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ABSTRACT 

The study examined how to manage business organizations during COVID-19 and focused on 

three perspectives; managing health of business organizations, making effective use of 

resources, and implementing strategic flexibility in business operations. The study 

emphasized the need to observe the guidelines by the World Health Organizations on the 

spread of COVID-19. With respect to the effective use of organizational resources, the study 

adopted the Resource-Based View Theory because it directly relates to strategic flexibility in 

managing business organizations under uncertainty like the COVID-19 era. The idea of 

flexibility was also expressed in telecommuting, where key workers could work from home. 

This shows that many organizations can make flexible work arrangements for the operations 

of their business organizations. Thus, the study extrapolates that compliance with the World 

Health Organization’s guidelines on COVID-19 prevention and effective use of 

organizational resources in terms of human and material resources will help business 

organizations to cope during the COVID era. Thus, the study recommended that management 

should comply with the guidelines by the World Health Organization on COVID-19 

prevention. They should train and educate their personnel to observe all protocols set by the 

World Health Organization in handling individual and group tasks. Management should 

ensure that organizational resources are used effectively and efficiently to gain maximum 

returns on investments. 
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Introduction 

Business organizations are entities that operate like living systems because of the humans that 

interrelate and interact with them. The managing of these entities has become a challenge to 

managers in the past, and now, many business organizations are trapped by the outbreak of 

the COVID-19 pandemic. Therefore, the most critical issues confronting managers include 

how to manage the health conditions of the organization, the effective use of organizational 

slack or resources, and the appropriate strategy to adopt during the COVID era. 

 Statement of the Problem  

Managing business organization in the COVID era is a difficult task. The changing 

environment from the economic recession and the outbreak of the COVID-19 pandemic have 

affected the performance of almost all organizations and have taught many a great lesson on 

how to perform business activities in difficult times. During the past two years, the world has 

experienced (man-made or natural) disasters which have put pressure on firms and their 

chances for survival. Many organizations have not fully recovered from the shock and trauma 

of the COVID-19 pandemic. While some organizations have actually stopped operations due 

to the devastating effect of COVID,  

In the past, scholars have found that while many organizations have failed and stopped 

operations because they did not develop strategic flexibility in their business management, as 

they see it as difficult and expensive. As a result, many organizations become unaware of the 

threats that lie in the business environment, which eventually encroaches on business 

performance. Seeing this as a critical problem that affects many organizations has created the 

need to examine how business organizations can be managed during the COVID era. 

Managing business organizations during this time will involve considering three important 

perspectives: the health conditions of the organization, effective use of the organization's 

resources, and adoption of appropriate management strategies. This is the thrust of this study. 

Hence, the study will examine these three perspectives, draw conclusions, and make 

recommendations on how these three perspectives can be useful in managing business 

organizations during the COVID era. 

 The Objectives of the Study 

The purpose of this study was to examine how business organizations can be managed during 

the COVID era. However, the objectives of the study include the following: 

i. To ascertain how managing the health conditions of the organization will ensure 

prevention of COVID spread. 

ii. To examine how organizational slack can be used effectively in managing 

business organizations during the COVID era. 

iii. To examine how appropriate strategic flexibility as a strategy can be used in 

managing business organizations during the COVID era. 

Conceptual Review 

In our conceptual review, we focused on three key areas that need urgent consideration. 

These areas include the health conditions of the organization, how organizational slack can be 
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used effectively, and how strategic flexibility as a strategy can be used in managing business 

organizations during the COVID era. 

Managing the Health Conditions of Business Organizations during the COVID Era 

Humans are the main drivers of organizational success, even in highly technological 

organizations with automated programming machine operations. This is true because high 

technology cannot continue operations forever without a human controlling it. Therefore, 

whatever types of operations that are done in the organization are controlled by humans. 

Hence, the health of humans must be protected first, and this requires managing the health 

conditions of workers through prevention of the spread of COVID. Managing the health of 

the organization by preventing the spread of COVID is a new development with a new 

method of managing health issues of humans because of new technologies that are applied in 

preventing the spread of COVID. So, management may find it challenging to learn and apply 

these new technologies in their operations and activities as organizations. Therefore, the first 

thing to do is to learn the new ways of operating during the COVID era. Some critical issues 

to consider in this regard are as follows: 

i. Following the guidelines set up by the World Health Organization on prevention 

and spread of pandemics, 

ii. Educate the workers on how to prevent the spread of COVID in the organization. 

iii. Monitor the rate of changes and provide feedback to management and workers on 

the outcome of their compliance with the rules and guidelines in preventing the 

spread of the pandemic. 

iv. Comply with the guidelines of the World Health Organization for prevention of 

the spread of COVID-19. 

The World Health Organization has provided comprehensive guidelines for combating the 

spread of COVID-19 that is killing humans in many countries. These guidelines must be 

strictly followed and applied by management in all business organizations if they are to 

survive. Some of the major guidelines include: 

i. Keeping a social distance of about one mile from the other person 

ii. Make use of cognitive protective equipment at all times. 

iii. Make frequent hand washing a habit. 

iv. Restrict movement from place to place. 

v. Avoid coughing or sneezing in public, which can be done by coughing or sneezing 

into one’s elbow. 

vi. Stop hand shaking on a regular basis. 

vii. Avoid self-treatment for health issues and make frequent medical check-ups for 

your personal status of infection with COVID.  

These are among other guidelines that management must pay attention to in the prevention of 

COVID spread in business organizations. The extent to which management complies with 

these guidelines will determine their chances for survival during the COVID era. 

Effective use of organizational slack during the COVID Era 

Managing the organizational resources during the COVID era is another critical issue that 

management has when the organization's resources are scarce. The organizational resources 
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in this aspect will consist of human, material, and financial resources. Human resources are 

the skills, talents, ideas, and contributions that individuals possess and make towards the 

achievement of organizational goals and objectives. Human resource managers play some 

critical roles in this aspect, as they need to ensure that the costs associated with human 

resource management do not exceed the returns on investment so that the organization does 

not experience bankruptcy. They are in a position to determine what level of human resources 

is needed at this time to accomplish the objectives of the organization. In this way, personnel 

and employees may need some urgent training to tackle the issues affecting the operations of 

the organization in order to succeed in business operations. 

 Material Resources: No business organization can survive without material resources since 

these are the reasons for the operations of business organizations, especially those that are 

involved in the production of goods and services. Therefore, managers must be concerned 

with having adequate materials in their possession and how they use the materials during this 

period, which we shall discuss more as we proceed. 

To a high extent, the financial status of the firms will dictate what, when, how, and which 

investments, equipment, and operations are more important during this period of COVID-19. 

The decision by management on the use of finance is very important because virtually 

everything that the organization does involves costs. Therefore, management must make sure 

that they planned with their available financial resources and operated within the limits of 

their financial status and strength in order to survive the COVID-19 spread. It is not 

surprising that the economic recession and the outbreak of COVID-19 have changed the way 

that many companies operate. It is good that management should recognise the changes that 

occur in the external environment quickly and adopt the idea of adopting strategic flexibility 

in their operation (Robbins & Coulter, 2011) when there is the presence of a catastrophe or 

pandemic just like the COVID-19 pandemic. 

Adopting a Strategic Flexibility Approach in Managing Business Organizations during 

the COVID Era 

This study claims that strategic fallibility will be the appropriate strategy to adopt in 

managing business organizations during the COVID era. Therefore, the need to adopt 

strategic flexibility for organizational survival cannot be overemphasized, especially in this 

era of the COVID-19 pandemic. 

The Concept of Strategic Flexibility 

Strategic flexibility is a set of capabilities used to respond to various demands and 

opportunities existing in a dynamic and uncertain competitive environment (Hitt et al., 2011). 

Browner & Colt (2003) noted that capabilities include the firm's capacity to develop 

resources that have been purposely integrated to achieve the desired goal (Browner & Colt, 

2003). In the same vein, Asakawa and Lehrer (2003) indicate that strategic flexibility 

involves the extent to which firms cope with uncertainty and risks that are associated with it. 

This shows that strategic flexibility is mostly needed in times of uncertainty and changing 

business environments like the COVID-19 pandemic era. However, according to Robbins and 

Coulter (2011), the full instructions to guide management when developing strategic 

flexibility include the following: 

1. Encourage leadership only by making sure that everyone is on the same page. 
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2. Keep resources fluid and move them as circumstances warrant. 

3. Have the right mindset to explore and understand issues and challenges of all kinds. 

4. Know what is happening with strategies currently being used by monitoring and 

measuring results. 

5. Encourage employees to be open about disclosing and sharing negative information. 

6. Get new ideas and perspectives from outside the organization. 

7. Have multiple alternatives when making strategic decisions. 

8. Learn from your errors. 

According to Robbins and Coulter (2011), strategic flexibility is the ability to recognise 

major external changes, to quickly commit resources, and to take note when a strategic 

decision is not working. Because of the present situation that faces business organizations 

today, there is absolutely a need for strategic flexibility in order to survive. Hitt et al. (2011) 

noted that strategic flexibility also involves a process by which organizations begin to use 

their capabilities and apply them in response to the increased demands and opportunities in an 

uncertain and dynamic competitive environment. As the firms realized, they embraced 

strategic flexibility through effective use of organizational slack, reorientations, adaptations, 

and continuous learning. Although they are somehow difficult to embrace, they lead to firms’ 

survival. It is expected that, in the face of the COVID-19 pandemic, firms can do the same in 

order to survive. 

The study by Hitt et al. (2011) examined four dimensions of strategic flexibility 

(organizational slack, reorientations, adaptation, and continuous learning) that can be used in 

managing business organizations under uncertainty. According to Hitt et al. (2011), these 

variables serve as dimensions of strategic flexibility. However, for the purpose of this study, 

we focused on five variables such as: organizational slack, reorientations, adaptation, 

continuous learning, and e-business strategies. These were closely observed as critical 

strategies needed by business organizations in their pursuit of survival during this COVID-19 

era. Hence, these variables were examined under the following subheadings: 

Organizational Slack: Organizations lack the resources developed by firms, which allows 

some flexibility in all areas of firms’ operations (Hitt et al., 2011). The effective use of these 

slack resources is especially helpful during the period of crisis that is facing business 

organizations today. It gives the organization a strong point on which they can use the 

resources as a backup for further challenges (Lee et al., 2003). Organizational slack could be 

in the form of human and material resources, such as a buffer for an uncertain situation. The 

resources add input into a firm's production or operation processes, such as capital equipment 

and the skills of individual employees, patents, finances, and talented managers (Hit et al., 

2011). Firms develop and make use of organizational slack by engaging in reorientations, 

adaptations, and continuous learning (Hitt et al., 2011). They noted, for example, that with 

strategic flexibility, US Airways and United Airlines have been able to adapt to the changes 

encountered and survive. 
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Organizational slack makes it possible for firms to develop the ability to become first-

movers. A first mover refers to a firm that takes an initial competitive action in order to build 

or defend its competitive advantages or improve its market position (Hitt et al., 2011). This 

idea was developed from the concept of innovation by Schumpeter in the year 1934 under the 

treatment of entrepreneurship. According to Chang and Kesner (1997), organizational slack 

with respect to first-movers involves allocation of funds and resources for product innovation 

and development, aggressive advertising, and advanced research and development, which are 

the most needed activities at the time or under the COVID era. 

Using organizational slack effectively has some benefits, such as gaining customer loyalty 

and market share that can be difficult for competitors (Robinson & Min, 2002). Meanwhile, 

Hamel (2000) asserts that above-average returns are another benefit of using organizational 

slack. Agrawal et al. (2002) noted that generally, being a first mover has a better chance of 

survival when organizational slack is used effectively. According to Bougeois (1981), slack is 

the buffer or cushion provided by actual or obtainable resources that are not currently in use 

and, as such, are in excess of the minimum resources needed to produce a given level of 

output by the organization. Thus, the proper development of organizational slack and 

utilisation with respect to strategic flexibility will in turn ensure organizational survival 

during the COVID era. 

Strategic flexibility through orientations is necessary when firms fail in their performance and 

in situations where firms face uncertainty. For instance, in a situation where a firm’s return 

on investment becomes negative, the stakeholders will no doubt use the top executives to 

change strategies (Hitt et al., 2005). Therefore, reorientation is the extent to which the 

executives of the firm, under the direction of the shareholders, change strategies to suit the 

current trends or the situation of uncertainty. Making changes in this situation is somehow 

difficult and attracts costs. However, when such changes become effective, they meet the 

target, which turns out to be successful and ensure firm survival. In this regard, the firm can 

continue its operation and remain in business. The reorientation will include the training of 

staff to suit the current and present situations that emerge from the external environment, 

which will help in managing the business organization during the COVID era. 

Adaptation: Another important factor to consider in strategic flexibility is adaptation. The 

essence of adaptation by firms is to survive. Adaptation is used in many disciplines. As such, 

its meaning and its application may differ across disciplines. But for the purpose of this 

study, we borrowed the meaning of adaptation as promoted by Robbins and Coulter (2013), 

as they see adaptation as a strategic fit and organizational congruence that describes its 

relationship with its environment. In this way, it implies that only firms that seek not to lose 

ties with their environment will survive through adaptation, even if the environment tends to 

affect the performance of the organization. Therefore, to survive, firms must adapt by being 

flexible and developing strong capabilities and relationships, and adjusting to their external 

environment through frequent knowledge-seeking and reorientations. Thus, we assert that 

adaptation will assist in managing business organizations during the COVID era. 

Continuous Learning: This aspect of strategic flexibility is very important in all areas of the 

strategic flexibility process by the organization. It starts with strategic flexibility development 

and implementation. Continuous learning is a process by which firms seek knowledge on a 

regular basis as related to the operations of the organizations. According to Uhlenbruck et al. 

(2003), organizations find value through continuous learning because it enables the firm to 

identify new and up-to-date trends in the business environment. It also provides the 
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organization with a set of skills that are up-to-date and enable the organization to adapt to the 

changes that occur in the business environment (Uhlenbruck et al., 2003). Continuous 

learning requires that firms train and develop their executives as well as their employees in 

terms of knowledge acquisition, knowledge sharing, and storage. As Hitt et al. (2011) noted, 

firms must set up a programme for learning purposes and thereby make sure that all members 

of the organization, according to their level of engagement, are engaged in the learning 

process so that they can apply the knowledge in individual areas of operations. Asakawa 

(2003) also added that the organization must build mechanisms that facilitate technology 

diffusion throughout the organization, especially where value is found. Thus, in this area of 

COVID-19, organizations must put all the components of strategic flexibility into practice in 

order to survive. 

E-business Strategies A more recent method or strategy in managing business organizations 

is through e-business as a strategy (Robbins & Coulter, 2011). E-business existed before the 

COVID-19 era. However, the extent to which this e-business is operated has become more 

important during the COVID-19 era because of restrictions in some places, states, and 

countries. Managers are faced with uncertainty as the COVID-19 pandemic encroaches on 

organizational performance. As a result of restrictions on physical movement in many places, 

managers can use a-business as another medium for managing business organizations 

because it enables communication via virtual platforms like the internet, video calls, video 

conferencing, YouTube, Instagram, WhatsApp, Facebook, Twitter, Google, Zoom Meeting, 

and others. Making use of these e-business platforms has enabled managers to reach their 

customers from distant locations.  

Managers also use e-business strategies to develop a sustainable competitive advantage. As 

noted by Robbins and Coulter (2011), a cost leader can use e-business or online bidding to 

lower costs in a variety of ways. For example, it might use online bidding and order 

processing to eliminate the need for sales calls and decrease sales force expenses. E-business 

could use web-based inventory control systems that reduce storage costs, and it might use 

online testing for testing and evaluation of job applicants (Robbins & Coulter, 2011).  

Another example is where a business organization uses internet-based knowledge systems to 

shorten customer response times and provide rapid online responses to service requests or 

automatic purchasing and payment systems so that customers have detailed status reports and 

purchasing histories (Robbins & Coulter, 2011). E-business will help management in many 

ways, especially during this COVID-19 era. Therefore, as management adopts strategic 

flexibility as a strategy in managing business organizations, they will be in a better position to 

use e-business rather than the traditional methods of managing business organizations for 

survival. Thus, we assert that the use of e-business will assist management to a great extent in 

managing business organizations during the COVID era. 

Telecommuting is another area where e-business is appropriate during the COVID era. In 

this situation, the workers are given the opportunity to work from home. Strategic flexibility 

in this sense implies that the business organization can receive reports and other information 

necessary from those working from individual homes. Research has shown that e-business is 

an important tool in business strategy, which might be a clicks and bricks strategy. The 

"clicks and bricks" firm is one that uses both online clicks and traditional stand-alone 

locations as bricks (Kim et al., 2004). For example, some companies use or establish an 

online site for ordering prescriptions, and 90% of their customers who place orders on the 

web prefer to pick up their prescriptions at a nearby store rather than have them shipped to 
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their home. So, its clicks and bricks strategy has worked well. Thus, e-business can become 

an effective tool during the COVID era. 

Theoretical Review 

This study is anchored on the Resource-Based View Theory by Barney (1991) in his work. 

According to Barney (2001), the resource-based view suggests that firms must develop a 

unique firm’s specific core competencies that will allow the firm to outperform their 

competitors by doing things differently. The contributions of resource-based view theory to 

this study are not just to outperform the competitors; the idea is that the resources must be 

rare, valuable, imperfectly committable, and not substitutable. In connection with strategic 

flexibility, it implies that an organization must make use of its resources (human and 

material) in such a way that it will increase its chances for survival. Strategic flexibility 

involves a set of capabilities used to respond to various demands and opportunities (Hitt et 

al., 2011). These sets of capabilities will include firms' unique knowledge and resources 

(Robbins & Coulter, 2013). These capabilities must be effectively used to achieve the goals 

and objectives of the organization. 

The resource-based view theory, like other management theories, is based on several 

assumptions. These assumptions are linked to the idea of strategic flexibility. The resource-

based view makes two key assumptions that distinguish it from other strategic management 

theories. These are the concepts of resource heterogeneity and resource immobility (Barney, 

1991). Hence, among others, the key assumptions of resource-based view theory are: 

i. Resource heterogeneity, which shows that competing firms may possess different 

bundles of resources, 

ii. Resource immobility, which states that the resource differences may persist, 

 One critical aspect of the resource-based view is that these two assumptions must be met and 

co-exist. This means that some firms may have or control resources that can enable them to 

more effectively conceive and implement more successful strategies than other firms over 

time. Additionally, these resources can be either possessed or controlled by the firm. This 

implies that they do not necessarily have to be owned within the firm’s physical boundaries. 

The heterogeneity assumption also incorporates two attributes of firm resources: scarcity and 

non-substitutability (Barney, 2001). A firm’s resources are considered scarce when the 

demand for those resources is greater than its supply (Barney, 1991). A resource is non-

substitutable when no other resources can enable a firm to conceive of and implement the 

same strategies as efficiently or effectively as the original resource. The concept of 

immobility mainly refers to the issue of inelasticity in supply; that is, more of a particular 

resource is not forthcoming even though demand for that resource is greater than its supply. 

Firm resources may vary significantly in the extent to which they are scarce, non-

substitutable, and inelastic in supply. In recent contributions, however, some further and 

important implications have been considered, with reference to the inelasticity question and 

to the fact that, through capabilities’ use and organization factors, some resources that are 

imitable in principle are, however, not copied or duplicated in practice. According to Barney 

and Arikan (2001), firms that control valuable, scarce, and non-substitutable resources that 

are inelastic in supply can gain persistent competitive advantages by using them to develop 

and implement strategies. 
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 The resource-based View Theory was adopted as the underpinning of the study because it 

has a direct connection with the strategic flexibility under strategic management and how 

organizations can apply it and survive during the COVID era. When it comes to strategic 

flexibility, resource-based view theory is important because it allows management to improve 

resource utilisation or allocation in relation to organizational slack, reorientations, adaptation, 

continuous learning, and e-business practices. Thus, the theory predicts that organizations 

that adopt the resource-based view theory will experience growth, competitive advantage, 

and survival more than firms that do not consider flexibility in their strategic management. 

Conclusion 

After an extensive examination and discussion on how business organizations can be 

managed during the COVID era, some important facts were gathered which will enable 

management to actually carry out their critical functions during the COVID era. These facts 

include a proper understanding of the situation that faces business organizations under the 

COVID pandemic. Hence, the study extrapolates that competent management of the health 

conditions of the organizations and compliance with the World Health Organization’s 

guidelines will help management operations in the business organizations under the COVID 

era. The study also concluded that effective use of organizational resources in terms of 

human and material resources will enable business organizations to cope with the COVID 

era. Furthermore, evidence shows that if management adopts strategic flexibility in managing 

organizations, they will be able to cope and survive during the COVID era. Finally, the 

importance of applying resource-based view theory was found to be effective in managing 

business organizations during the COVID era. 

Recommendations 

Based on the findings, the study made recommendations for how management should 

manage business organizations during the COVID era. 

i. Management should comply with the guidelines set up by the World Health 

Organization to prevent the spread of COVID, as this will improve the health of the 

organizations. 

ii. Management should train and educate their personnel and workers to observe all 

protocols listed by the World Health Organization in handling individual and group 

tasks in the organization during the COVID era. 

iii. Management should ensure that organizational resources are used effectively and 

efficiently to gain maximum returns on investments. 

iv. Management should also adopt a strategic flexibility approach as a management 

strategy in order to cope with the COVID spread. 

v. Management should adopt a research-based view theory that provides the need for 

developing unique knowledge and capabilities that are rare to imitate in order to gain 

approval from customers in the competitive business environment.  

 

 

 



African Journal of Business and Economic Development | ISSN: 2782-7658 

Vol. 2, Issue 3 (March, 2022) | www.ijaar.org 

 

43 

 

References 

Asakawa, K. & Lehrer, M. (2003). Managing local knowledge assets globally: The role of 

regional innovation relays. Journal of World Business, 38, 31-42. 

Barney, J. B. (1991). Firm resources and sustained competitive advantage. Journal of 

Management, 17, 99–120.  

Barney, J. B. (2001). Resource-based theories of competitive advantage: A ten-year 

retrospective  on the resource-based view. Journal of Management, 6, 643–650. 

Blyler, M. & Coff, R. W. (2003). Dynamic capabilities, social capital and rent appropriation 

ties that split pies. Strategic Management Journal, 24, 677-687. 

Hitt, M.A., Ireland, R.D. & Harrison, J.S. (2001). Merger and acquisitions. A value creating 

or value destroying Strategy: In Hiiti, M.A., Freeman, R.E. & Harrison, J.S. (2001). 

Handbook of Strategic Management, Blackwell publisher. 

Hitt, M.A., Ireland, R. D. & Hoskission, R. E. (2005). Strategic management. Competition 

and globalization concepts. Thomson south western. 

Kim, E., Nam, D.I. & Stimpert, J. L. (2004). The applicability of porter’s generic strategies in 

the digital age: assumptions, conjectures, and suggestions. Journal of Management, 

30(5), 569–589. https://doi.org/10.1016/j.jm.2003.12.001 

King, A. W. & Zeithami, C. P. (2003). Measuring organizational knowledge; A conceptual 

and Methodological framework. Strategic management Journal, 24, 763-772. 

Lee, H., Hitt, M.A. & Jeongi, E. (2003). The impact of CEO and TMT characteristics on 

strategic flexibility and firms performance, 4-7. 

Robbins, S.P. & Coulter, M. (2011). Management element. Editors person publisher. 

Uhleribruck, K., Meger, K .E. & Hitt, M.A. (2003). Organizational transformation in 

transition economics. Resource Journal of Management Studies, 40, 257-282. 

Worren, N., Moore, K. & Cardona, P. (2002). Modulerity, Strategic flexibility and firm 

performance. A study of the home appliance industry. Strategic management journal. 

23, 1123-1140. 


