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Key Findings 

● Planning as a factor of organizational resilience—which is measured by 
sensemaking about crisis, emergency plans, flexibility to make shifts 
rapidly, prioritization of external partnerships and focus on internal 
management—decreases the odds of Armenian SMEs of being affected 
by the Covid-19 pandemic by approximately  29% 

● Compared to planning, adaptive capacity as a separate factor of 
organizational resilience—which is measured by sense of teamwork and 
camaraderie, resourcefulness for unexpected changes, ownership of 
problems, leading by example and ability to make tough decisions—does 
not have statistically significant influence on the consequences of Covid-
19 on Armenian SMEs. 

● Planning and adaptive capacity jointly promote organizational resilience 
among Armenian SMEs and decrease the odds of SMEs being affected 
by the pandemic by approximately 30%. This finding is of particular 
importance for very small companies which are less resourceful and, 
according to this study’s results, have about 50% more likelihood of 
being affected by the Corona crisis compared to small enterprises.  



 

Introduction 

1. Literature Review 

1.1. Conceptualizations of Organizational Resilience 

Early researchers who have examined the construct of organizational resilience, Vogus and Sutcliffe 

(2007) define it as “the maintenance of positive adjustment under challenging conditions such that 

the organization emerges from those conditions strengthened and more resourceful.” Referring to 

Sutcliffe and Vogus (2003), they note that resilience is determined by processes and dynamics that 

create or retain cognitive, emotional, relational, or structural resources in “sufficiently flexible, 

storable, convertible, and malleable form that enables organizations to successfully cope with and 

learn from the unexpected” (Vogus and Sutcliffe, 2007: 3420). McManus et al. (2008) suggest that 

organizational resilience has three principal attributes: situation awareness, management of keystone 

vulnerabilities, and adaptive capacity; they define the concept as “a function of an organization’s 

overall situation awareness, management of keystone vulnerabilities, and adaptive capacity in a 

complex, dynamic, and interconnected environment” (Ibid.: 82). 

Based on cross-sectoral studies in the United Kingdom and New Zealand, Chrichton, 

Ramsay, and Kelly (2009) establish eight factors that enhance organizational resilience: emergency 

preparedness, estimation of reference accidents, aligned safety culture, command and control, public 

communications, attendance to long term welfare, non-technical skills training, and availability of 

resources. Lengnick-Hall, Beck, and Lengnick-Hall (2011) propose that the organizational capacity 

for resilience, defined as a “firm’s ability to effectively absorb, develop situation-specific responses 

to, and ultimately engage in transformative activities to capitalize on disruptive surprises that 

potentially threaten organization survival,” is developed through strategic human resource 

management. Referring to Lengnick-Hall and Beck (2009), they note that resilience is embedded in 

“a set of individual-level knowledge, skills, and abilities, as well as organizational routines and 

processes by which a firm conceptually orients itself, acts decisively to move forward, and establishes 

a setting of diversity and adjustable integration that enables it to overcome the potentially debilitating 



 

consequences of a disruptive shock.” Strategic HRM, according to the authors, builds core 

competencies among employees, including cognitive abilities and behavioral characteristics, as well 

as contextual conditions, which collectively generate resilient outcomes at the organizational level 

(Lengnick-Hall, Beck, and Lengnick-Hall, 2011).    

Later, Limnios et al. (2014) define resilience as “the magnitude of disturbance the system can 

tolerate and still persist.” Differentiating between resilience as offence (adaptation) and resilience as 

defense (resistance) to internal or external disturbances, as well as contending that resilience can be 

either a desirable or undesirable characteristic depending on the system state, they introduce an 

organizational typology, the Resilience Architecture Framework, which consists of four quadrants: 

adaptability, vulnerability, rigidity, and transience, thus integrating the divergent research streams of 

organizational rigidity, dynamic capabilities, and organizational ambidexterity. Ortiz-de-Mandojana 

and Bansal (2015) define organizational resilience as the “firm’s ability to sense and correct 

maladaptive tendencies and cope positively with unexpected situations.” Viewing resilience is a 

latent, path-dependent construct, the authors assess it through such long-term outcomes as improved 

financial volatility, sales growth, and survival rates. Burnard, Bhamra, and Tsinopoulos (2018) offer a 

conceptualization of organizational resilience through two dimensions: preparation, i.e., the degree to 

which the organization develops a systematic approach to manage risks, and adaption, i.e., the 

degree to which an organization flexibly allocates resources that respond to a disruption. They 

develop a framework of organizational response to disruptions consisting of seven nodes: detection, 

impact evaluation, activation, adjustment, response, evaluation, and environmental 

scanning/monitoring (Ibid.). Noting that preparation can be reactive (focused on allocating resources 

and improvising) or proactive (focused on the development of crisis management plans), while 

adaptation can be rigid (lacking flexibility) or agile, same authors  also identify four types of 

resilience configurations: at high risk, process-based, resourceful, and resilience-focused. 

An integrated model of organizational resilience introduced by Ma, Xiao, and Yin (2018) , 

defines the notion of organizational resilience  as “an organizational capability to survive in, adapt 



 

to, bounce back from and often thrive in unexpected, sometimes disastrous events and, in more broad 

sense, turbulent environments” (Ma, Xiao, and Yin, 2018: 253). The authors propose that 

organizational resilience is a dynamic capability that evolves across three mutually reinforcing levels 

(individual, group, and organizational), and lies in three networked dimensions (cognitive, behavioral, 

and contextual) (Ibid.). Based on earlier research, in particular Zolli and Healy (2012) and Weick and 

Sutcliffe (2011), Andersson et al. (2019) develop another integrative model of organizational 

resilience, the basis of which is risk awareness. Organizational resilience in this conceptualization is 

supported by preoccupation with failure, reluctance to simplify, sensitivity of operations, and 

commitment to resilience. The second level of organizational resilience is constituted by preference 

for cooperation, which entails deference for expertise, while the third level is defined by 

improvisation and agility (Ibid.).  

Recent work by Duchek (2020) offers a capability-based conceptualization of organizational 

resilience, referring to it as “a meta-capability consisting of a set of organizational 

capabilities/routines that allow for a successful accomplishment of the three resilience stages: 

anticipation, coping, and adaptation.” Anticipation capabilities include observation and 

identification, as well as preparation; coping capabilities include accepting, as well as developing and 

implementing solutions; finally, adaptation capabilities include reflection and learning, as well as 

change (Ibid.). Organizational resilience, according to this conceptualization, depends on the 

knowledge base, resource availability, social resources, and power/responsibility (Duchek, 2020). 

Most recently, Hillman and Guenther (2021) have defined organizational resilience as “the ability of 

an organization to maintain functions and recover fast from adversity by mobilizing and accessing 

the resources needed.” They develop a conceptual integrative model of organizational resilience, 

stating that it is determined by resilient behavior (acceptance, conquering denial, avoidance, and 

embracing paradox), resilience resources (relational, emotional, cognitive, and structural), and 

resilience capabilities (anticipation and sensemaking). 



 

Existing  research on resilience among small businesses or small and medium enterprises 

(SMEs) more broadly (Doern, 2016; Herbane, 2019; Pal, Torstensson, and Mattila, 2014; Sullivan-

Taylor and Branicki, 2011; Sullivan-Taylor, and Livschitz, 2018) suggests that resilience in these 

organizations may be attributed more to individual characteristics and behaviors of owner-managers 

and employees, such as self-efficacy, personal connections (social capital), and well-being, than to 

organizational planning and investment. As noted by Branicki, Sullivan-Taylor, and Livschitz (2018), 

“the sources of resilience available to SMEs tend to be relational, contextual, attitudinal, and 

behavioral, rather than structural and resource intensive.” Defining resilience as an “adaptive 

process and capacity of an organisation to address major acute and strategic challenges through 

responsiveness and reinvention to achieve organizational renewal,” Herbane (2019) emphasizes that 

although organizational resilience entails response, recovery, and adaptation following a sudden 

shock, it is emerging as an explanation for the longer-term strategic renewal in organizations. 

Formalization, i.e., strategy development and business continuity planning, according to the author, 

are associated with improved responses to acute interruptions in SMEs (Ibid.). Pal, Torstensson, and 

Mattila (2014) find that SME resilience is determined by both tangible and intangible factors, 

including investment finance, strategic and operational flexibility, and leadership. 

 

1.2. Measurements of Organizational Resilience 

Somers (2009) developed a measurement of organizational resilience, the Organizational Resilience 

Potential Scale (ORPS) considering six factors: environmental risk perception, managerial 

information seeking, organizational structure, community planning, operational continuity planning, 

and professional accreditation. Another measurement is the Benchmark Resilience Tool (BRT) 

copyrighted by the University of Canterbury in New Zealand (Resilient Organisations, 2021). The 

tool was developed by Lee, Vargo, and Seville (2013) based on the earlier  framework offered by 

McManus et al. (2008) and has 53 items, conflated into 13 indicators and two factors to measure 

resilience ethos, situation awareness, management of keystone vulnerabilities, and adaptive capacity. 



 

A shorter version of the Benchmark Resilience Tool was developed by Whitman et al. (2017) and 

comprises 13 items measuring planning and adaptive capacity (Brown, Seville, and Vargo, 2017; 

Resilient Organisations, 2021).  For the current work we have adopted the shortened version of  the 

Benchmark Resilience Tool organized into planning and adaptive capacity  dimensions, taking into 

account that some of the  respondents  would have found the number of items excessive and  might 

thus have left  some of the items incomplete or refused to participate altogether. Hence, a shorter, 

more targeted version has encouraged participation from SMEs to have representative data.  

 

2. Research Design and Methodology 

In line with the surveyed studies, we view resilience in terms of organizational-level capabilities that 

can be developed over time and manifest themselves during crises (Duchek, 2020; Hillman and 

Guenther, 2021; Lengnick-Hall, Beck, and Lengnick-Hall, 2011; Vogus and Sutcliffe, 2007). We 

hypothesize that 

H1: Planning is a factor fostering organizational resilience among small businesses  

H2: Adaptive capacity is a factor fostering organizational resilience among small 

businesses,  

H3: Planning and adaptive together are factors that jointly promote organizational 

resilience among small businesses  

We study resilience using data on small and medium1 businesses in Armenia under the 

COVID-19 pandemic, but the findings would be applicable to emergencies and crises of various 

kinds, including natural disasters and financial crises. The stated hypotheses were tested by looking at 

the relationship between planning and adaptive capacity as factors of organisational resilience against 

the impact and consequences of the recent COVID-19 pandemic on Armenian SMEs. 

                                                
1 According to the RoA Law on Small and Medium Entrepreneurship (National Assembly of the Republic of Armenia, 

2000), companies that have up to 10 employees are defined as very small, if the number of employees varies from 10 to 50 

then companies are considered as small, and companies with 50 to 250 employees are considered as medium. 

https://www.arlis.am/DocumentView.aspx?DocID=64617
https://www.arlis.am/DocumentView.aspx?DocID=64617


 

Obtained data (see details on data collection and analysis below) are quantitative and 

analyzed with computer software to test three models of resilience, built on the framework of extant 

research on small business resilience (Herbane, 2019; Pal, Torstensson, and Mattila, 2014; Sullivan-

Taylor and Branicki, 2011). On the collected data, Cronbach's α coefficient was calculated per each 

item and factor, and as Appendix 2 illustrates the calculated coefficients practically do not vary from 

the respective coefficients calculated in a shorter version of the Benchmark Resilience Tool by Brown 

et al. (2017) and replicates high internal reliability of the used tool. 

The questionnaire used in this study was administered electronically at the Center for 

Business Research and Development (CBRD), American University of Armenia. It is based on the 

short version of the Benchmark Resilience Tool developed by Whitman et al. (2017) (see Appendix 

1). The survey has been conducted among small and medium companies of RA. The companies have 

received invitations for participation in the survey and the links of the survey via email. The total 

number of invitations is 52,169, with primary targeting of 44,713 enterprises that had both registered 

wage earners and positive income in 20202. The survey was conducted from 28.03.2021 to 

08.04.2021. The survey results include 452 valid responses, which were further analyzed. 

 

Results of the survey 

In 2019, before Covid-19 pandemic started, 99.8% of the Armenian organizations were small and 

medium out of which 93.3% were very small companies (Armenian Statistical Committee,  Republic 

of Armenia, 2020). Very small and small businesses contributed to 45% of gross value added (GVA) 

in GDP(Ibid.) by being represented in all the sectors of the economy, and they accounted for the 

highest share in the wholesale and retail sector (44%), manufacturing (14%) and construction (9%). 

Approximately 49% of employees are hired by very small/small businesses. Given the role that SMEs 

                                                
2  According to the “SMALL AND MEDIUM ENTREPRENEURSHIP IN THE REPUBLIC OF ARMENIA” 

Report of the National Statistical Committee, in 2019 there were in total 75 180 companies in Armenia, of 

which 135 were large, 4 272 were small, 743 were medium sized. The greatest number of the enterprises were 

microenterprises 70 030, of which with 31 547 with 0 wage-earners. For most practical purposes, we can 

consider the survey to be statistically representative. 



 

undertake as economic players and the impact that COVID 19 has had on SMEs, the current work  is 

very timely and can serve as a good source for possible design of public support programs. In the 

collected data, 76% of 452 Armenian companies that participated in the survey were very small, 21% 

were small and only 3% were medium size companies.  87% of the companies reported that they were 

affected by the Covid-2019 crisis. 49% of those reported the high impact of the crisis, 16% reported 

medium impact and 35% of the companies reported low impact in terms of less demand/orders, 

supply chain problems, redundant employees, problems related to hiring new employees and forced 

lock-down3. Figure 1 below represents that more than 50% of Armenian SMEs reported that the 

Covid crisis  had a very high/somewhat high impact on their business operations in terms of less 

demand/orders and forced lock-down. 

Figure 1. The impact of Covid-19 on operations of SMEs 

 

The table below illustrates that Armenian companies tend to be more resilient in terms of 

adaptive capacity compared to planning4. Average score of organizational resilience among 

companies is 3.7 out of 5 where one indicates weak resilience and five indicates strong resilience to 

the crisis. 

Adaptive Capacity Planning       Total Resilience 

Mean Score Std. Deviation Mean Score Std. Deviation Mean Score Std. Deviation 

                                                
3 In order to measure the strength of Covid-19 impact, we combined and grouped responses to the question 

about what is the Corona crisis impact in the following categories: less demand/orders, supply chain problems, 

redundant employees, problems to hire new employees and forced lock-down. “Very low/rather low” were 

coded into low impact, “average” to “medium impact” and “somewhat high/very high” into “high impact”. 
4 Scores of adaptive capacity, planning and overall resilience were calculated by taking the average of questions 

under each block of questionnaire, see Appendix 1. 



 

3.9 0.9 3.5 0.8 3.7 0.7 

 

Appendix 3 illustrates that out of all statements which measure planning, being mindful of how a 

crisis could affect the business and believing that emergency plans must be practiced and tested to be 

effective had highest agreement rate among survey respondents (more than 75%) while being able to 

shift rapidly from business-as-usual to respond to crises had the lowest agreement rate (about 47%). 

Regrading statements that measure adaptive capacity, only 37% of survey respondents reported that 

their organisation maintains sufficient resources to absorb some unexpected change, while 82% of 

respondents reported that staff are rewarded for “thinking outside the box.” 

Independent T-test results suggest that the companies which reported that the Corona crisis 

affected their business have lower average planning score compared to the companies which reported 

being not affected by the Corona crisis. At the same time, average scores of adaptive capacity and 

overall resilience are not statistically significantly different between Corona-affected and non-

affected companies.  
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Has the Corona crisis affected your business? N=389 

Yes 
87.40

% 
3.8 0.8 

-

1.405 
0.161 3.5* 0.8 

-

2.223 
0.029 3.7 0.7 

-

1.824 
0.069 

No 
12.60

% 
4 0.7     3.7* 0.7     3.9 0.6     

Significant at *** p<0.001, ** p<0.01, * p<0.05. 

One-Way ANOVA test results indicated that overall resilience was statistically significantly higher 

for the companies which reported lower degree of Covid-19 impact compared to the companies which 

were affected highly.  

Impact of Covid-19 crisis. 

N=329 
Adaptive Capacity Planning Total Resilience 

Degree of impact Percent 
Mean 

Score 

Std. 

Deviation 

Mean 

Score 

Std. 

Deviation 

Mean 

Score 

Std. 

Deviation 

Low 37.10% 3.9 0.8 3.6 0.8 3.8* 0.6 

Medium 13.70% 4 1 3.5 0.9 3.8 0.8 

High 49.20% 3.7 0.8 3.4 0.9 3.6* 0.8 



 

Significant at *** p<0.001, ** p<0.01, * p<0.05. 

Logistic regression models were run in order to test the aforementioned hypothesis and 

further explore how likely the impact of Covid-19 is to change when the resilience level of a 

company changes. A company’s size was included in all models as a control variable since in the 

descriptive stage of the analysis, Pearson Chi-Square test5 indicated that there is a statistically 

significant association between company size and the impact of the Corona crisis, and company size 

changes the estimates of the parameters more than 10% when being included in the models. The 

dependent variable in the first four binary logit models is the impact of Covid-19 on small and 

medium businesses presented with two categories: “low or no impact” and “medium or high impact”. 

The table below represents the results: 

 Model 1 

(N=322) 

Model 2 

(N=322) 

Model 3 

(N=322) 

Model 4 

(N=322) 

Explanatory Variables Odds Ratio 

Planning 0.707** - 0.935 - 

Adaptive Capacity - 0.801 0.730 - 

Total  Resilience - - - 0.697* 

Company size     

Small 0.475** 0.483** 0.479** 0.485** 

Medium 0.313 0.341 0.313 0.325 

Note. Significant at *** p<0.001, ** p<0.01, * p<0.05. A “very small” category is a reference for a company 

size variable. If a variable was not included in a model then it’s indicated by the “-” sign.  

 

 

The following key observation were derived from the statistical tests and model results: 

 

● Among Armenian small and medium enterprises, higher planning capabilities led to lower 

Covid-19 impact. Particularly, one point increase of average planning score decreases the 

odds of companies being Covid-19 affected at medium or high level by 29.3% when 

company size is controlled.  

● In contrast to the planning, there was no indication of statistically significant relationship 

                                                
5 Pearson Chi-Square (df=4)=10.348, p=0.035, N=372. 



 

between adaptive capacity of small and medium companies and Covid-19 consequences on 

them as it is presented in Model 2. Therefore, the second hypothesis was not supported by the 

statistical tests and the logit model. 

● Model 3 shows that when planning and adaptive capacity are included in the model as 

separate indications of resilience, the relationship between them and Covid impact is not 

statistically significant at 5% significance level. 

● In Model 4, total resilience score is measured by planning and adaptive capacity jointly as 

one score. The results of the model suggest that planning and adaptive capacity jointly 

decrease odds of SMEs being affected by Covid-19 on average by 30.3% when controlling 

for company size.  

 

Concluding Remarks 

The aim of this paper has been to identify the factors that foster small business resilience. We 

examine resilience as an organizational-level capability that can be developed over time and manifest 

itself during crises. The recent Covid-19 pandemic proved once again that organizations should invest 

in their resilience in order to ensure that economies and societies overcome turbulence successfully 

and with less harm. However, companies need guidance on how to develop resilience capabilities 

including appropriate systems, resources  and dynamic capabilities, crisis sensemaking and  decision-

making.  A thorough literature review allowed us to adopt the  shorter version of the Benchmark 

Resilience Tool by Whitman et al. (2017) that measures planning and adaptive capacity as important 

factors of organizational resilience. Through a survey we tested the tool in the current  Covid-19 

Armenian business environment and concluded that indeed planning and adaptive capacity together 

are significant indicators of organizational resilience which help to decrease the impact of the COVID 

19-imposed crisis  on the small and medium businesses  in Armenia. For the Armenian SMEs, the 

odds of being affected by the recent Covid-19 pandemic at medium or high level decreases by about 

one third if companies have both adaptive capacity and better planning in place. We observed that 



 

for Armenian SMEs the factors which measure planning such as mindfulness about crisis, emergency 

plans, flexibility of making shifts rapidly, relationship with partners and internal management make 

companies more resilient compared to the factors which measure only adaptive resilience. However, 

companies are more successful in facing the COVID -19 crisis if they develop resilience in terms of 

planning and adaptive capacity jointly. This is of particular importance for very small companies 

which have limited resources and therefore are more sensitive to any external turbulence such as 

current health pandemia. Along the same lines, the results of our models demonstrated that small 

companies have approximately 50% less odds to be affected by Covid-19 compared to very small 

(micro) companies. Hence, this paper can provide SMEs with valid and essential information about 

examining and identifying their strengths and weaknesses in respect to organizational resilience, how 

to measure their planning, adaptivity and overall resilience for the purpose of developing  resilience 

strategies. Lastly, we contend that this paper may also serve as an empirical reference to enhance 

debate on the effectiveness of national  funds supporting SMEs and may provide evidence that could 

inform policy-makers  and steer  input into how public programs are managed. It is important to note 

that while large firms receive the majority of public funding, methodological difficulties mean that 

evaluation of the effect of government-sponsored programs mainly focuses on SMEs. Like many 

evaluation studies on SMEs, this study equally emphasizes that smaller firms face greater obstacles to 

resist economic recessions and ability to survive and " bounce back" while being important job 

generators.  
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Appendix 1. Short Version of the Benchmark Resilience Tool 

 

Factor Indicator 

 

Item 

 

 

 

 

 

 

Planning 

P1 We are mindful of how a crisis could affect us․ 

P2 

 

We believe emergency plans must be practised and tested to be 

effective․ 

P3 

 

We are able to shift rapidly from business-as-usual to respond to 

crises․ 

P4 

 

We build relationships with organisations we might have to work with 

in a crisis․ 

P5 

 

Our priorities for recovery would provide direction for staff in a crisis․ 

 

 

 

 

 

 

Adaptive 

Capacity 

 

AC1 

 

There is a sense of teamwork and camaraderie in our organisation․ 

AC2 Our organisation maintains sufficient resources to absorb some 

unexpected change․ 

AC3 

 

People in our organisation “own” a problem until it is resolved. 

AC4 

 

Staff have the information and knowledge they need to respond to 

unexpected problems․ 

AC5 

 

Managers in our organisation lead by example․ 

AC6 

 

Staff are rewarded for “thinking outside the box”․ 

AC7 

 

Our organisation can make tough decisions quickly․ 

AC8 

 

Managers actively listen for problems․ 

 

Source: Whitman et al. (2017) 

Appendix 2. Cronbach's 𝛼 Coefficient per Each Item 

 

Factor Item Cronbach's 𝛼 



 

Planning Chronbach's 

Alpha=0.715 

1. We are mindful of how a crisis could affect us․ 0.717 

2. We believe emergency plans must be practiced and tested 

to be effective․ 0.682 

3. We are able to shift rapidly from business-as-usual to 

respond to crises․ 0.649 

4. We build relationships with organizations we might have to 

work with in a crisis․ 0.629 

5. Our priorities for recovery would provide direction for staff 

in a crisis․ 0.646 

Adaptive Capacity Chronbach's 

Alpha=0.863 

6. There is a sense of teamwork and camaraderie in our 

organization․ 0.850 

7. Our organization maintains sufficient resources to absorb 

some unexpected change․ 0.875 

8. People in our organization “own” a problem until it is 

resolved. 0.835 

9. Staff have the information and knowledge they need to 

respond to unexpected problems․ 0.838 

10. Managers in our organization lead by example․ 0.841 

11. Staff are rewarded for “thinking outside the box.” 0.840 

12. Our organization can make tough decisions quickly․ 0.842 

13. Managers actively listen for problems․ 0.849 

 

Appendix 3. Statements measuring adaptive capacity and planning, %s presented response of strongly 

agree/somewhat agree 



 

 

 

 


