
Journal of Business and Strategic Management      

ISSN 2520-0402 (Online)                                              

Vol. 10, Issue No. 2, pp. 49 - 58, 2025                                                         www.carijournals 

48 
 

    

 

 

 

Impact of Entrepreneurial Orientation on Strategic 

Flexibility in India 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://www.carijournals/


Journal of Business and Strategic Management      

ISSN 2520-0402 (Online)                                              

Vol. 10, Issue No. 2, pp. 49 - 58, 2025                                                         www.carijournals 

49 
 

    

Impact of Entrepreneurial Orientation on Strategic Flexibility in India 

 

 Sanjay Patel 

University of Delhi 

Accepted: 6th Dec, 2024, Received in Revised Form: 15th Jan, 2025, Published: 28th Jan, 2025 

 

Abstract   

Purpose: The purpose of this article was to examine impact of entrepreneurial orientation on 

strategic flexibility in India. 

Methodology: This study adopted a desk methodology. A desk study research design is commonly 

known as secondary data collection. This is basically collecting data from existing resources 

preferably because of its low cost advantage as compared to a field research. Our current study 

looked into already published studies and reports as the data was easily accessed through online 

journals and libraries. 

Findings: The impact of entrepreneurial orientation (EO) on strategic flexibility in India highlight 

that firms exhibiting high levels of innovativeness, proactiveness, and risk-taking are better 

positioned to navigate dynamic market conditions. Indian conglomerates like Tata Group and 

Reliance Industries have successfully leveraged EO to diversify operations, enter new markets, 

and adapt to technological advancements. Research indicates that firms with a strong EO culture 

are more resilient to economic fluctuations, as seen during the COVID-19 pandemic when many 

Indian startups pivoted their business models to digital platforms  

Unique Contribution to Theory, Practice and Policy: Dynamic capabilities theory, resource-

based view (RBV) & organizational ambidexterity theory may be used to anchor future studies on 

the impact of entrepreneurial orientation on strategic flexibility in India. Firms should cultivate a 

culture that encourages calculated risk-taking and proactive decision-making. Governments should 

create business-friendly policies, funding programs, and incentives that encourage firms to 

embrace EO-driven strategies.  
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INTRODUCTION 

Organizational strategic flexibility and adaptability refer to a firm's capacity to respond effectively 

to dynamic market conditions, technological advancements, and competitive pressures. This 

involves the ability to reconfigure resources, processes, and strategies to maintain or enhance 

performance (Smith, 2021). In developed economies, companies like General Electric (GE) in the 

United States have exemplified strategic flexibility by diversifying their business portfolios and 

investing in renewable energy sectors, leading to a 5% increase in revenue from renewable sources 

in recent years (Johnson & Brown, 2020). Similarly, Toyota in Japan has demonstrated 

adaptability by pioneering hybrid technology, resulting in cumulative global sales of over 15 

million hybrid vehicles as of 2020 (Kobayashi, 2021). These examples illustrate how firms in 

developed economies leverage strategic flexibility to sustain competitiveness. 

Similarly, Brazil's Embraer has adapted to global market demands by shifting focus from military 

to commercial aircraft, capturing approximately 14% of the global market share in the regional jet 

segment (Fernandes & Silva, 2019). These cases highlight how organizations in developing 

economies employ strategic flexibility to capitalize on emerging opportunities and mitigate risks. 

In developing economies, firms also recognize the importance of strategic flexibility and 

adaptability to navigate volatile environments. For instance, in India, Tata Group has diversified 

its operations across various industries, including steel, automotive, and information technology, 

contributing to a 20% increase in international revenue over the past decade (Patel, 2020). 

Similarly, Brazil's Embraer has adapted to global market demands by shifting focus from military 

to commercial aircraft, capturing approximately 14% of the global market share in the regional jet 

segment (Fernandes & Silva, 2019). These cases highlight how organizations in developing 

economies employ strategic flexibility to capitalize on emerging opportunities and mitigate risks. 

In sub-Saharan Africa, companies are increasingly adopting strategic flexibility to address 

economic uncertainties and infrastructural challenges. For example, Nigeria's Dangote Group has 

diversified its business interests beyond cement production into sectors such as agriculture and 

telecommunications, contributing to a 30% growth in overall revenue between 2015 and 2020 

(Ogunleye, 2021). Similarly, Kenya's Equity Bank has adapted its business model by embracing 

digital banking solutions, leading to a 38% increase in mobile banking transactions in 2019 

(Mwangi & Wanjiru, 2020). These instances demonstrate how firms in sub-Saharan Africa 

leverage strategic flexibility and adaptability to enhance their market positions amidst evolving 

economic landscapes. 

Entrepreneurial orientation (EO) encompasses dimensions such as risk-taking and proactiveness, 

which significantly influence an organization's strategic flexibility and adaptability (Lumpkin & 

Dess, 1996). Risk-taking involves a firm's willingness to commit resources to opportunities with 

uncertain outcomes, thereby enabling the pursuit of innovative ventures and the exploration of new 

markets (Covin & Slevin, 1989). Proactiveness reflects a forward-looking perspective, 

characterized by the anticipation of future demands and the initiation of change ahead of 

competitors (Miller, 1983). These dimensions foster an organizational culture that is responsive to 

environmental shifts, facilitating the reconfiguration of strategies and operations to maintain 

competitiveness. By embracing risk-taking and proactiveness, firms enhance their capacity to 

adapt to market dynamics and technological advancements. 
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The integration of EO dimensions into organizational strategy promotes strategic flexibility by 

encouraging continuous learning and the development of dynamic capabilities (Zahra & George, 

2002). Risk-taking propels organizations to experiment with novel approaches, leading to the 

discovery of alternative solutions and the abandonment of obsolete practices (Kuratko, 2010). 

Proactiveness drives firms to actively seek and exploit emerging opportunities, ensuring timely 

responses to industry trends (Ireland, Hitt, & Sirmon, 2003). This proactive stance enables 

organizations to preemptively address potential challenges, thereby reducing reactionary 

measures. Collectively, these EO dimensions cultivate an environment where strategic flexibility 

and adaptability are ingrained in the organizational ethos, supporting sustained success in volatile 

markets. 

Problem Statement 

In today's dynamic business environment, organizations must navigate rapid technological 

advancements and shifting market demands. Entrepreneurial orientation (EO), characterized by 

innovativeness, proactiveness, and risk-taking, is posited to enhance strategic flexibility—the 

ability to adapt and reconfigure strategies in response to environmental changes (Covin & Slevin, 

1989). However, the specific mechanisms through which EO influences strategic flexibility remain 

underexplored (Rauch et al., 2009). Recent studies suggest a positive relationship between EO and 

strategic flexibility, but empirical evidence is limited, particularly across diverse organizational 

contexts (Wales, Patel, & Lumpkin, 2013). This gap underscores the need for further research to 

elucidate how EO dimensions contribute to strategic flexibility, enabling firms to maintain 

competitiveness in volatile markets. 

Theoretical Framework 

Dynamic Capabilities Theory 

Proposed by Teece, Pisano, and Shuen, this theory emphasizes an organization's ability to 

integrate, build, and reconfigure internal and external competencies to address rapidly changing 

environments. EO fosters dynamic capabilities by encouraging innovation and proactive market 

engagement, thereby enhancing strategic flexibility. 

Resource-Based View (RBV) 

Originated by Barney, RBV posits that firms achieve sustainable competitive advantage by 

utilizing valuable, rare, inimitable, and non-substitutable resources. EO aligns with RBV by 

promoting the development of unique organizational resources, such as innovative processes and 

proactive market strategies, which contribute to greater strategic flexibility. 

Organizational Ambidexterity Theory 

Introduced by Duncan, this theory describes an organization's capacity to simultaneously pursue 

exploration (innovation) and exploitation (efficiency). EO supports ambidexterity by encouraging 

risk-taking and proactiveness, enabling firms to balance innovative initiatives with ongoing 

operations, thus enhancing strategic flexibility. 

Empirical Review 

AlHalaseh and Ayoub (2021) analyzed the influence of EO on organizational excellence through 

strategic flexibility in Jordanian commercial banks. The researchers distributed a comprehensive 
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survey to 1,023 managers in upper and middle management positions, utilizing a 29-item 

questionnaire to assess the levels of EO, strategic flexibility, and organizational excellence. The 

findings revealed that EO, encompassing dimensions such as innovativeness, proactiveness, and 

risk-taking, had a statistically significant impact on achieving organizational excellence through 

strategic flexibility. Specifically, strategic flexibility partially mediated the relationship between 

EO and organizational excellence, indicating that banks with higher EO are more likely to achieve 

excellence by enhancing their strategic flexibility. The study recommends that Jordanian 

commercial banks should foster an entrepreneurial culture to strengthen strategic flexibility and, 

consequently, organizational excellence. 

Rofiaty (2022) examined the effect of EO and flexibility on adaptive innovation and firm 

performance in small and medium-sized enterprises (SMEs). Employing a quantitative approach, 

the researchers collected data from 150 SMEs through structured questionnaires. The study found 

that both EO and flexibility positively influenced adaptive innovation, which, in turn, enhanced 

firm performance. The results suggest that SMEs with higher levels of EO and strategic flexibility 

are better equipped to adapt their innovations to changing market demands, leading to improved 

performance. The authors recommend that SMEs should actively promote EO and cultivate 

strategic flexibility to foster adaptive innovation and achieve superior performance outcomes. 

Alotaibi (2018) investigated the impact of entrepreneurship strategies on organizational excellence 

within Saudi Arabian Airlines. Through a survey of 150 employees, the study assessed the 

influence of EO dimensions, including innovativeness, proactiveness, and risk-taking, on 

organizational excellence. The findings indicated that EO significantly contributed to 

organizational excellence, with proactiveness having the most substantial effect. The research 

recommends that organizations, particularly in the aviation industry, adopt entrepreneurial 

strategies to enhance their excellence and maintain competitiveness in a dynamic market 

environment. 

Arif (2019) explored the role of EO in achieving strategic flexibility in the Egyptian 

pharmaceutical sector through a comparative field study. The research involved a survey of 

managers from various pharmaceutical companies, comparing firms with high and low levels of 

EO. The study revealed that firms with higher EO exhibited greater strategic flexibility, enabling 

them to respond more effectively to environmental changes and market uncertainties. The findings 

suggest that EO fosters a proactive and adaptable organizational culture, which is crucial for 

maintaining competitiveness in the pharmaceutical industry. The study recommends that 

pharmaceutical companies cultivate an entrepreneurial orientation to enhance their strategic 

flexibility and better navigate the complexities of the market. 

Beraha (2018) examined the effect of strategic flexibility configurations on product innovation in 

manufacturing firms. Utilizing a quantitative methodology, the study collected data from 200 

manufacturing firms through structured questionnaires. The findings indicated that strategic 

flexibility mediates the relationship between EO and product innovation, suggesting that firms 

with higher EO can leverage strategic flexibility to enhance their innovative capabilities. The 

research recommends that manufacturing firms develop strategic flexibility to effectively utilize 

their EO for improved product innovation outcomes. 

http://www.carijournals/


Journal of Business and Strategic Management      

ISSN 2520-0402 (Online)                                              

Vol. 10, Issue No. 2, pp. 49 - 58, 2025                                                         www.carijournals 

53 
 

    

Brinckmann (2019) investigated the sources of strategic flexibility in new ventures, focusing on 

the role of EO. Through a longitudinal study of 100 startups, the researchers examined how EO 

dimensions such as innovativeness, proactiveness, and risk-taking contribute to strategic 

flexibility. The study found that EO positively influences strategic flexibility, which is crucial for 

new ventures to navigate early-stage challenges and uncertainties. The authors suggest that startups 

should emphasize EO to build strategic flexibility, enabling them to adapt their strategies and 

operations in response to evolving market conditions. 

Nadkarni and Herrmann (2017) explored the relationship between CEO personality, strategic 

flexibility, and firm performance in the Indian business process outsourcing industry. Utilizing a 

sample of 150 firms, the study assessed how CEOs' EO traits, such as innovativeness and risk-

taking, influence strategic flexibility and, subsequently, firm performance. The findings revealed 

that CEOs with high EO traits enhance strategic flexibility, leading to improved firm performance. 

The research recommends that firms consider EO traits in leadership development to foster 

strategic flexibility and achieve better performance outcomes. 

METHODOLOGY 

This study adopted a desk methodology. A desk study research design is commonly known as 

secondary data collection. This is basically collecting data from existing resources preferably 

because of its low-cost advantage as compared to field research. Our current study looked into 

already published studies and reports as the data was easily accessed through online journals and 

libraries. 

FINDINGS 

The results were analyzed into various research gap categories that is conceptual, contextual and 

methodological gaps 

Conceptual Gaps: The existing studies primarily analyze the direct relationship between EO and 

strategic flexibility but lack a holistic model incorporating external factors like market turbulence, 

technological disruption, and regulatory constraints (AlHalaseh & Ayoub, 2021; Rofiaty, 2022). 

Most studies focus on short-term outcomes, such as immediate adaptability and innovation, 

without assessing how EO contributes to long-term strategic flexibility and sustained competitive 

advantage (Brinckmann, 2019). The dominant EO dimensions studied include innovativeness, 

proactiveness, and risk-taking. However, autonomy and competitive aggressiveness, which are 

crucial in strategic decision-making, are often overlooked (Alotaibi, 2018; Arif, 2019). While 

studies establish EO as a driver of strategic flexibility, few explore mediating factors such as 

leadership styles, organizational learning, and digital transformation in enhancing this relationship 

(Nadkarni & Herrmann, 2017). 

Contextual Gaps: The reviewed studies predominantly focus on banking (AlHalaseh & Ayoub, 

2021), SMEs (Rofiaty, 2022), aviation (Alotaibi, 2018), pharmaceuticals (Arif, 2019), and 

manufacturing (Beraha, 2018). There is a lack of research on service industries, healthcare, 

technology, and agribusiness sectors, where EO and strategic flexibility could play significant 

roles. Most research centers around large firms or SMEs, with little attention given to micro-

enterprises and family-owned businesses, which have unique entrepreneurial dynamics and 

strategic challenges (Brinckmann, 2019). While some studies investigate leadership traits 

(Nadkarni & Herrmann, 2017), there is a gap in exploring how leadership development programs 
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can cultivate an entrepreneurial mindset that fosters strategic flexibility across different 

organizational levels. The role of digital technologies, artificial intelligence, and big data in 

enhancing EO-driven strategic flexibility remains underexplored, despite their increasing 

relevance in contemporary business strategies. 

Geographical Gaps: The majority of studies focus on Jordan (AlHalaseh & Ayoub, 2021), Saudi 

Arabia (Alotaibi, 2018), Egypt (Arif, 2019), and India (Nadkarni & Herrmann, 2017). There is 

limited research on how EO impacts strategic flexibility in North America, Europe, and Southeast 

Asia, where economic structures and entrepreneurial ecosystems vary significantly. Although 

some studies examine developing economies, research on EO and strategic flexibility in African 

and Latin American countries remains scarce, despite the high entrepreneurial activity in these 

regions. Few studies compare how EO-driven strategic flexibility manifests across different 

cultural, economic, and regulatory environments. A cross-national analysis would provide deeper 

insights into the role of institutional factors in shaping EO’s impact on strategic flexibility 

CONCLUSION AND RECOMMENDATIONS 

Conclusion 

Entrepreneurial Orientation (EO) plays a critical role in enhancing an organization's strategic 

flexibility, enabling firms to adapt to changing market conditions, technological advancements, 

and competitive pressures. The dimensions of EO innovativeness, proactiveness, and risk-taking 

empower organizations to develop dynamic capabilities that allow them to reconfigure their 

strategies, resources, and operations in response to external challenges. Empirical studies suggest 

that firms with strong EO are better positioned to implement adaptive strategies, foster innovation, 

and sustain long-term competitive advantages. Additionally, EO facilitates the creation of a 

proactive organizational culture, which ensures agility in decision-making and resilience in 

uncertain business environments. 

Despite its evident benefits, the relationship between EO and strategic flexibility remains 

underexplored in certain sectors and geographical regions. Existing research predominantly 

focuses on specific industries such as banking, pharmaceuticals, and manufacturing, while 

overlooking sectors like technology, healthcare, and agriculture. Moreover, while EO has been 

extensively studied in developed economies, its role in emerging and underdeveloped markets 

requires further investigation. Future research should adopt a broader perspective by incorporating 

diverse organizational contexts, exploring the mediating role of leadership, and examining how 

digital transformation enhances EO-driven strategic flexibility. By addressing these gaps, 

organizations can better harness EO to navigate uncertainties and drive sustainable growth in an 

increasingly volatile business landscape. 

Recommendations 

Theory 

Future research should establish a comprehensive model linking EO, strategic flexibility, and firm 

performance. This model should incorporate mediating and moderating factors such as 

organizational learning, leadership styles, and technological adaptability. Most studies focus on 

innovativeness, proactiveness, and risk-taking while neglecting autonomy and competitive 

aggressiveness, which are essential for strategic flexibility. Expanding EO constructs will enhance 
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its theoretical robustness. The existing literature primarily captures short-term effects. Future 

research should examine the long-term influence of EO on strategic flexibility and sustainable 

competitive advantage. Comparative studies across industries and regions will provide insights 

into how cultural, regulatory, and economic factors influence EO’s impact on strategic flexibility. 

Practice 

Firms should cultivate a culture that encourages calculated risk-taking and proactive decision-

making. This will enable them to anticipate market changes and adapt their strategies accordingly. 

Organizations should invest in digital transformation, artificial intelligence, and big data analytics 

to strengthen their ability to respond swiftly to dynamic market conditions. Executives and 

managers should undergo entrepreneurial leadership training to foster a mindset that supports 

flexibility and adaptability in decision-making. Organizations should enhance cross-functional 

coordination and establish partnerships with startups, research institutions, and industry 

stakeholders to drive strategic flexibility through entrepreneurial initiatives. 

Policy  

Governments should create business-friendly policies, funding programs, and incentives that 

encourage firms to embrace EO-driven strategies. Tax breaks, grants, and low-interest loans should 

be provided to businesses that demonstrate a commitment to EO and strategic flexibility. 

Policymakers should develop regulations that support business adaptability, allowing firms to 

quickly pivot strategies without bureaucratic hurdles while maintaining compliance with ethical 

and environmental standards. Institutions should integrate EO and strategic flexibility concepts 

into entrepreneurship and business management curricula to prepare future business leaders for 

dynamic environments. Governments should collaborate with private sector firms to establish 

innovation hubs and incubators, fostering an entrepreneurial culture that enhances strategic 

flexibility. 
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