ performance in the 
agriculture research sector.

Independent Variables

COVID-19 Parameters 
     • A lack of communication 
     • Workplace isolation 
     • Lack of Peer advise 
     • Distractions from Family 
     • Overload from job Role 
Occupational Stresses 
     • Ambiguity from Job Role 
     • Conflict from Job Role 
     • Social Support 
     • Career 
     • Job-Control

Dependent Variables

Performance 
     • Task Competence 
     • Employee Motivation 
     • Commitment 
     • Non-job assignments 
     • Integrity 
     • Co-workers

Key Finding

It has been found that both Occupational Stress and the parameters resulting from COVID-19 have a 
significant impact on Employee performance. 
However, the other hypothesis that can focus on is the performance difference between gender and 
age groups. The study found no difference in impact experienced by gender. However, different age 
groups, specifically the group 20-30 years of age, experience more stress than the other groups.

Research Gap and Limitation / 
Future Research

It is recommended that various stress factors be studied in response to the COVID-19 situation, as 
some factors may be overlooked. An understanding of these factors could help significantly with the 
health sector and sanitation workers. 
Future research is suggested to look at strategies within the HR development function of employees in 
pandemics: career development, training, remote working, and understanding methods for modifying 
current organizational policies to cope with the recent events.
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ABSTRACT

The year 2020 has made a mark in the history of mankind. India, too, was affected by the pandemic. 
To ensure a curb on the spread of the disease, India adopted a sequence emergency mechanism. It an-
nounced the closure of all educational institutions along with all the other establishments as a part of 
strict social distancing measures. The traditional mode of teaching and learning transitioned into online 
teaching. Online learning and virtual classrooms became the ‘new normal’. The analysis was carried 
out using the data collected through structured questionnaire from 35 teachers in Kottayam District, 
Kerala a southern state of India. Data collected was analyzed using descriptive statistics. It is evident 
from the study that the teachers lack in the use of various teaching methods for motivating and encour-
aging students. Further on, since the teachers were caught off guard, they had not received any formal 
or professional training to conduct online classes or use the advanced modes of technology.

1. INTRODUCTION

Every big and small sector of the world is affected by the widespread of COVID 19 and India too is 
not spared of its effects. The whole country is still reeling under the after effects of this pandemic. It is 
estimated that the impact of COVID 19 on the Indian economy during 2020 may reach early 8 trillion 
Indian rupees (Keelery, 2020) and the Indian quarterly GDP was estimated to a decline of over 7% in the 
second quarter of financial year 2021. Almost all the sectors are affected due to this pandemic. In India, 
the primary influenced instance of Covid-19 was distinguished on 30 January 2020 in the province of 
Kerala and the influenced had a travel history from Wuhan, China (Wikipedia). In India, the first CO-
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VID death was announced on March 12, 2020 and the country witnessed a Janta Curfew for a one day, 
on March 22, 2020. India was a witness to yet another 14 hours Janta Curfew on March 24 to minimize 
the spread of Corona virus pandemic and evaluate the nation’s capacity to battle the infection. At that 
point, the first period of lockdown was declared by the Prime Minister of India on March 25, 2020 for 
21 days. Based on a close monitoring of the situation, the Indian Government broadened the lockdown 
period in various stages. The lockdown 5.0 was announced on April 30, a robust measure to ensure social 
distancing across the nation with an aim to combat the disease. Through the different phases of lockdown 
ranging from ‘lockdown 1.0 to lockdown 5.0’, it was the educational sector that was caught unaware. 
The switch from regular structure to online mode was abrupt and without any prior groundwork. Thus, 
the pandemic Covid-19 had a significant impact on the education sector. According to (UNESCO, 2020) 
around 320 million children are affected in India alone. As indicated by a study report of the Ministry 
of Human Resource Development (MHRD), Government of India, led on advanced education it was 
seen that there are 993 universities, 39931 Colleges and 10725 independent organizations recorded on 
their portal (Kumar, 2020).

As a solution to impose social distancing, the government of India has announced the closure of 
educational institutions. On March 21, 2020, the MHRD (Ministry of Human Resource Development) 
shared various free digital e learning platforms for continuing learning. For secondary education, they 
came up with Diksha portal, e pathshala, National Repository of open Educational resources (NROER). 
Diksha portal and e-pathshala are e-learning apps by NCERT for classes 1 to 12 in multiple languages 
(English, Hindi and Urudu). NROER portal provides resources for students and teachers in multiple 
languages as well as books and videos including a host of STEM based games. For Higher education, 
Swayam which is a national online education platform for undergraduate and postgraduate students in 
all Majors including engineering, humanities and management courses.

While e-PG Pathshala is concentrated on various postgraduate courses, Swayam Prabha has 32 DTH 
TV channels transmitting educational programs catering to the wide range of courses in higher education, 
which is resourceful for students. The students can access e-books, online courses and study materials.

Apart from these apps other online arrangements like Zoom, Google classroom, Google meet MS 
team etc. are available to students so that they may capitalize on it and continue their learning during 
this pandemic situation.

Since many years the Indian educational system had been thinking of adopting online studies in their 
curriculum. The pandemic created an emergency situation wherein the online platform got embraced 
and the prevailing situation has accelerated adoption of digital technology. This helped everyone to 
improve their professional skills. According to (Pravat, 2020) online learning is the best solution and 
it is a fact that technology based education is more transparent with all respect. Due to COVID 19 the 
shift has happened from the traditional sage on stage learning methodology to educational technology 
model where teachers and students were exposed to new innovative educational methodologies. It is 
further noticeable that many of the educational institution of India are technology enabled institutions; 
therefore it was easy for-these institutions to adapt technology.

Even though majority of Indian educational institution are equipped with technology, online teaching 
is relatively a new concept. Due to the outbreak of COVID 19, it became mandatory for the teachers 
to use online platform, for delivering courses and hence they started to conduct various assessments 
through online mode. Teachers face many new challenges like lack of technical infrastructure; techni-
cal support and many institutions use open source platforms, which raise questions on the quality and 
confidentiality of assessments.
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The success of online teaching truly depends on the involvement of teachers in an effective way and 
building a sense of community in online courses. The successful online instructor develops the skills 
necessary for facilitating interaction and communication in online environment (Pietro, 2008). In order 
to reap the benefit of online classes we need to analyze the perception of teachers on the effectiveness 
of online courses over traditional classroom learning.

1.1 Objectives of the Study

The main objective of this study is to analyze the perception of teachers about online classes. This 
research tries to explain whether the teachers are confident about conducting online classes based on 
teaching practice, efficacy, training and development.

2. LITERATURE REVIEW

The educational system of India is in peril due to the COVID 19 pandemic. All the educational institu-
tions of India were forced to adopt asynchronous learning methods. This is actually a challenge for a 
developing country like India. Shifting from the sage on the stage learning to online components, de-
manded teachers to veer their teaching methods.

The COVID-19 pandemic has affected the whole education world. Almost all the Universities and 
schools are remained closed (Murphy, 2020). Accordingly, the rise of online education is happening in 
the education system (Bozkurt et al., 2020). Though online learning helps to teach or learn in the pan-
demic period, implementation of a planned and structured online learning system is essential to have a 
successful online learning system. According to (Lockyer& Bennett, 2004) due to the advancement of 
digital technology and continuous recommendations by students, many of the educational institutions 
implement online classes along with normal class. Online studies are considered as a modern tool for 
handling learning process (Agustina, 2017). In a study by (Meyen et al 2002) suggest that the demand 
for online classes will increase in educational as well as in the corporate field. Many college has started 
implementing online classes without proper planning (Abhinandan, 2018).

Lately, numerous researchers have examined the issues identified with online teaching. Teachers are 
reviewing their perceptions towards the new culture of learning and teaching. This leads to challenges 
in teacher beliefs, judgments, interpretations, assumptions, and expectations (Coppola, Hiltz, & Rotter, 
2002; Lee & Tsai, 2010). According to (Kreber2006) noted online teaching is different from traditional 
classroom teaching; however, teachers who do not receive professional development have a habit of 
carrying traditional educational practices to the online environments. Numerous researches have tended 
to the difficulties faced by teachers in online instructing and learning. It was found that the teachers 
have mixed opinion about online classes. Many teachers suggested that they can handle online classes 
efficiently if they get proper training programme (Billings, 2008). According to,(Arora and Srinivasan 
2020) in their study they have mentioned that absence of individual touch and difficulties in connectiv-
ity are the major difficulties in online learning. In addition, (Kaup et al. 2020) expressed difficulties 
identified with innovation, preparing and understudy commitment in continuing scholastics during the 
COVID-19 pandemic, because teachers are not having adequate foundation.

Many researchers addressed the problems related to online teaching and learning during this pan-
demic but sarcastically only very few researches addressed the problems faced by teachers related to 
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online teaching and learning. It was found that many teachers are not well equipped with configured 
laptops, internet and microphones to efficiently impart education. In a study conducted by (Verma et al, 
2020) identified that many educational institutions in India did not have trained teachers who can work 
remotely through online platform and grapple to accept the transition. (Baralt et al. 2016) recommend 
that internet learning might be less viable than class room learning and (Tang 2019) contends that face 
to face learning is more effective.

There are numerous studies that clarify the limitations of online classes. Some state that the online 
classes are convenient, less costly and simple to get to, so these variables made contrasts between on-
line learning and eye to eye learning. In some studies it was found that students who are successful in 
traditional classrooms are not equally as successful in an online class.

For effectual surveillance of online classes, there needs to be appropriate training and skills for teachers 
and students. Based on the all these reviews, it is noted that there is an urgent need to research on how 
teachers perceive online classes. Therefore a survey was conducted to collect the opinion of teachers 
from Kottayam District of Kerala.

3. RESEARCH METHODOLOGY

The main aim and objective of this study is to investigate the perception of teachers towards online 
classes. The researcher used both primary and secondary data collection methods. The respondents of 
this study consisted of teachers from 4 different colleges of Kottayam district, Kerala, a southern state 
of India. The respondents for this study were selected using purposeful sampling who has online teach-
ing experience, across different disciplines. Participants were full-time and adjunct faculty members 
who are engaged in the development and teaching of online courses at universities. The researcher used 
a convenient sampling technique of selecting the samples. Primary data collection was done through 
structured questionnaire (Appendix A). The questionnaire consisted of three sections, Section A describes 
the demographic profile of respondents and Section B describes the various tools used for online studies 
and in Section C the researcher uses a Five-point Likert Scale to collect the opinion of teachers, about the 
online classes and to analyze the teaching practices, efficacy, training and development. The question-
naire was sent to 35 teachers who are working in various disciplines like arts, science, commerce and 
humanities. The data was collected via email and WhatsApp. Secondary data was collected from various 
magazines, newspaper, websites and journals. The collected data was analyzed using excel. Secondary 
data was used for reviewing the concept and supporting the findings.

4. DATA ANALYSIS AND INTERPRETATION

The primary data collected was analyzed using various statistical methods.

4.1 Section A: A Demographic Profile of the Respondents

The demographics details of teachers were collected to know their gender, age, teaching experience and 
experience in teaching online classes. The following table 1 explains the demographic background of 
the respondents.
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The table 1 shows that the major respondents are females. Out of 35 samples 23 (66%) of them are 
female teachers. Majority of the respondents are under the age of 30 -49. It is noticeable that 97% of the 
teachers are conducting online class and 91% of the total samples are having online teaching experience 
for a period of less than 1 year. The study reveals that these teachers started online classes only after 
the COVID 19 outbreak.

4.2 Section B: Tools Used for Online Class

A lot of online tools are available in the digital field. In order to get better understanding of the type of 
tools used for online teaching, the researcher asked the participants to mention the tools they used for 
online teaching.

Table 1.  

Demographic profile of teachers

Gender No Frequency

Male 12 34%

Female 23 66%

Age

Below 29 5 14%

30 -49 27 77%

50 & above 3 9%

Teaching Experience

0 - 5 yrs 3 9%

6 - 10 yrs 14 40%

11- 15 yrs 15 42%

16 - 20 yrs 3 9%

Conducting Online class

Yes 34 97%

No 1 3%

Online teaching experience

year 1 32 91%

1 - 2 year 2 6%

3 - 5 year 1 3%
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Among the many popular online tools available in India, Google Meet (N =17) is the most used and 
preferred tool for conducting online classes. Secondly, the most popular app was Google classroom (N = 
8), Thirdly, Zoom app (N= 6) and finally Microsoft Team (N = 4). Even though, Skype and WhatsApp 
are the most important and popular online tools for communication, but for online teaching methods 
these were the least used tools. Surprisingly the interesting fact is that the majority of teachers prefer 
using WhatsApp for social networking to cater to the demands of online classes.

4.3 Section C: A Teacher’s Perception Towards Online Class

Teachers are the pillars of every educational institution. A teacher should be a role model; they should 
teach the students through experience, commitment and inspire the students to strive towards accom-
plishing their goals. In order to encourage and motivate students, teachers require unique skills and dif-
ferent learning styles. In this online “new normal” situation the different tactics and techniques adopted 
by teachers need to be ascertained. Therefore, the researcher felt that it is essential to survey teacher’s 
perception towards online classes that related to their teaching practices, efficacy of teaching and train-
ing programs attended. A five point Likert scale was used to collect the opinion of teachers. The Likert 
scale indicates with ‘1’ being strongly disagree and ‘5’ with strongly agree.

With reference to figure 2 and table 2, the 9 questions pertain to the teaching practices adopted by 
teachers during online classes. From the results of descriptive statistics, it appeared that teachers agree 
with the teaching practices with a maximum mean score of 4.4, which states that the teachers are re-
sponding to students in a timely manner and the minimum score of 3.42 which shows that the teachers 
are not using various methods of teaching techniques according to the needs of the students. The mean 
score of all the nine questions range from 3.41 – 4.4, which represents that, all teachers agree with the 
teaching practices they adopt in the class. For the statistics (table: 3) the teachers strongly believe that 
they have strong confidence in the effectiveness of online class with a mean score of 5, at the same 
time Table no: 4 shows that the teachers have received less professional training or they have received 
no training to conduct the online classes. Teachers rated an average mean score of 2.3 for training and 
development in organizing the online classes.

Figure 1.  
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Figure 2. Teaching Practice

Table 2. Teaching Practice

Questions Strongly 
Agree Agree Neutral Disagree Strongly 

Disagree Total Mean SD

1 8 12 10 4 1 35 3.628571 3.260149

2 20 8 5 2 0 35 4.314286 3.891382

3 7 8 15 3 2 35 3.428571 3.079889

4 18 8 6 2 1 35 4.142857 3.764496

5 12 10 10 1 2 35 3.828571 3.47234

6 7 18 6 3 1 35 3.771429 3.372155

7 10 15 6 3 1 35 3.857143 3.47234

8 20 10 3 1 1 35 4.342857 3.927922

9 21 10 2 1 1 35 4.4 3.978514

Table 3. Efficacy

Questions Strongly Agree Agree Neutral Disagree Strongly 
Disagree Total Mean SD

1 20 10 5 0 0 35 5 3.891382

2 18 12 3 2 0 35 5.114286 3.772078

3 12 15 5 2 1 35 4.657143 3.509172

4 10 15 7 3 0 35 4.4 3.426785

5 20 10 4 1 0 35 5.085714 3.861902
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While considering the overall opinion, the researcher identified that the teachers have a varied opinion 
about the online classes. In a country like India the online classes serve as a blessing in disguise. The 
main concern of teachers is the barriers they face in using different learning methods or styles. In spite 
of the fact that majority of the respondents are using the online platform to conduct classes, sadly they 
lack in proper training and expertise while using this online platform.

5. CONCLUSION AND RECOMMENDATION

The abrupt move to online instructing on account of COVID 19 pandemic was a force coercive. It has 
brought positive and negative impact on the teaching methodology. To an extent the traditional training 
method has changed to self-learning mode. One of the main advantages of online teaching is the avail-
ability of resources, any time the students can use the resources so the coverage is more. Teachers are 
optimistic about the online studies. Yet, there is a room for improvement.

As the above investigation clarifies that teachers across different education institutions have posi-
tive discernment towards online classes during Covid 19 pandemic. It is evident from the study that 
the teachers lack in the use of various teaching methods for motivating and encouraging students. The 
teachers are not well trained, almost all the educational institutions are using common online platform 
for conducting classes. So, it is essential that in order to increase the effectiveness of online studies the 
institutions has to provide excellent training and support to teachers regarding the usage of techniques 
and technology in online classes. In the traditional method the students are “spoon fed” but the “new 
normal” necessitates a learner centered environment. In order to attain the expected outcomes, the 
teachers require unique skills to motivate and direct students. The result of the study can help the top 
management of educational institutions to improve their actions. The educational institutions have to 
provide training to teachers in order to achieve the desired goal. Every form of technology comes with 
its boon and bane, it is the way we determine how or how much it can influence us. It is the same ‘can’ 
for online teaching as well, if used properly it ‘can ‘be a blessing.

The results of the study were examined and interpreted, based on the perspective of teachers and 
concluded with a view of future research. This study will be beneficial for academic researchers from 
different countries with a different set of students and framework.

Limitation of the Study

In order to reap the benefits of online classes, teachers, students and parents need to work hand in hand. 
In this study, the researcher considered only the teacher’s perception towards online classes, at the same 

Table 4. Training and development

Questions Excellent Above 
Average Average Below 

Average None Total Mean SD

1 0 2 5 25 3 35 2.171429 1.723783

2 0 2 10 20 3 35 2.314286 1.882248

3 0 2 10 20 3 35 2.314286 1.882248
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time the sample size was limited to one district. Further study is therefore essential and it is vital to 
consider the perception of students and parents towards online classes.
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APPENDIX 1

Questionnaire

Perception of Teachers Towards Online Class

Section A: Demographic Profile

1.  Gender : Male □ Female □
2.  Age : below 29 □ 30 -49 □ 50 and above □
3.  Teaching experience: 0 -5 years □ 6 – 10 years □ 11 -15 years □ 16 – 20 years □
4.  Conducting Online class : Yes □ No □
5.  Online teaching experience in years: 1 year □ 1 – 2 year □ 3 -5 year □

Section B: Please Tick the Appropriate Tool Used for Online Class

6.  Tools used for online class:

Google Class Room □
Zoom App □
Microsoft Teams □
Web chat □
Google meet □
Whatsapp □
Skype □

Section C

Thank you
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Table 5. Teaching Practice

Description Strongly Agree Agree Neutral Disagree Strongly 
Disagree

Q1. I use different methods to grasp the 
attention of students

Q2. I try to support my students

Q3. I use different teaching methods based on 
student needs

Q4. I encourage students to participate 
promptly

Q5. I use different medias and visuals for 
motivating students

Q6. I communicate with my students regularly 
to engage them

Q7. I make sure that my students feel 
connected to me as same as in class

Q8. I communicate clearly and patiently with 
my students

Q9. I respond to students in a timely manner

Table 6. Efficacy

Description Strongly Agree Agree Neutral Disagree Strongly 
Disagree

Q1. I am confident that I can teach successfully

Q2. I am confident that I can work with my 
students

Q3. I can develop creative and innovative 
teaching methods

Q4. I am confident that I can motivate students 
to do their work

Q5. I am confident that I can guide them 
properly to attain their goals

Table 7. Training and Development

Description Excellent Above 
Average Average Below 

Average None

Q1. Professional development based on 
technological skills

Q2. Professional development related to 
online classroom management

Q3. Professional development on different 
teaching and learning styles
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