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ABSTRACT

The COVID-19 pandemic has significantly reshaped organizational
structures, prompting a shift from traditional hierarchical leadership
models toward adaptive approaches capable of addressing
unprecedented complexity, uncertainty, and digital disruption. These
challenges demand leadership that prioritizes flexibility, emotional
intelligence, and the capacity to navigate rapid change effectively.
This study aims to examine adaptive leadership strategies applied
during post-pandemic organizational transformation, particularly in
leadership in Crisis sectors experiencing accelerated digitalization and workforce
restructuring. Employing a qualitative multi-case study design, data
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were gathered through in-depth interviews with 15 organizational
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and innovation. These strategies proved instrumental in ensuring
operational continuity and strengthening long-term organizational
resilience. The findings underscore the need for leadership
development models to integrate adaptability as a core competency,
providing practical insights for policymakers, organizational leaders,
and training institutions in shaping leadership practices that are
responsive to the dynamic demands of the post-pandemic era.
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1. INTRODUCTION

The post-COVID-19 pandemic organizational transformation has posed
unprecedented challenges in leadership practices across various sectors. Prolonged
uncertainty, changes in work systems towards a hybrid model, and accelerated
digitalization have tested organizational flexibility and responsiveness (Heifetz, Grashow,
& Linsky, 2009; Yukl & Mahsud, 2010; Northouse, 2021). In this context, traditional
leadership models, which are often bureaucratic and hierarchical, have become less
effective in handling rapid and complex change.

The urgency of this research stems from the need for organizations to survive and
adapt strategically in the post-pandemic era. A McKinsey & Company report (2022) states
that 78% of organizations are experiencing significant challenges in implementing digital
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transformation, while 65% admit to difficulty in addressing employee mental health issues
systematically (Bryan, 2022; Deloitte Insights, 2021; PwC, 2023). This highlights the
importance of adaptive leadership in facilitating sustainable change.

The following image shows the five main challenges organizations face in the post-

pandemic transformation:
Key QOrganizational Challenges in the Post-Pandemic Era
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Figure 1. Key Organizational Issues in The Post-Pandemic Era
Sources: McKinsey (2022), Deloitte (2021), PwC (2023)

In theory, the adaptive leadership model developed by Heifetz (1994) emphasizes
the importance of the leader's ability to cope with change by involving the active
participation of all members of the organization, building trust, and creating a learning
space in uncertainty (Heifetz et al., 2009; Uhl-Bien et al., 2007; Grashow, 2009). This
approach is considered relevant in addressing the needs of modern organizations to be
more agile in decision-making.

Previous research has demonstrated that adaptive leadership can enhance
organizational resilience during a crisis. Research by Uhl-Bien and Arena (2018)
emphasizes the significance of adaptive space as a platform for interaction between
innovation and policy implementation. Meanwhile, Campbell (2021) revealed that adaptive
leaders play a significant role in fostering an inclusive and participatory work culture
during times of crisis. However, there have been few studies that have investigated the
application of adaptive leadership strategies in a contextualized manner in developing
countries, especially Indonesia.

The research gap lies in the lack of empirical studies that identify specific and
applicable adaptive leadership strategies in the context of post-pandemic organizational
transformation in strategic sectors such as education, technology, and health. Most of the
existing literature remains conceptual and focuses on case studies in developed countries
(Cameron & Quinn, 2011; Antonakis & Day, 2017; DeRue, 2011).

The novelty of this study lies in its effort to uncover the real-world practice of
adaptive leadership through a multi-sector case study approach, which is studied in depth
in Indonesia. This research not only focuses on leadership theory but also explores the
subjective experiences of leaders as they navigate change, emotional challenges, and
strategic decision-making in the post-pandemic era.

The purpose of this study is to identify the adaptive leadership strategies employed
by organizational leaders in response to post-pandemic transformation, as well as to
examine the internal and external factors that influence the effectiveness of these

Newspaper homepage: https:// leadinsightsjournal.com 77



DOI....

strategies. This research also aims to make a practical contribution to the development of
future leadership models that are more responsive to the complexity of the times.

By integrating a qualitative approach through case studies, this research aims to
provide a comprehensive understanding of how organizational leaders shape, manage, and
adapt their strategies in the context of disruptive change. This approach enables a more
nuanced exploration of narratives about leadership as a complex social process (Patton,
2015; Yin, 2018; Creswell, 2016).

This research is essential considering global trends that show that the success of
organizational transformation is not only determined by technology and structure, but also
by an adaptive, collaborative, and inclusive leadership style (Goleman, 2013; Avolio &
Bass, 2004; Bass & Riggio, 2006). Leadership that can respond to uncertainty with policies
based on empathy and empirical evidence is key to the success of organizational
sustainability.

In Indonesia, the issue of adaptive leadership is becoming a growing concern in the
agendas of bureaucratic reform and governance in public and private organizations.
However, there are still a few studies documenting the best practices and real challenges of
the adaptation process undertaken by local leaders (Indrajit, 2022; Anantadjaya et al.,
2021; Putri & Nugroho, 2023).

Thus, the main contribution of this research lies at both the conceptual and practical
levels. Conceptually, it broadens the understanding of adaptive leadership dynamics in the
context of Asian organizational cultures. Practically, it provides insights that apply to
leadership training and change management policies in the post-pandemic era.

2. METHOD
Types of Research

This study employs a qualitative approach, utilizing a multi-location case study
method. This approach was chosen to explore the dynamics of adaptive leadership
strategies implemented by organizational leaders in the context of post-pandemic
transformation. Qualitative approaches enable researchers to understand social realities
contextually and holistically (Creswell, 2016; Patton, 2015; Merriam & Tisdell, 2016).

Population and Sample

The population in this study consists of all organizational leaders in the education,
health, and technology sectors in Indonesia who have experienced organizational
transformation following the COVID-19 pandemic. The sampling technique used is
purposive sampling, with the criteria: (1) serving as the leader of the organization's
strategic unit for at least the last two years, (2) having direct experience in the
organizational transformation process after the pandemic, and (3) willing to be a
participant. The sample size consisted of 15 key informants representing three sectors (five
informants each), including school principals, hospital directors, and technology company
managers.

Research Instruments

The primary instrument in this study is the researcher, serving as a human
instrument, a common approach in qualitative research. Additionally, semi-structured
interview guidelines are employed as a data exploration tool. The guidelines contain a list
of open-ended questions related to adaptive leadership strategies, transformation
challenges, decision-making processes, and leadership reflections during the post-
pandemic period.
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Data Collection Techniques

Data were collected through three main techniques: (1) in-depth interviews with key
informants; (2) analysis of organizational documents such as reports of structural changes,
meeting minutes, and internal policies; and (3) non-participatory observation of
interactions and communication patterns in the organization. Each interview is recorded,
transcribed, and validated through confirmation to the informant (member checking) to
ensure data accuracy.

Research Procedure

This research stage begins with the formulation of problems and a literature review
to establish a conceptual foundation. Furthermore, research permits and participant
recruitment were obtained. Following this, data collection was conducted through
interviews and field observations. The analysis process was conducted in parallel with data
collection using constant comparative techniques. Data validation is performed through the
triangulation of sources and methods, member checking, and peer debriefing.

Data Analysis Techniques

The data analysis technique used was thematic analysis following the procedure of
Braun & Clarke (2006), which included six steps: (1) familiarization with the data, (2)
initial coding, (3) theme search, (4) theme review, (5) theme naming, and (6) thematic
narrative development. The analysis is conducted using NVivo software to facilitate data
management and track thematic patterns across cases.

3. RESULTS AND DISCUSSION
1. Building Psychological Security as the Foundation for Leadership

The results of the interviews indicate that most organizational leaders prioritize
psychological safety within the team as the primary strategy for the post-pandemic period.
Leaders create a safe space for employees to voice their opinions, share their failures, and
experiment without fear of repercussions. This strategy is considered crucial in the face of
uncertainty and increased work pressure (Edmondson, 2019; Detert & Burris, 2007;
Newman et al., 2017).

The informants stated that the post-pandemic increase in anxiety and psychological
burden encouraged them to prioritize the emotional well-being of the team through open
dialogue and an empathetic approach. One of the principals developed a weekly reflection
forum, while the manager of a technology company used digital feedback tools to regularly
evaluate the team's atmosphere (Brown & Grant, 2010; Goleman, 2013; Schein, 2010).
Psychological security also strengthens cross-functional collaboration, enabling the
emergence of creative solutions from the bottom layer of the organization. The study by
Uhl-Bien et al. (2007) and Hannah et al. (2009) corroborates these findings, stating that
adaptive leadership thrives optimally in a culture that tolerates risk and difference.

2. Agile and Responsive Decision Making
The second strategy that stands out is agile decision-making. In the context of post-
pandemic transformation, leaders are facing the realities of rapid policy changes, changing
customer needs, and tensions between departments. They adopt an iterative and data-
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driven decision-making approach to maintain organizational relevance (Rigby et al., 2016;
Joiner & Josephs, 2007; Snowden & Boone, 2007).

For example, hospital directors implement cross-functional rapid response teams that
can adjust service policies within days, based on local COVID-19 case data. Likewise,
digital company managers create daily analytics dashboards to evaluate team and
customer performance (Bryan et al., 2021; Christensen et al., 2015; Avolio et al., 2009).

Agile decisions cannot be separated from the leader's ability to build #rust in the
authority distribution system. This principle aligns with the findings of Heifetz et al.
(2009), who suggest that in adaptive leadership, authority is not absolute but dynamic and
contextual, depending on the specific needs of the problem.

3. Culture of Continuous Learning and Innovation
As many as 13 out of 15 informants stated that the pandemic is a moment of
collective reflection and acceleration of learning culture. Leaders facilitate microlearning,
cross-sector training, and internal mentoring systems to encourage /ifelong learning as part
of adaptation (Marsick & Watkins, 2003; Garvin, 2000; Senge, 2006).
The figure below shows the strategies most often used by respondents to support
organizational adaptation:

Frequency of Use of Adaptive Leadership Strategies by Informants

Adaptive Leadership Strategy

Source: Researcher Interview Results, 2025

For example, in the education sector, school principals initiate ICT training based on
peer learning. In contrast, the technology sector fosters the incubation of ideas within each
division, cultivating a culture of continuous innovation. This approach refers to the concept
of a learning organization, which is believed to be able to maintain organizational agility
(Argyris, 1991; Goh, 2003; Watkins & Marsick, 1993).

Learning culture also plays a role in building organizational resilience. The study of
Lengnick-Hall et al. (2011) shows that organizations that internalize learning tend to be
more adaptive to repetitive disruptions.

4. Inclusive Communication and Employee Engagement
Another significant finding was the use of more open and collaborative
communication strategies. Leaders create a two-way dialogue space, either through online
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forums, town hall meetings, or informal discussion groups. This communication is not only
informative, but also transformational (Men, 2014; Clampitt et al., 2000; Barrett, 2006).

Leaders report that employee engagement increases when they feel heard and
empowered. This engagement is the foundation for more sustainable organizational
behavior change. Open communication also accelerates problem detection and facilitates
coordination among teams (Heath & Sitkin, 2001; Tourish, 2013; Yukl, 2013).

Thus, inclusive communication is a crucial element in adaptive strategies, where
leaders not only convey orders but also facilitate a shared understanding of every
transformation process that occurs (Denning, 2011; Kouzes & Posner, 2012; Kotter, 2012).

4. CONCLUSION

This research aims to identify the adaptive leadership strategies employed by
organizational leaders in response to post-pandemic transformation, as well as to explore
the internal and external factors that influence the effectiveness of these strategies. The
results show that leaders in the education, healthcare, and technology sectors are actively
implementing adaptive approaches through four key strategies: building psychological
safety within teams, adopting agile and data-driven decision-making, fostering a culture of
continuous learning, and promoting inclusive communication that encourages employee
participation.

These findings confirm that adaptive leadership is not only reactive to crises but also
strategic in shaping more collaborative, innovative, and resilient work patterns. The
success of organizational transformation is significantly influenced by leaders' ability to
create learning spaces, foster trust, and respond flexibly to change. Therefore, the results of
this study make an essential contribution to formulating leadership development models in
the post-pandemic era that are relevant to the complexity and dynamics of contemporary
organizations.
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