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Abstract

Introduction: The COVID-19 pandemic revealed serious vulnerabilities in
global health systems, particularly regarding their capacity to respond to crisis.
Within the broader service delivery systems, healthcare systems, particularly
hospitals, played a crucial and effective role in managing this crisis.

The present study aimed to identify post-COVID-19 crisis management in the
health system at Hazrat Ali ibn Abi Talib (AS) Hospital in Rafsanjan City.
Methods: Utilizing a phenomenological approach and a qualitative research
method, this study was carried out between 2021 and 2022. The research
participants included a diverse range of specialties and professionals who were
actively working at Ali Ibn Abi Talib Hospital in Rafsanjan City throughout the
COVID-19 crisis. Participants were selected via purposive sampling, utilizing
the snowball technique, and data collection continued until theoretical
saturation was achieved. Data obtained from these interviews were analyzed
using a seven-step qualitative analysis approach. This approach included the
stages of data preparation, repeated reading, extraction of meaning units, initial
coding, formation of categories, interpretation of findings, and validation of
results. The trustworthiness of the research was ensured through member
checking, peer debriefing, and adherence to Lincoln and Guba’s criteria.
MAXQDA 2020 software was used for data management and coding.
Results: In this study, three main themes and ten sub-themes were identified as
key challenges in managing the biological crisis of COVID-19. The main
themes included structural and managerial factors (Human Resource Crisis,
Managerial and Policy Deficiencies, Financial and Economic Constraints,
Knowledge and Training Gaps in Crisis Management, Uncertainty in Treatment
and Protocols); physical and logistical infrastructures (Shortage and
Inefficiency of Protective and Medical Equipment, Space Limitation and
Isolation Challenges), ;and social and cultural factors (Pandemic Fatigue,
Violation of Health and Safety Protocols, Spread of Rumors and Misbeliefs).
Conclusion: The management of biological crises requires an integrated and
multidimensional strategic approach that synergistically promotes the
strengthening of physical and logistical infrastructures, structural
reorganization, collective learning, strategic communication, and targeted
investment. A comprehensive framework can provide both a scientific and
practical foundation for future policymaking in the health sector and for
preparedness against complex crises.
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Extended Abstract

Introduction

Among service delivery systems, healthcare
systems play a crucial role in crisis management.
Hospitals are not only on the front lines of
emergency response but also contribute to
stabilizing society during crises by providing
medical services, controlling diseases, and offering
psychosocial support(1).
Documenting and analyzing the experiences of
healthcare managers during crisis response can
serve as a valuable resource for learning and
preparing for similar future crises. This study was
conducted to identify key challenges in COVID-19
pandemic management, aiming to enhance hospital
capacity and quality of care during biological crises
and thereby strengthen healthcare centers’
preparedness for future emergencies. The analysis
of experiences from the COVID-19 crisis provides
practical strategies to improve organizational
performance as well as staff and patient health.
Accordingly, the main research question is: What
lessons can be learned from the hospital’s
experience during the COVID-19 pandemic to
improve the management of future biological
crises?

Method

This study employed a phenomenological
approach to explore the lived experiences of
managers during the COVID-19 pandemic at
Hazrat Ali ibn Abi Talib Hospital in Rafsanjan.
This hospital was selected because it operated as
the only multispecialty hospital in Rafsanjan and
was designated as the main facility providing
medical services to patients affected by COVID-19
during the pandemic.
To obtain in-depth, experience-based data,
Purposive sampling, supplemented by snowball
sampling was employed. In total, 17 staff members
who had direct and substantial experience in
managing and responding to the COVID-19 crisis
at this healthcare center were selected as study
participants.
The interviews were conducted between 2021 and
2022, with an average duration of approximately
90 minutes each. Prior to the interviews,
participants were provided with information about
the study and a consent form either in person or via
email, and were asked to confirm their willingness
to participate within one week.
Data analysis was conducted concurrently with
data collection and proceeded iteratively

throughout the study. Data collection continued
until saturation was reached; this occurred when
subsequent  interviews  yielded redundant
information and no new themes or insights
emerged.

For data analysis, a seven-step approach to
Clinical-Qualitative =~ Content = Analysis  was
employed (2). We applied Lincoln and Guba’s
criteria (3) to ensure methodological rigor through
the following measures:

1. Peer and participant validation

2. Inter-analyst validation

3. Diverse sampling to enhance transferability

4. Direct quotations from participants

Results

In this study, three main themes and ten sub-
themes were identified as key challenges in
managing the biological crisis of COVID-19. The
main themes included structural and managerial
factors (Human Resource Crisis, Managerial and
Policy Deficiencies, Financial and Economic
Constraints, Knowledge and Training Gaps in
Crisis Management, Uncertainty in Treatment and
Protocols); physical and logistical infrastructures
(Shortage and Inefficiency of Protective and
Medical Equipment, Space Limitation and
Isolation Challenges), ;and social and cultural
factors (Pandemic Fatigue, Violation of Health and
Safety Protocols, Spread of Rumors and
Misbeliefs). The dynamic interplay among these
three categories provides a foundation for
developing healthcare systems that are responsive,
flexible, sustainable, and resilient in the face of
emerging threats.
1. Structural and Managerial Factors
In the present study, the structural and managerial
challenges of the COVID-19 crisis included
shortages of human resources, inadequate financial
management, and deficiencies in educational and
clinical infrastructure.
A participant discussed the shortage of staff and
increased workload, stating: “Most of our problems
emerged during the later waves of the pandemic.
For example, from the third wave onward, we faced
a severe shortage of personnel... During the third
wave, about 70-80% of our staff were infected and
symptomatic, but their test results were negative.
We were experiencing a critical shortage of human
resources; because of that, even educational staff
were given temporary assignments, and everyone
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was mobilized wherever nursing staff were needed”
(Participant 3, Head Nurse).

2. Physical and Logistical Infrastructures
During the COVID-19 pandemic, Deficiencies in
physical and logistical infrastructure emerged as a
major barrier to effective crisis management.
Participants highlighted the shortage of personal
protective equipment (PPE), including its scarcity,
inequitable distribution, low quality, high cost, and
instances loss or misplacement within healthcare
facilities.

One participant stated: “A¢ the beginning of the
crisis, alcohol became scarce, and masks were also
difficult to find. The masks we used to purchase
easily became a hard to obtain. Another issue we
faced at the same time was distribution: how to
allocate the masks, who should receive surgical
masks, who should get N95s, and how to distribute
sanitizing solutions.” (Participant 1, Executive
Manager)

3. Social and Cultural Factors

At the societal level, public behavior emerged as an
important factor influencing crisis management.

A participant explained: “When pandemic fatigue
occurs, people simply stop listening to what you
say. You walk through the city and see that mask
use has dropped below 40%. Pandemic fatigue is a
well-known phenomenon... eventually, people just
say, ‘I'll get infected anyway.” (Participant 3,
Physician)

Conclusion

Healthcare centers face multiple structural,
managerial, and operational challenges when
confronted with crises and disasters, including
insufficient preparedness, poor interdepartmental
coordination, inadequate communication
management, and shortages of human resources
and physical infrastructure. These challenges
underscore the need to reassess and strengthen the
capacities of the healthcare system through
targeted staff training, the development of
technical and human infrastructure, and the design
of coordinated mechanisms for crisis management
at local, national, and international levels.
Documenting lessons learned and effectively
transferring knowledge can contribute to the
strengthening of organizational memory and
enhance institutional resilience.
Furthermore, public relations, as a bridge between
organizations and society, plays a key role in
guiding public opinion, addressing uncertainties,
and building social trust. Therefore, effective crisis
management requires a multidimensional and
flexible approach in which capacity building,
organizational learning, strategic communication,
and targeted investment operate synergistically.
Successful crisis management extends beyond
short-term operational plans and necessitates that
leaders adopt a long-term perspective.
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