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Abstract 

Background. This study examines Netflix’s crisis leadership by integrating crisis leadership theory, 

dynamic capabilities, and Situational Crisis Communication Theory (SCCT) across four major crises (2000, 

2011, 2020, 2022).  

Methods. A qualitative single-case critical review design is employed. Data include SEC filings, 

shareholder letters, earnings calls, Investor Relations materials, and relevant international business 

journalism. The analysis proceeds by combining heuristic tracing of the unfolding crisis trajectories with a 

directed qualitative content analysis structured by Schreier’s coding frame, which together support the 

reconstruction of 14 crisis decisions and the assessment of propositions P1–P4. 

Result. Analysis combines heuristic tracing of crisis trajectories with directed qualitative content analysis 

to reconstruct 14 crisis decisions and assess propositions P1–P4. Findings indicate: the 2000 financial crisis 

triggered a subscription pivot and a “simplicity–accessibility” identity anchor that aligned early responses 

under time pressure (P1); the 2011 Qwikster backlash was contained through rapid rollback, public apology, 

and reunified customer experience, restoring the service’s value frame (P2); the 2020 pandemic disruption 

was addressed via global–local resource orchestration, release rescheduling, and remote post-

production/localization to sustain content supply continuity (P3); and the 2022 subscriber decline prompted 

monetization reset (AVOD, paid sharing), phased market roll-out, and a shift in performance metrics 

legitimized through fairness–access–transparency framing (P4).  

Conclusion. The study’s main contribution is the CDB framework, conceptualizing high-velocity, centrally 

orchestrated crisis decision bundles that coordinate cross-domain actions and legitimacy framing, turning 

crises into catalysts of digital platform business-model transformation. 

 

Keywords: Crisis leadership, dynamic capabilities, SCCT, QCA & heuristic, Netflix, CDB. 
 

 

© 2025 The Author(s). This article is licensed under a Creative Commons Attribution 4.0 

International License, which permits use, sharing, adaptation, distribution and reproduction 

in any medium or format, as long as you give appropriate credit to the original author(s) 

and the source. 

 
 

 

 

https://creativecommons.org/licenses/by/4.0/
https://creativecommons.org/licenses/by/4.0/


https://annpublisher.org/ojs/index.php/ekuisci               Vol 3 No 3 January 2026 

Dicky Chandra 

DOI 10.62885/ekuisci.v3i3.972   | 2  

 

INTRODUCTION 

Netflix is widely positioned as one of the most influential media companies of the twenty-first 

century due to its success in transforming the production, distribution, and consumption of audiovisual 

content through an internet-based subscription model (McDonald & Smith-Rowsey, 2016). Its business 

model evolution—from DVD-by-mail rental to a cross-border streaming platform that operates as a pivotal 

actor in the architecture of digital media distribution and relies heavily on global technological 

infrastructures—has made Netflix not only a business phenomenon but also a transnational cultural-

economic one (Lobato, 2019). This trajectory has been accompanied by recurrent crisis episodes, including 

financial distress and IPO postponement around 2000, the Qwikster failure and subscription cancellations 

in 2011, COVID-19-driven production disruption in 2020, and subscriber loss alongside a sharp stock 

decline in 2022. 
In the early 2000s, IPO prospectuses and regulatory filings indicated substantial accumulated losses 

and an equity deficit of approximately US$90.5 million by the end of 2001. Under these conditions, Netflix 

strategically postponed its 2000 IPO plan, offset filing costs submitted in April 2000 and withdrawn by July 

of the same year, laid off nearly one-third of its workforce, and sought additional financing through 

subordinated debt instruments (Netflix Inc., 2002, 2003a, 2003b; SEC, 2000, 2002).  In 2011, a price 

increase and the decision to separate DVD-by-mail from streaming into a distinct brand and website, 

“Qwikster,” triggered widespread customer backlash. Company reports and extensive media coverage 

consistently depict this episode as a policy failure that led to a large wave of cancellations and a rapid 

collapse in Netflix’s share price (Netflix Inc., 2011a, 2011b, 2011c; Richwine, 2011a, 2011b, 2011c; Savitz, 

2011b; Sebastian, 2011; Slate, 2011; Svensson, 2011; The Deadline Team, 2011; Weiner, 2011; ABC 

News, 2011b; Blodget, 2011; Brody, 2011; Campbell, 2011; Carlson, 2011; Carmody, 2011; Chappell, 

2011; Cook, 2011; Coscarelli, 2011; Costanza, 2011; Downey, 2011; Elson, 2011; Garcia, 2011; Kain, 

2011; Lang, 2011; PAC, 2011; Potter, 2011a; Reeves, 2011). 
In 2020, the COVID-19 pandemic halted nearly all Netflix live-action production across countries, 

delayed shooting schedules and releases, disrupted the global content supply chain, and forced a 

reorganization of production–post-production pipelines to sustain new content availability amid a surge in 

streaming (Netflix Inc., 2020a, 2020b, 2020c; 2021a; Hartmans, 2020; Andreeva, 2020; Frankel, 2020; 

O’Connell, 2020; Skinner, 2020; Jarvey, 2020; Lang & Maddaus, 2020; SEC, 2021; IFC, 2021; Bell et al., 

2021; Lieberman & Lang, 2021; Reuters et al., 2021; Rushe, 2021; Epstein, 2022; Soldo & Schagerl, 2023; 

Lozic et al., 2024). In 2022, Netflix reported its first paid subscriber decline in a decade. Reuters reports 

and capital-market reconstructions show that the announcement triggered a stock drop of more than 35% 

in a single day and over 60% between January and April 2022, marking one of the company’s worst trading 

days in two decades (Mathews & Balu, 2022; Katadata, 2022; CBS Evening News, 2022; Chmielewski & 

Datta, 2022). During spring to early summer 2022, Netflix also lost nearly one million subscribers amid 

intensifying competition (Financial Times, 2024). 

 

Table 1. Summary of Netflix’s crises episodes and core pressures 

Years (Crises) Core Pressures 

2000 

(Financial crisis) 

shrinking liquidity; postponed IPO; large layoffs; unsustainable pay-per-rental 

model; heightened competitive pressure and post–dot-com market uncertainty; 

pressure to restore legitimacy and simplify service identity. 

2011 

(Qwikster backlash) 

churn of 800k subscribers and stock plunge; user friction from splitting DVD and 

streaming; fading of “simplicity/value” perceptions and reputational shock; pricing 

and communication confusion; rising competitive threats from rivals targeting 

dissatisfied customers. 

2020 

(COVID-19 pandemic) 

global production shutdown; supply–demand gap (surging demand, stalled pipeline); 

disruption in post-production/localization; uncertain schedules and contracts; 

legitimacy pressure and heightened investor/public expectations; remote global–

local coordination. 
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2022 

(Subscriber decline) 

paid subscribers fell and stock collapsed; monetization pressure requiring 

AVOD/paid sharing; legitimacy of performance metrics challenged (shift from hours 

viewed to views); password sharing and intensified rivalry; risks in global execution 

and potential churn. 

 

Four crisis episodes provide a rich empirical context for examining how crisis leadership operates 

within a digital platform organization embedded in a global environment characterized by brittleness, 

anxiety, non-linearity, and incomprehensibility—BANI (Cascio, 2018; Cascio et al., 2025). The episodes 

not only capture Netflix’s growth and shocks but also display classic crisis features: threats to the 

sustainability of the business model and subscriber base, time pressure in responding to markets and 

stakeholders, and high uncertainty about the company’s future direction. Each episode involved direct top-

management intervention through cross-domain strategic decisions and public narrative framing toward 

customers, investors, and broader audiences. This recurring pattern aligns with crisis leadership scholarship 

that emphasizes the integration of five core leadership functions in crises. Crisis leadership is therefore 

adopted here as the primary lens for reading Netflix’s decision and narrative configurations amid streaming-

industry volatility. 

Crisis leadership literature provides a robust framework through five crisis leadership functions—

sense-making, decision-making, meaning-making, terminating, and learning (Boin et al., 2005)—grounded 

in the crisis dimensions articulated by Hermann (1963) and Rosenthal et al. (2001): threats to high-priority 

values, restricted decision time, and uncertainty. Empirical studies that detail how these functions—

especially decision-making and meaning-making—are integrated across strategy, operations, and 

communication in digital platform firms remain limited. 

Dynamic capabilities theory (Teece, 2007) highlights the need for sensing–seizing–reconfiguring 

capacities when crises threaten the viability of a business model. Situational Crisis Communication Theory 

(SCCT) (Coombs, 2007; 2022) underscores damage containment, policy correction, apology, and the 

provision of instructing and adjusting information as prerequisites for repairing legitimacy. The 

interconnection among crisis leadership, dynamic capabilities, and SCCT has rarely been explored in an 

integrated manner for platform organizations such as Netflix, particularly to clarify how cross-domain 

decisions and communication strategies are bundled as responses to recurrent crises. 

The study addresses this gap by developing Crisis Decision Bundling (CDB) as an analytical lens. 

The framework synthesizes crisis leadership (sense-, decision-, and meaning-making functions and the 

dynamics of time pressure–centralization and threat-rigidity), dynamic capabilities (sensing–seizing–

reconfiguring and asset orchestration/reconfiguration), and SCCT (damage containment, policy correction, 

apology, and value-communication repair). CDB conceptualizes crisis response not as detached decisions 

but as high-velocity, cross-domain decision bundles orchestrated to protect business viability and 

stakeholder legitimacy. 

Operationally, CDB is specified through four analytical domains (see Table 1) that also serve as 

four decision bundles: (1) Model and identity: how Netflix realigns its business model and identity anchor 

when crises threaten cash flow and subscription viability. (2) Containment and experience reunification: 

how damage containment, policy correction, apology, and service-architecture reunification reduce friction 

and restore value clarity. (3) Content supply continuity: how global–local resource orchestration sustains 

continuity of service when content production is disrupted. (4) Monetization reset and execution control: 

how revenue architecture, access/use policies, and performance metrics—accompanied by fairness–access–

transparency framing—shape stakeholder acceptance. 

Based on these bundles, the study formulates four working propositions (P1–P4) for qualitative 

examination. P1 assesses whether model-and-identity decisions aligned with a clear value anchor enhance 

the coherence of early crisis responses under time pressure. P2 evaluates whether the combination of 

containment, policy correction, apology, and experience reunification reduces user friction and restores 

clarity of service value. P3 examines whether global–local resource orchestration preserves service 

continuity when production is disrupted. P4 tests whether monetization and execution-control decisions, 
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supported by fairness–access–transparency narratives, increase stakeholder acceptance of policy changes 

and performance measurement. 

Based on this framework, the study asks: How do cross-domain decision configurations and 

legitimacy narratives operate in Netflix’s crises, as examined through four analytical domains—model and 

identity; containment and experience reunification; content supply continuity; and monetization reset with 

execution control? 

The article pursues three objectives: (1) Reconstruct Netflix’s decision-making and meaning-

making patterns across four major crisis episodes (2000, 2011, 2020, 2022). (2) Specify and test four cross-

domain crisis decision bundles within the CDB framework through propositions P1–P4. (3) Integrate crisis 

leadership, dynamic capabilities, and SCCT to explain how Netflix transforms crises into moments of 

business-model innovation. 

 
LITERATURE REVIEW  
Crisis leadership and crisis dimensions in Netflix 

Hermann conceptualizes organizational crises as situations that (1) threaten high-priority values, 

(2) require responses under restricted decision time, and (3) arise unexpectedly, thereby forcing authority 

units to make choices under pressure and with incomplete information. Within this view, crisis leadership 

refers to leaders’ capacity to steer organizations through extraordinary conditions by selecting and initiating 

responses that protect organizational viability. The critical issue is not only decisional speed, but also the 

ability to sustain feedback and communication flows so that decision effects can be tracked and responses 

recalibrated (Hermann, 1963). Accordingly, preserving feedback channels, managing temporary 

centralization without disabling correction, and preventing conflict escalation constitute the core relevance 

of Hermann’s model for crisis leadership. 

Rosenthal extends this understanding by framing crises as multidimensional phenomena—

simultaneously threats, dilemmas, and opportunities for learning (Rosenthal et al., (2001). As threats, crises 

highlight risks to safety, resources, legitimacy, and reputation, calling for rapid and protective decision-

making. As dilemmas, crises place leaders in “no-win” situations marked by resource scarcity, tensions 

between short-term survival and long-term sustainability, and conflicting public expectations, thereby 

testing sense-making capacity and legitimacy management. As opportunities, crises open space for policy 

reform, restructuring, and organizational learning. From a crisis leadership perspective, crises are therefore 

not merely disruptions to be contained but strategic moments through which organizational capacity and 

legitimacy be strengthened. 

Boin specifies five core crisis leadership functions that form an integrated cycle (Boin et al., 2005). 

Sense-making denotes leaders’ efforts to reduce ambiguity and construct a sufficiently stable situational 

picture as a basis for action. Decision-making concerns selecting a course of action, setting priorities, and 

consolidating resources under time pressure, typically through staged and adaptive decisions. Meaning-

making involves framing and communicating the significance of the crisis to publics and stakeholders to 

secure trust and legitimacy. Terminating refers to responsibly closing the emergency phase and managing 

the transition toward a “new normal” to avoid secondary crises. Learning captures lessons across the entire 

crisis cycle and institutionalizes them into policies, structures, and procedures. Together, these functions 

indicate that crisis leadership aims not only to control short-term impacts but also to restore legitimacy and 

build long-term organizational capacity. In this study, decision-making and meaning-making are 

analytically intertwined: strategic actions without narrative legitimacy risk rejection, while narratives 

without concrete action are easily dismissed as window dressing. 

From a psycho-organizational standpoint, high threat and time pressure often trigger threat-rigidity, 

narrowing alternatives and tightening control (Staw et al., 1981). Boin et al. (2005), position decision-

making as the core of crisis response, while emphasizing that its effectiveness depends heavily on the 

quality of accompanying sense-making and meaning-making. Weick (1993) describes crises as a collapse 

of sense-making, implying that leaders must reconstruct meaning to enable renewed, directed action. 

Maitlis and Sonenshein (2010) further argue that compelling crisis narratives must balance inspirational 
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force with the constraints of operational reality. Consistent with this, Marsen (2019) and Coombs (2007; 

2022) underline the role of crisis communication in reputational recovery, placing the provision of 

instructive information and public psychological adjustment as ethical foundations before reputation-

protection strategies are pursued. In this study, meaning-making is treated as a strategic activity for 

managing problem–value–action frames across audiences—customers, investors, regulators, and 

employees—so that organizational actions are perceived as legitimate and acceptable. 

 
Dynamic capabilities in Netflix 

Dynamic capabilities—developed to explain why some firms sustain advantage under rapid and 

uncertain change—refer to higher-order organizational capacities to sense opportunities and threats, seize 

those opportunities, and reconfigure the resource base and business model in line with shifting 

environmental demands (Teece, 2007). This perspective moves beyond the more static resource-based view 

by focusing not only on what the firm has but also on what the firm can do with those resources when 

viability is under pressure. Attention is directed to asset orchestration and structural reconfiguration: when 

crises disrupt cash flows, demand patterns, or technologies, firms must redirect investment, reshape 

product/service portfolios, and adjust operating processes to remain viable (Teece, 2007). Dynamic 

capabilities also carry a normative implication that crises should be leveraged as moments to strengthen 

resilience and long-term advantage. 

Netflix’s trajectory illustrates this logic in concrete terms. IPO prospectuses and early-2000s 

financial filings—covering IPO postponement, workforce reductions, and cost-structure redesign—reflect 

asset reconfiguration under substantial losses and equity deficits (Netflix Inc., 2002, 2003a, 2003b; SEC, 

2000; 2002; McCord, 2014). Subsequent crisis episodes—the Qwikster failure, pandemic-related 

production disruptions, and the 2022 subscriber decline—show a persistent pattern of strategic redirection, 

content-portfolio adjustment, and revenue-model innovation (Netflix Inc., 2011, 2020, 2021a; Mathews & 

Balu, 2022; Chmielewski & Datta, 2022). 

This study positions dynamic capabilities as a conceptual bridge between strategy and crisis 

leadership. Four analytical domains—model and identity, containment and experience reunification, 

content-supply continuity, and monetization with execution control—are interpreted as manifestations of 

Netflix’s capacity to orchestrate and reconfigure assets when crises threaten cash flow, subscriber bases, 

and platform legitimacy (Teece, 2007; Lobato, 2019; Wayne & Uribe Sandoval, 2021; Colbjornsen, 2021). 

Strategic decisions across the four major crisis episodes are therefore read not as tactical fixes, but as 

expressions of dynamic capability patterns that enable business-model transformation under BANI 

conditions. 

 
Applying SCCT to the Netflix case 

Situational Crisis Communication Theory (SCCT) explains how crisis conditions and responsibility 

attributions shape an organization’s communication strategy choices. Ontologically, crises are treated as 

communicative events that threaten reputation and legitimacy, where public perceptions of who is 

responsible determine the severity of reputational threat (Coombs, 2007). SCCT classifies crises into 

victim, accidental, and intentional clusters, each associated with different levels of responsibility attribution 

and, accordingly, different response patterns (Coombs, 2007, 2022). The theory stresses the need for fit 

between crisis type, crisis history, pre-crisis relationship quality, and response strategy. Coombs (2007) 

groups response strategies into deny, diminish, and rebuild, which may be reinforced through bolstering. 

Ethical obligations precede reputational repair: organizations are required to provide instructing 

information and adjusting information as foundational duties before pursuing reputation-protection 

strategies (Coombs, 2007, 2022; Marsen, 2019). 

SCCT is used here to interpret Netflix’s containment and customer-experience reunification 

domain. The Qwikster episode illustrates how the separation of DVD-by-mail and streaming—triggering 

subscriber losses and a sharp stock decline—was met with open apology, cancellation of the rebranding 

plan, and a re-articulation of the service’s value proposition (e.g., Netflix Inc., 2011a, 2011b, 2011c; 
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Richwine, 2011a, 2011b, 2011c; The Deadline Team, 2011; ABC News, 2011b; PAC, 2011; Potter, 2011a). 

The 2022 crisis, marked by a pronounced drop in customers and share price, was addressed through framing 

paid-sharing enforcement and the AVOD tier as policies oriented toward fairness, access, and long-term 

business-model sustainability (e.g., Mathews & Balu, 2022; Katadata, 2022; Financial Times, 2024). 

SCCT positions crisis communication as a practice rooted in ethical responsibility rather than mere 

reputational calculation. This stance aligns with crisis-leadership scholarship that foregrounds meaning-

making—explaining what happened, which values are being protected, and what actions are being taken—

so that crisis narratives remain congruent with stakeholder expectations (Boin et al., 2005; Weick, 1993; 

Maitlis & Sonenshein, 2010). SCCT therefore complements dynamic capabilities and crisis leadership as 

an analytical foundation for understanding Netflix’s communication strategies and legitimacy dynamics 

under BANI conditions. 

 
CDB conceptual framework 

Reconstruction of Netflix’s four major crisis episodes (2000, 2011, 2020, 2022) indicates that the 

company’s responses did not take the form of single, isolated decisions. Responses unfolded instead as 

high-velocity, interconnected decisions spanning strategy, operations, and communication. These episodes 

exhibit core attributes of organizational crises—threats to the business model and subscriber base, severe 

time pressure, and high uncertainty (Hermann, 1963; Rosenthal et al., 2001)—and triggered temporary 

centralization and narrowing of alternatives consistent with threat-rigidity logic (Staw et al., 1981) and with 

decision-making as the core of crisis leadership (Boin et al., 2005). 

Guided by a heuristic reading of the decision-making and meaning-making timeline, this study 

identifies 14 pivotal decisions recurring across the crisis episodes. These decisions are not randomly 

dispersed. They cluster into four decision domains aligned with the analytical scope defined earlier: 

1. Model and identity (Bundle A): decisions that realign the business model and value proposition with 

the platform’s core service identity. 
2. Containment and experience reunification (Bundle B): decisions focused on damage containment, 

policy correction, and re-integration of customer experience. 
3. Content-supply continuity (Bundle C): decisions orchestrating global–local resources to sustain content 

availability. 
4. Monetization and execution control (Bundle D): decisions redesigning revenue architecture, access 

policies, and performance metrics that remain acceptable to stakeholders. 
Theoretically, this configuration can be interpreted through three complementary lenses. Crisis 

leadership explains how leaders combine decision-making and meaning-making to curb escalation and 

protect legitimacy (Boin et al., 2005). Dynamic capabilities highlight how Netflix leverages crises to sense, 

seize, and reconfigure its business model, content portfolio, and revenue architecture (Teece, 2007). SCCT 

positions damage containment, policy correction, apology, and the provision of instructing and adjusting 

information as prerequisites for restoring legitimacy in crisis communication (Coombs, 2007; 2022). These 

theories ground an integrated reading of the 14 cross-domain decisions. 

The study proposes the term CDB to denote Netflix’s decision configuration pattern. High-velocity 

refers to decisions made under tight time constraints with substantial consequences for cash flow, 

subscribers, and organizational legitimacy. Orchestrated signals that decisions across the four domains are 

interdependent and mutually reinforcing rather than standalone actions. Bundling captures the empirical 

insight that outcomes and business-model transformation emerge from the combined deployment of several 

key decisions within each crisis episode. 
Four bundles derived from the 14 critical decisions are formalized into four study propositions: 

1) P1 originates from the model-and-identity bundle and examines whether model and identity 

decisions aligned with a clear value-proposition anchor enhance the coherence of early responses 

under time-pressured crisis conditions. Attention is placed on the consistency between business-

model pivoting, identity simplification, and value framing communicated to customers and 

investors.  
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P1 – Model-and-identity decisions aligned with a value-proposition anchor enhance the coherence 

of early crisis responses under time pressure. 

2) P2 draws on the containment-and-reunification bundle and assesses whether the combination of 

damage containment, policy correction, apology, and service-experience reunification reduces user 

friction and restores value clarity. Rollback decisions, service-architecture re-integration, and crisis 

communication are treated as one package and evaluated against outcomes such as trust recovery 

and churn reduction. 
P2 – Containment and reunification decisions consistent with an accountability frame reduce user 

friction and restore value clarity. 
3) P3 is grounded in the content-continuity bundle and tests whether global–local resource 

orchestration—through production rescheduling, catalog buffering, and pipeline re-allocation—

effectively sustains service continuity when physical production is disrupted. This proposition links 

transnational dynamic capabilities to release cadence stability and subscriber retention amid 

systemic shocks. 
P3 – Content-supply continuity decisions that orchestrate global–local resources sustain service 

continuity when production is disrupted. 
4) P4 stems from the monetization-and-execution-control bundle and evaluates whether monetization 

decisions (e.g., paid sharing and AVOD), supported by a fairness–access–transparency narrative, 

increase stakeholder acceptance of policy change and performance-measurement shifts. The 

proposition tests how revenue-policy design, cross-market implementation consistency, and 

accountability-based meaning-making contribute to legitimacy stabilization among customers, 

investors, and capital markets. 
P4 – Monetization and execution-control decisions supported by a fairness–access–transparency 

narrative increase stakeholder acceptance of policy change and performance measurement. 
These propositions operationalize CDB by testing whether each decision bundle contributes to 

crisis stabilization and legitimacy recovery as predicted by crisis leadership, dynamic capabilities, and 

SCCT.  Building on the theoretical synthesis and the reconstruction of 14 crisis decisions into four bundles, 

this study advances a CDB framework of crisis leadership that links the five crisis-leadership functions, 

dynamic capabilities (sensing–seizing–reconfiguring), and SCCT-based crisis communication across four 

analytical domains—model and identity, containment and experience reunification, content-supply 

continuity, and monetization and execution control (Figure 1). 

 

Figure 1. The conceptual framework positions crisis leadership as Crisis Decision Bundling (CDB), in 

which Netflix’s 14 crisis decisions are treated as interdependent bundles that structure how direction, 

timing, and communication are orchestrated under pressure 
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METHOD 
CDB conceptual framework and the four working propositions (P1–P4) developed in the previous 

section guided the choice of research approach, data sources, and analytical techniques in this study. The 

central aim is not merely to describe Netflix’s four crisis episodes, but to reconstruct how 14 crisis decisions 

were configured into four cross-domain bundles: model and identity, containment and experience 

reunification, content-supply continuity, and monetization and execution control. The study also examines 

how these bundles relate to crisis-leadership functions, dynamic capabilities, and SCCT-based crisis 

communication strategies. 

Aligned with this orientation, the study employs a qualitative approach using a heuristic case-study 

design (Moustakas, 1990). A heuristic stance is appropriate because it enables reflective engagement with 

both theoretical and empirical corpora, iterative re-examination of the initial CDB framework through 

repeated coding cycles, and progressive refinement of propositions P1–P4 based on the convergence 

between theory and the Netflix case evidence. Within this methodological setting, secondary data are 

methodologically adequate because access to internal decision makers is limited, and the transparency of 

Netflix’s disclosures enables analytical depth that would be difficult to achieve through interviews alone. 

Analysis was conducted through directed qualitative content analysis (Schreier, 2012), relying on 

a deductive coding frame (crisis-leadership functions, crisis dimensions, dynamic capabilities, SCCT, and 

the four CDB bundles), while allowing inductive sub-codes to emerge when novel decision patterns 

appeared in the data. The resulting codes were then organized into episode, decision-bundle, and 

proposition matrices (P1–P4). 

 

DISCUSSION 
Decision-making as the core of crisis leadership at Netflix 

The directed qualitative content analysis of Netflix’s four major crisis episodes (2000, 2011, 2020, 

and 2022) reveals a stable pattern (Table 2): decision-making operates as the central mechanism of crisis 

leadership, while sense-making and meaning-making support the direction of decisions and sustain 

stakeholder legitimacy. Across episodes, crisis responses were governed through decision bundles executed 

rapidly, centrally, and in a tightly coordinated manner under threat to the business model, severe time 

pressure, and high uncertainty. 

In the 2000 financial crisis, when Netflix confronted shrinking liquidity, delayed IPO plans, large-

scale layoffs, and the fragility of its pay-per-rental model, leadership narrowed options and consolidated 

control to execute a pivot toward a subscription flat-fee model, postpone the IPO, and restructure costs. 

These decisions were coupled with the reinforcement of a service identity anchored in simplicity and 

accessibility, enabling cash flow and churn stabilization, restoring investor confidence, and laying the 

foundation for Netflix’s later transition into a streaming platform. 

During the 2011 Qwikster crisis, price increases and the separation of DVD-by-mail from 

streaming triggered major churn, a sharp stock decline, and customer experience friction. Under threat-

rigidity conditions, Netflix terminated the Qwikster experiment within a short window, rolled back to a 

“one site, one account, one bill” configuration, and issued a public apology accompanied by a reset of value 

and price communication. The episode was framed as “moving too fast” rather than a failure of strategic 

intent, which helped slow churn, reduce experience friction, contain reputational damage, and generate 

learning about pre-launch testing and policy communication. 

The 2020 pandemic crisis halted global content production amid surging demand. Leadership 

enacted a coordinated bundle of decisions: suspending non-essential shoots, prioritizing ready-to-release 

catalogues, rescheduling production and releases, standardizing remote post-production and localization, 

and strengthening global–local coordination. Framing such as “success travels,” alongside emphasis on 

continuity and care, supported stable release cadence, market confidence, enhanced supply-chain resilience, 

and reinforced Netflix’s standing as a transnational streaming brand. 
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Table 2. Decision-making as the core of crisis leadership of Netflix 

 
 

In the 2022 subscriber downturn, when Netflix reported its first paid-subscriber decline in a decade 

and faced a sharp stock correction, management responded by launching an ad-supported tier and tightening 

paid-sharing enforcement. Pricing and packaging were redesigned, advertising infrastructure was built, 

enforcement measures were introduced, and rollouts proceeded gradually across countries. A shift in 

performance narrative from hours viewed to views was justified through a fairness–access–transparency 

frame and positioned as a long-term monetization opportunity. This configuration generated early 

advertising revenue streams, converted a share of password sharers into paying subscribers, strengthened 

price segmentation to curb churn, and improved metric transparency for investors and advertisers. 

Across 2000, 2011, 2020, and 2022, Netflix orchestrated crisis responses via high-velocity, 

centrally controlled bundles of pivot, rollback, reschedule, and rollout decisions, placing decision-making 

at the core (Table 3). The pattern confirms decision-making as the axis of crisis leadership: leaders 

simplified alternatives, concentrated authority, and set strategic direction, while sense-making and 

meaning-making clarified the rationale of actions and safeguarded legitimacy. Immediate outputs included 

financial and operational stabilization, reputational and churn containment, and activation of new 

monetization channels. Longer-term outcomes comprised recovered and strengthened investor confidence, 

heightened operational and content resilience, clearer identity and value proposition, greater business-

model robustness through diversified revenues, and a more entrenched position within the global streaming 

ecosystem. 

 

Table 3. Matrix—Decision-making as the core 

Indicator 

(textual motif) 
Sources of evidence Trace of results 

pivot, rollback, 

reschedule, 

rollout 

SEC (2002); Netflix Inc. (2011a; b; c; 2020a;b; 2022a;b; 2025b); Potter 

(2011a); Weiner (2011); Shaw (2011); The Deadline Team (2011); 

Sodomsky (2020); Motley Fool Transcribers (2020); Richwine & 

Chmielewski (2022); McCluskey (2022); Netflix Wikipedia (n.d.); 

Wikipedia (n.d.)  

Output: cash 

stabilization (financial 

and operational 

continuity); churn 

reduction and 



https://annpublisher.org/ojs/index.php/ekuisci               Vol 3 No 3 January 2026 

Dicky Chandra 

DOI 10.62885/ekuisci.v3i3.972   | 10  

 

reputation 

containment; 

activation of ad-tier 

monetization. 

“±3 weeks,” 

“centralized,” 

“phased rollout” 

PAC (n.d.); Richwine (2011c); ABC News (2011a;b;c;d); Launch (2011); 

Chmielewski (2011); Fiske (2011); Brody (2011); Kitchen (2011); Tuttle 

(2011); Phillips (2011); Brooks (2011); Potter (2011a); Cook (2011); 

Savitz (2011a;b); Kain (2011); Isaac (2011); Bond (2011); Netflix Public 

(2011); Slate (2011); CBS Sacramento (2011); 6abc (2011a;b); CNN Wire 

Service (2011); The Associated Press (2011); Davepoobond (2011); 

Rosenbaum (2012); Emerson (2012); Netflix Inc. (2023a;b;c; 2022a;b; 

2011a;b;c); Wright (2020); Weprin (2022); Ivanova (2023); Huston 

(2023a); Spangler (2022a; 2023b); Roth (2023)  

high-velocity 

execution rhythm 

narrowing of 

alternatives, 

tightening of 

control 

Netflix Inc. (n.d-f;g;h;i;j); SEC (2000; 2002); Netflix Public (2011); 

Richwine (2011c); ABC News (2011c); Lieberman (2011a); Potter 

(2011a;b); Richwine & Adegoke (2011); Blodget (2011); Downey (2011); 

Davepoobond (2011); Barnert (2011); Lawler (2011); Elson (2011); 

Richwine (2011a); Clover (2023); Netflix Inc. (2022a;b; 2023a;b;c; 

2024d; 2025d;); Double Verify (2022); News on 6/KOTV (2023); S&P 

Global (2023b); eDreams Odigeo (2025) 

threat-driven 

responsiveness 

seizing through 

flat-fee 

subscription and 

ad-tier 

SEC (2000; 2002); Fletcher (2022); Gonzales (2022); Sweney (2022); 

Forristal (2022a;b); Chmielewski & Richwine (2022); Boyle (2022); 

Krouse (2022a); Taylor (2022); Cain (2022); Hayes (2022a); Pinto (2022); 

Lee (2022); Netflix Inc. (2022c; 2023a; 2024d; 2025d); Netflix Inc. 

(n.d.k); The Hollywood Reporter (2022); IMDB (2022); Bloom (2022); 

Pulliam-Moore (2022); Polich (2022); Spangler (2022b;c; 2023a); S&P 

Global (2023b; 2025b); Reynolds (2023); Chan (2022; 2023); Summit 

Research (2023); Doerrer (2024); Blancaflor (2024); TOI (2024); 

Pattinson (2024); Heisler (2025); Moss (2025); The Emulsified Investor 

(2025); Maxham (2025) 

consolidated 

monetization model 

reconfiguring via 

efficiency moves, 

package 

redesign, and ad 

infrastructure 

Mayfield (2000); SEC (2002; 2005; 2008; 2016; 2019; 2023a); Wesley 

(2012); McCord (2014); NASDAQ-SEAC (2016); Gardner et al. (2017); 

Turner (2018); Mulford (2018); Gregory (2021); Peters (2022); Cain 

(2022); Parakhin (2022); Spangler (2022a;d; 2023a; 2024); Iversen et al. 

(2022); Steinberg (2022); Yahoo Finance (2022); Mehta & Chmielewski 

(2022); Neal & Trautman (2022); Lee (2022); Patten (2022); Hayes 

(2022b); Adams (2022); Ho (2022); Netflix Inc. (2019; 2023a); Chan 

(2023); Singh (2024); Hastings & Meyer (2024); Netflix Investor 

Relations (2024); IAS (2024); Stronach (2025); Otto (2025) 

asset and process 

reconfiguration 

Outcomes: sustained and growing investor confidence; operational resilience; clarified identity and value 

proposition; revenue diversification; strengthened legitimacy of performance and global positioning. 

 

Netflix’s Problem–Value–Action (PVA) architecture for building crisis legitimacy 
The directed qualitative content analysis across the four crisis episodes indicates that Netflix’s crisis 

decisions were consistently accompanied by structured meaning-making (Table 4). The company did not 

merely adjust policies or service architecture; it recurrently framed each crisis through a Problem–Value–

Action architecture tailored to customers, investors/advertisers, and internal actors. Within this logic, the 

problem frame specifies what is constructed as the core issue, the value frame articulates the normative 

anchor used to claim legitimacy, and the action frame clarifies the behaviors or responses expected from 

stakeholders. 
 

 

 

 

https://www.wbur.org/inside/staff/the-associated-press
https://www.reuters.com/authors/lisa-richwine/
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Table 4. Netflix’s Problem-Value-Action  

 
 

During the 2000 crisis, Netflix framed the situation not as “running out of money,” but as a problem 

rooted in the complexity and perceived unfairness of traditional rental systems (late fees and rigid rental 

limits). This problem frame was paired with a value frame centered on simplicity and accessibility (no late 

fees, unlimited rentals, flat-fee subscription), while the action frame invited the public to view subscription 

as a fairer and easier way to watch. Advertising and corporate communication reinforced the pivot to 

subscription as a pro-consumer innovation, strengthening the legitimacy of the business-model 

restructuring. 
In the 2011 Qwikster backlash, crisis meaning was redefined from “a flawed strategy” to “overly 

rapid execution and confusing communication.” The problem frame emphasized “moving too fast” and the 

experience friction caused by splitting services. The value frame highlighted transparency, accountability, 

and respect for customers. The action frame materialized through the CEO’s public apology, the 

cancellation of Qwikster, restoration of the “one site, one account, one bill” design, and consistent wording 

across emails, FAQs, and PR (“moving too fast,” “one simple experience,” “we’re listening”). Customers 

received a message of restored simplicity; investors interpreted the rapid rollback and apology as damage 

control; employees were reoriented around simplicity as a strategic compass. Public interpretation shifted 

toward “an experiment executed too quickly but responsibly corrected.” 
In the 2020 pandemic disruption, Netflix framed the crisis as an “asymmetric global shock,” rather 

than a simple production pause. The problem frame underscored supply–demand imbalance, constraints in 

post-production and localization, and the challenge of remote global–local coordination. The value frame 

revolved around “success travels,” continuity, and care: continuity of service for audiences, safety and 

support for crews and creators, and pipeline reliability for investors. The action frame encouraged audiences 

to “stay with Netflix,” supported by transparent release-schedule communication; investors were offered 

medium-term visibility of the content pipeline; creative workers were assured that safety and employment 

continuity were prioritized. 
In the 2022 subscriber downturn, the problem frame moved beyond “losing customers” to a 

mismatch between access, monetization, and measurement—unmonetized password sharing and hours-

viewed metrics seen as insufficiently comparable. The value frame was articulated as fairness–access–

transparency: fair payment, inclusive access, and transparent, credible metrics for investors and advertisers. 

The action frame encouraged customers to adopt the ad-supported tier as a lower-price option, comply with 

household-based sharing rules, and accept views as a clearer popularity indicator; investors and advertisers 

were provided a narrative of more credible and comparable performance measurement. The dominant 

storyline shifted from “subscriber loss” to resetting access, monetization, and metrics. 
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Longitudinally, the four crisis episodes (2000, 2011, 2020, 2022) show that Netflix paired its high-

velocity decisions with a structured meaning-making process aimed at preserving legitimacy across 

stakeholders. Directed qualitative content analysis indicates a recurring Problem–Value–Action 

architecture: each episode redefined the focal problem, reiterated a stabilizing value anchor (e.g., simplicity, 

continuity, fairness), and translated that anchor into clear action cues for customers, investors/advertisers, 

regulators, and internal audiences. The Matrix—Meaning-Making and Legitimacy (Table 5) summarizes 

these patterns by mapping how crisis framing, value justification, and audience-specific action messaging 

jointly sustained trust and acceptance of Netflix’s crisis bundles. 

 

Table 5. Matrix—Meaning-making and legitimacy  

Indicator 

(textual motif) 
Sources of evidence 

Trace of 

results 

Crisis framing and 

public justification 

Netflix Wikipedia (n.d.); Gelsi (2002); Amdur (2003); Netflix Public 

(2011); Potter (2011); Davepoobond (2011); Born (2011); Staff 

(2011); Halliday (2011); Lang (2011); The Deadline Team (2011); 

Phillips (2011); Murphy (2011); Cooper (2011); Launch (2011); 

Sanchez (2011); Clancy (2011); Cook (2011); Rosenbaum (2012); 

Greylock (2015); Jackson (2015); Owens (2017); Shen (2017); 

Hastings (2018); Richwine (2018); Kiersz (2018); Hastings & Meyer 

(2020); Jarvey (2020); Swartz (2020); Aggarwal (2020); Thorne & 

Aurthur (2020); Caranicas et al. (2020); Lang & Maddaus (2020); 

Coster & Malara (2020); Howley (2020); Farina (2021); Shaw (2020); 

Frankel (2020); McKinsey (2020); Lieberman & Lang (2021); Kosztin 

(2022); Polich (2022); Legagneux (2022); Berger (2022); Porter 

(2023); Otterson (2023); Campione (2023); Maglio (2023); 

Baumgartner (2023); Journal Bot (2024); Mollman (2024); Mehdiyev 

(2024); Palmer (2024); Netflix Inc. (2020c; 2022c; 2023d; 2024b; 

2025c); Singh (2025); SEC (2002; 2023a; 2024a;b; 2025); Kirkpatrick 

(2025); Anam (2025) 

legitimacy and 

trust 

Episode-specific 

problem definition 

SEC (2003; 2006); Richwine (2011a); Potter (2011); ABC News 

(2011a;c;e;f;g); Richwine (2011c); Woo (2011); Fetner & Smith 

(2018); Baysinger & Fischer (2022); Dye et al. (2020); Li et al. 

(2020); McIntosh & Costello (2020); Correa et al. (2020); Pandey 

(2020); Beckley & Pham (2020); Jackman & Reddy (2020); Carretto 

(2020); Toker-Yildiz et al. (2020); Risianto et al. (2020); Wright 

(2020); Bacioglu & Jindal (2021); Sweney (2022); Filanovsky & Sane 

(2022); Mehra (2022); CBS Evening News (2022); Saves (2022); 

Netflix Inc. (2021a; 2023a); Fernandez et al. (2023); Chidambaram et 

al. (2025); Korosi et al. (2025) 

clarity of the 

problem frame 

Value anchors—

simplicity, 

transparency, 

continuity, fairness 

Netflix Inc. (n.d-a;b;c;d;e;f;g;h;i;j;k;l;m;n); Lang (2011); Richwine 

(2011c); Blodget (2011); Kain (2011); Davepoobond (2011); Brody 

(2011); Liedtke (2011); Coscarelli (2011); The Deadline Team (2011); 

Netflix Public (2011); Friedman (2011); Costanza (2011); Potter 

(2011); Cooper (2011); Emerson (2012); SEC (2002; 2003; 2005; 

2006; 2008; 2016; 2019; 2021; 2023a; b; 2024a; b; 2025); Netflix Inc. 

(2002; 2011a;b;c; 2019; 2020a;b;c; 2021a;b; 2022a;b;c; 2023; 

2023a;b;c;d; 2024; 2024b;c; 2025; 2025a;b;c;d); Sharp et al. (2019); 

Wright (2020); Kafka (2021); Keck (2021); Sutton (2021); Porter 

(2021; 2023); Green (2022); Maas (2023); Seitz (2023); Jarvey (2023); 

Hayes (2023); Eddy (2023); Falconer (2023); Fletcher (2023); 

Richwine & Chmielewski (2023); Creamer (2023); Maruf (2023); 

Yamada (2023); Sherman (2023); AFP (2023); Lozic et al. (2024); 

Wayne & Ribke (2024); Malcolm (2025); Rizzo (2025); Kain (2025)  

consistency of 

values 
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Behavioral calls—

“one site/one 

account/one bill,” 

compliance with 

paid sharing, 

adoption of views 

as a metric 

Netflix Inc. (n.d-f;g;j;m;o;p;q); Mohammed (2011); Launch (2011); 

ABC News (2011b); Lieberman (2011a); SEC (2011; 2012; 2023c; 

2025); Romano (2019); Netflix Inc. (2022b; 2023a; 2025b); Porter 

(2023); Huston (2023a); Nazren (2023); Kapadnis (2023); Kay (2023); 

Pericich (2023); Clover (2023); De Leon (2023); Campione (2023); 

Hayes (2023); The Newbould (2023); Sledge (2023); Canal (2023); 

TOI (2023); O'Flaherty (2023); Symphony AI (2024); Echt (2024); 

Hector (2024); Whistle Out (2024); Kok (2024); Jha (2024); Hailu 

(2025); Moore (2025)  

audience 

behavior 

Sensing mismatch 

Mukherjee (2017); Rataul et al. (2018); Blohowiak (2019); Gibbons 

(2021); Morris (2022); Stockman (2022); Kiplinger (2023); Porter 

(2023); Huston (2023a); Clover (2023); Tzabouras (2023); Michel 

(2023); Pericich (2023); Newton (2023); Reynerich (2023); Sutton 

(2023); Kok (2024); Cui (2024); Hsiao (2024); TSI (2025b); Netflix 

Inc. (2002; 2003a;b 2019a; 2021; 2022b; 2023a;b; 2024a;c; 2025; 

2025b;c); S&P Global (2021; 2022; 2023a); SEC (2000; 2012; 2021; 

2022; 2023; 2025); Thurston (2025) 

narratives 

constructed as 

opportunities/ri

sks 

Message 

differentiation 

Netflix Inc. (n.d-f;g;r;s); Bug (2011); Halliday (2011); Netflix Public 

(2011); Hastings (2011a;b); Griffey (2011); Murphy (2011); Born 

(2011); Emerson (2012); Cawley & Freeland (2013); Hallinan & 

Striphas (2016); Dimitrova (2019); Cain (2022); Mehta & 

Chmielewski (2022); Chmielewski & Richwine (2022); Shaw (2022); 

Rumpf-Whitten (2022); Parakhin (2022); Wilk (2022); Lee (2022); 

Goldsmith (2022a); Spangler (2022a); Wilson (2022); Adams (2022); 

Forristal (2022c); Farley (2022); TOI (2022); Wang et al. (2022); AFP 

(2023); Reuters (2023); Richwine & Chmielewski (2023); Huston 

(2023b); Perez (2023); Dev (2023); Netflix Inc. (2024); SEC (2002 – 

2025); Yuan (2023); Zhang (2024); TSI (2025b); Patino (2025); Arun 

(2025); Pandey (2025); Jonwal (2025) 

stakeholder fit 

 

Variation emerged in cross-market reception of these frames. Some customers in 2011 viewed the 

apology and corrective actions as insufficient, while early markets in 2022 required longer socialization 

regarding paid sharing and the interpretation of views metrics. Differences in purchasing power, regulatory 

context, and device ecosystems shaped these reception gaps, which Netflix addressed through phased 

rollouts and differentiated messaging in earnings communications. These variations did not alter the 

primary pattern: Netflix consistently used a stakeholder-differentiated Problem–Value–Action architecture 

to pair technical decision bundles with legitimacy restoration. 

 
CDB: Synthesizing 14 decisions into four bundles 

Building on the Matrix—Decision-Making as the Core (see Table 2) and the Matrix—Meaning-

Making and Legitimacy (see Table 4), the analysis identifies fourteen recurring crisis decisions across 

Netflix’s four major episodes. These decisions do not appear as isolated moves; they cluster into four 

complementary, cross-domain bundles—Model & Identity, Damage Containment & Experience 

Reunification, Content Supply Continuity, and Monetization Reset & Execution Control—each executed 

at high tempo under time pressure. The Matrix—CDB synthesizes this bundling logic, showing how pivot, 

rollback, reschedule, and phased rollout decisions operate as an orchestrated package to stabilize 

performance and legitimacy simultaneously (Table 6). 
 

 

 

 

 

 

https://www.reuters.com/authors/lisa-richwine/
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Table 6. Matrix—CDB: Synthesis of 14 crisis decisions 

Indicator 

(textual motif) 
Sources of evidence Trace of results 

Flat-fee subscription, 

IPO postponement, 

cost cuts, and identity 

anchoring 

Netlix Wikipedia (n.d.); SEC (2000; 2002; 2009; 2018; 2025); 

Glasner (2002); Amdur (2003); Fung et al. (2007); Shih et al. 

(2009); Grundfest (2013); McCord (2014); Keating (2014); 

Owens (2014); Shaw (2020); Hartmans (2020); Forbes (2020); 

Stepanov (2020); ICT (2020); Tucker (2021); Shah (2021a;b); 

IFC (2021); Legagneux (2022); Bisoux (2022); Thiele (2023); 

Reid (2023); Corrocher (2023); Mehdiyev (2024); Hastings 

(2024); Ulker (2024); Startup Archive (2024); Randolph 

(2025); Ayomide (2025); Yao (2025); Jain (2025) 

Model & dentity 

Qwikster rollback, 

public apology, and 

restoration of “one 

site/one account/one 

bill” 

SEC (2011); Netflix Public (2011); Carmody (2011); Potter 

(2011); ABC News (2011a;b;c); Richwine (2011a); Lang 

(2011); Blodget (2011); Richwine & Adegoke (2011); Lang & 

Schruers (2011); Chmielewski (2011); Flint (2011); Lawler 

(2011); Lieberman (2011a;b); The Deadline Team (2011); CBS 

(2011); Brody (2011); Woo (2011); Smith (2011); Kitchen 

(2011); Reeves (2011); Crum (2011); Isaac (2011); Savitz 

(2011a;b); Kain (2011); Mustich (2011); CBS Sacramento 

(2011); Cooper (2011); Conlin & Cutter (2011); Born (2011); 

Jaques (2011); Svensson (2011); Costanza (2011); Sebastian 

(2011); Liedtke (2011); Garcia (2011); Chappell (2011); 

Richwine (2011c; 2012); Emerson (2012); Sandoval (2012); 

Robinson & Oltersdorf (2013); Cawley & Freeland (2013); 

Wright (2020) 

Damage 

Containment & 

Experience 

Reunification 

Global rescheduling, 

use of ready-to-stream 

catalog, remote post-

production/localizatio

n, and global–local 

orchestration 

Netflix Inc. (2020a;b); Skinner (2020); Ridgely (2020); 

Andreeva (2020); Bloomberg (2020); Alexander (2020); SEC 

(2021); Rushe (2021); ACCA (2021); Bell et al. (2021); 

Chapman (2021); Green (2022); Epstein (2022); Wang (2022); 

Jabłonsk (2023); Soldo & Schagerl (2023); Neira et al. (2023); 

Littleton (2023); KPMG (2024); Shelley (2024); Yuan (2024); 

AWS Events (2024); Lee & Ji (2024); Cui (2024); TSI 

(2025b); Korosi et al. (2025); Prasser (2025); Alsan (2025) 

Content-supply 

Continuity 

Ad-supported tier, 

stricter paid sharing, 

phased rollout, ad-

infrastructure build-

out, and metric shift 

to views 

Netflix Inc. (2022c; 2023b;e; 2024b; 2025); Netflix Inc. (n.d-

f;t;u); Mullapudi (2019); Mishra (2021); Goldsmith (2022b; 

2024); Eddy (2023); Newton (2023); Spangler (2023c;d); Shaw 

(2023); Archie (2023); Fernandez et al. (2023); Hayes (2024); 

Lebow (2024); Manfredi (2024); Delouya (2024); Shaw 

(2024); Mathioudaki (2024); Vincent (2025); Salinas (2025); 

Vosyliute (2025); Isenberg (2025); Deal et al.(2025); T.K 

(2025); Hello Interview (2025); Fernndez (2025); Satiya 

(2025); Moss (2025); Hayes (2025) 

Monetization Reset 

& Execution 

Control 

Seizing and 

reconfiguring 

Netflix Inc. (n.d-b;v); McKinsey (2016); Rataul et al. (2018); 

Fleischman et al. (2021); Kumar & Ciddikie (2021); B2B 

Frameworks (2023); Okoro (2024); L’Her (2024); Fddorov et 

al. (2025); Fairlie (2025); Bridges (2025); TSI (2025a) 

Moves that close 

revenue leaks and 

realign assets 

 
The reconstruction of Netflix’s crisis timeline identifies fourteen pivotal decisions that recur 

empirically across episodes and operate as mutually reinforcing moves. These decisions are grouped into 

four CDB: Bundle A (Model & Identity), Bundle B (Damage Containment & Experience Reunification), 

Bundle C (Content-Supply Continuity), and Bundle D (Monetization Reset & Execution Control). These 

fourteen decisions constitute the empirical basis for testing Propositions P1–P4. 
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Bundle A – Model & Identity (Financial Crisis 2000);  

• A1 – Pivot to a flat-fee subscription model: Shifted from pay-per-rental transactions to a flat-fee 

subscription base to secure steadier cash flows and offer a simpler, more intelligible value 

proposition for customers. 

• A2 – IPO postponement: Deferred the planned 2000 IPO to relieve immediate capital-market 

pressures and create room for internal restructuring. 

• A3 – Cost cuts and restructuring of the cost base: Implemented major cost reductions (including 

layoffs) to extend operational runway and lower the burn rate. 

• A4 – Reassertion of service identity: Reinforced Netflix’s identity as a simple (simplicity-driven) 

subscription service centered on ease of access and transparent pricing. 

Bundle B – Damage Containment & Experience Reunification (Qwikster 2011);  

• B5 – Qwikster rollback: Reversed the separation of DVD-by-mail and streaming into the distinct 

“Qwikster” brand and website. 

• B6 – Public apology and acknowledgment of error: The CEO issued an open apology, admitted 

policy missteps, and committed to corrective action. 

• B7 – Reunifying the “one site, one account, one bill” experience: Restored a single, streamlined 

service architecture to reduce customers’ cognitive and operational friction. 

Bundle C – Content-Supply Continuity (Pandemic 2020); 

• C8 – Global rescheduling of production and releases: Paused physical production and recalibrated 

shooting and release schedules to align with pandemic constraints and cash-flow realities. 

• C9 – Using the existing catalog and pipeline as a buffer: Leveraged the ready-to-stream slate as a 

cushion amid disruptions to new content production. 

• C10 – Remote post-production and localization adaptation: Migrated post-production and 

localization activities to remote modes to keep the pipeline moving. 

• C11 – Global–local coordination orchestration: Strengthened coordination between global and 

local teams to sustain release cadence across countries. 

Bundle D – Monetization Reset & Execution Control (Customer Crisis 2022); 

• D12 – Launch of an AVOD/ad-supported tier: Introduced an ad-supported plan as a new revenue 

stream and a more affordable pricing option. 

• D13 – Implementation and tightening of paid-sharing policy: Converted widespread password 

sharing into a paid model, backed by clearer rules and stricter enforcement. 

• D14 – Phased rollout, ad infrastructure, and metric shift to views: Deployed AVOD/paid sharing 

gradually by country, built advertising infrastructure, and reframed performance reporting around 

view-based metrics. 

Across these four bundles, decision-making provides the “what and when” through centralized 

authority and high-velocity execution (Hermann, 1963; Staw et al., 1981), while meaning-making supplies 

the “why, for whom, and how it is justified” via problem–value–action framing directed to customers, 

investors/advertisers, and internal actors (Boin et al., 2005; Coombs, 2007, 2022; Weick, 1993; Maitlis & 

Sonenshein, 2010; Marsen, 2019). 

The study synthesizes this pattern as CDB: a fast, centralized decision architecture that consolidates 

pivoting, rollback, rescheduling, and phased rollout to reset strategy, operations, and monetization in a 

coordinated manner. The framework clarifies why the 14 crisis decisions do not function as isolated actions, 

but as four complementary bundles that jointly enhance execution effectiveness and stakeholder legitimacy. 

 
CDB as the architecture of crisis leadership at Netflix 

From a crisis leadership perspective, CDB conceptualizes decision-making as the core driver of 

strategic direction and execution tempo under pressure, while sense- and meaning-making function as 

legitimacy-building mechanisms across stakeholder groups. Bundles A–D illustrate how pivot, rollback, 

reschedule, and phased rollout decisions are orchestrated at high velocity under centralized control and 

consistently framed through coherent narratives that align goals, lower coordination costs, and reduce 
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perceptual friction. Figure 2, “Crisis Decision Bundling (CDB) as the architecture of crisis leadership at 

Netflix,” summarizes this architecture by mapping the four bundles to their main pressures, decision 

components, and short- and long-term outcomes. 

 

Figure 2. 

 
 

Empirically, Bundle A illustrates how resetting the business model and service identity closed the 

early-2000s financial crisis phase and simultaneously enabled the later streaming transformation. Bundle B 

shows how damage containment and the reunification of customer experience terminated the Qwikster 

crisis and restored trust. Bundle C captures how content-supply resilience was built through global–local 

orchestration during the pandemic. Bundle D demonstrates how monetization reset and the reframing of 

performance metrics turned the 2022 subscriber-loss shock into a momentum for redesigning the revenue 

architecture and renewing performance legitimacy. 
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In this study, the term CDB consolidates three defining features: 

1. Orchestrated — cross-functional and cross-national decisions are arranged as an integrated 

maneuver rather than fragmented moves. 

2. High-velocity — execution proceeds at high speed through centralized authority under tight time 

and information constraints, consistent with high-pressure crisis conditions. 

3. Decision bundling — decisions are packaged into complementary bundles to lower coordination 

costs, align cross-domain processes, and support coherent narrative framing. 

CDB is not merely a list of actions. It is a crisis maneuver architecture explaining how the four 

decision bundles interlock to produce short-term outputs (financial–operational stabilization, reputation and 

churn containment, activation of new monetization channels, and metric realignment) and medium- to long-

term outcomes (investor confidence, operational–content resilience, identity clarity, business-model 

robustness, and global performance legitimacy). 

 

The dynamics of Netflix’s crisis leadership: A sense–decision–meaning–terminating–learning cycle 
The synthesis of findings indicates that crisis leadership at Netflix unfolds as an adaptive, cyclical 

process rather than a linear sequence. The five core functions—sense-making, decision-making, meaning-

making, terminating, and learning (Boin et al., 2005)—recur and interlock across all crisis episodes. 

First, sense-making precedes crisis action as management interprets key disruptions: the 

unsustainability of the pay-per-rental model (2000), the failure of the Qwikster architecture (2011), the risk 

of content supply–demand imbalance during the pandemic (2020), and the access–monetization–metrics 

mismatch in 2022. Second, decision-making is executed under severe time pressure and limited information 

through high-velocity maneuvers: pivoting to subscription and delaying the IPO (2000), rolling back 

Qwikster within roughly three weeks (2011), rescheduling global production and leveraging ready-to-air 

catalog buffers (2020), and launching an ad-supported tier alongside stricter paid-sharing enforcement 

(2022). Third, meaning-making sustains legitimacy via problem–value–action framing—such as simplicity 

and accessibility (2000), moving too fast (2011), success travels with continuity & care (2020), and 

fairness–access–transparency plus the shift to views (2022)—thereby aligning expectations among 

customers, investors, and employees. Fourth, terminating closes each crisis phase in a calibrated manner: 

normalizing the subscription model and new identity (2000), withdrawing Qwikster and restoring a unified 

service architecture (2011), stabilizing the content pipeline and release cadence post-pandemic (2020), and 

consolidating the revised revenue architecture and performance metrics (2022). Fifth, learning 

institutionalizes lessons into business models, operational routines, and communication practices—

subscription as the transactional standard, stricter pre-launch testing and policy communication, global–

local orchestration with remote post-production, and the reformulation of revenue design and performance 

metrics. 

Within this logic, CDB specifies the “what and when” through four decision bundles (A–D), while 

terminating and learning govern “how a crisis phase is closed and how it is converted into organizational 

learning.” These two functions operate as causal hinges that transform the short-term outputs of CDB into 

long-term outcomes of legitimacy recovery, enhanced resilience, and strengthened business-model 

robustness. Consequently, crises function not only as existential tests but also as catalysts for strategic 

repositioning over time. 

 
Proposition Testing 
P1 – Model and identity in the 2000 financial crisis 

In the early 2000s, Netflix faced severe financial pressure, marked by accumulated losses, an equity 

deficit, and a postponed IPO. Management responded through three pivotal decisions: consolidating the 

flat-fee subscription model, delaying the IPO, and implementing cost efficiency via layoffs and a redesigned 

cost structure. This bundle reinforced Netflix’s identity as a simple and easily accessible subscription 

service while creating short-term cash-flow relief. 
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From a crisis leadership perspective, these moves represent high-velocity decision-making under 

time pressure and uncertainty, while the consistent emphasis on simplicity and access reflects aligned 

meaning-making. Through the dynamic capabilities lens, the same bundle illustrates seizing and 

reconfiguring to align the business model with internet-enabled opportunities while managing existential 

insolvency risks. 

 

Findings support P1: model and identity alignment around a clear value-proposition anchor produced a 

coherent early-crisis response, both internally and in the market. 
 
P2 – Containment and experience reunification in the 2011 Qwikster crisis 

The Qwikster crisis emerged after Netflix split its DVD and streaming services into separate brands 

and websites and simultaneously raised prices. The policy triggered customer confusion and backlash, 

followed by a loss of roughly 800,000 domestic subscribers and a sharp stock decline. Netflix responded 

by: (1) canceling the Qwikster plan and restoring a one-site, one-account, one-bill architecture; (2) issuing 

a public apology and acknowledging that the firm had “moved too fast”; and (3) recalibrating 

communication about value and pricing to customers and investors. 

Under SCCT, the combination of apology, policy correction, and value re-articulation reflects a 

rebuild strategy grounded in accountability. Meaning-making operated through explicit error 

acknowledgment, reaffirmation of simplicity, and commitment to service redesign. 

 

Findings confirm P2: containment paired with rollback and experience reunification, supported by a clear 

accountability frame, reduced user friction and restored value-proposition clarity, even though 

reputational damage was not fully erased. 
 
P3 – Content supply continuity in the 2020 production crisis 

The Covid-19 pandemic created a paradox for Netflix: streaming demand surged, yet global content 

production halted due to mobility restrictions and health protocols. The primary risk involved a future 

content gap that could undermine customer retention. 

Netflix responded through global–local resource orchestration: pausing production to protect 

safety, shifting most post-production and localization to remote modes, coordinating cross-regional 

rescheduling of releases, and using completed catalog content as a buffer to sustain release cadence. 

Financial reports and industry analyses indicate that the company maintained new-content flow and 

achieved substantial subscriber growth throughout 2020. 

From the dynamic capabilities viewpoint, this bundle demonstrates sensing operational risk, seizing 

demand expansion, and reconfiguring production–distribution processes. Crisis leadership focused on 

protecting continuity of service while framing the situation around continuity and care for worker safety. 

 

Findings support P3: adaptive global–local orchestration effectively preserved service continuity when 

physical production was disrupted. 
 
P4 – Monetization reset and execution control in the 2022 subscriber crisis 

In 2022, Netflix reported its first paid-subscriber decline in a decade, followed by a stock drop 

exceeding 35% in a single trading day. The crisis unfolded in a maturing market, intensifying competition, 

and widespread password sharing that eroded revenue potential. 

Netflix answered with a monetization-and-control bundle: (1) launching a lower-priced ad-

supported tier; (2) tightening paid-sharing practices through new rules and technical enforcement; and (3) 

shifting the primary performance metric from hours viewed to views to improve title comparability and 

transparency. Dynamic capabilities reading positions these moves as a reconfiguration of revenue 

architecture and performance measurement. Crisis communication and SCCT framing cast potentially 

unpopular policies as efforts to restore fairness between paying and non-paying users, extend access through 
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cheaper tiers, and strengthen transparency in content performance reporting. Early evidence shows that, 

after an initial downturn, subscribers and revenues recovered, while the fairness–access–transparency 

narrative helped dampen customer resistance and reassure capital markets. 

 

This pattern aligns with P4: monetization and execution-control decisions supported by an ethical narrative 

frame increased stakeholder acceptance of policy and metric changes. 

 
Cross-episode synthesis 

Across the four episodes, a consistent pattern emerges. Decision-making is centralized at the top 

and executed at high velocity, reflecting time-pressure centralization and threat-rigidity dynamics. 

Meaning-making is designed to preserve core identity anchors (simplicity, access, “success travels”) while 

legitimizing structural shifts in the business model, user experience, operations, and monetization. 

Dynamic capabilities and SCCT bridge technical action and narrative legitimacy: each crisis 

decision bundle combines asset orchestration and reconfiguration with crisis communication practices that 

mutually reinforce one another. CDB therefore operates as an integrative lens for reading Netflix’s crisis 

leadership not as isolated incidents, but as coordinated configurations of cross-domain decisions and 

legitimacy-building narratives within a BANI environment.  

 
CONCLUSIONS 

This article concludes that Netflix’s crisis leadership is multidimensional, integrative, and adaptive. 

The cross-episode integration of decision-making and meaning-making indicates that Netflix’s success 

rests not only on organizational survival, but also on its capacity to convert crises into catalysts for 

innovation and business model transformation. The CDB framework shows that the alignment of model 

and identity (P1), damage containment and experience reunification (P2), orchestration of content supply 

continuity (P3), and monetization reset with execution control (P4) collectively constitute a crisis leadership 

pattern that combines high-velocity decisions, capability reengineering, and narrative legitimacy in the eyes 

of stakeholders. 
Theoretically, this study: Extends Boin-framework by emphasizing decision-making and meaning-

making as an integrated configuration rather than separate functions; Demonstrates the relevance of 

dynamic capabilities for explaining how crisis decisions serve dual purposes: mitigating short-term threats 

while reconfiguring long-term business models, and; Illustrates the application of SCCT in a streaming-

platform context, particularly in relation to damage containment, public apology, and fairness–access–

transparency framing. Practically, the findings suggest that digital-era organizations should: Develop rapid 

decision loops supported by staged correction points; Preserve the consistency of user-experience 

architecture as an identity anchor; Invest in global–local orchestration capabilities to sustain service 

continuity, and; Design monetization strategies accompanied by ethically accountable narrative frames. 

This study is constrained by three main limitations. First, it relies on secondary data and does not 

incorporate primary interviews with internal Netflix actors. Second, it adopts a single-case focus on a global 

platform whose characteristics differ from non-digital organizations and public institutions. Third, it 

emphasizes four major crisis episodes, leaving smaller-scale crises unmapped. Future research could pursue 

at least three directions: comparative studies across industries (e.g., higher education, manufacturing, or the 

public sector); integration of stakeholder theory and moral leadership perspectives in examining crisis 

leadership within BANI environments; and longitudinal, multi-method designs that combine crisis-

narrative analysis with quantitative indicators (e.g., stock prices, subscriber counts, engagement). 

The contributions of this study position the CDB framework and its findings as a crisis leadership 

framework for digital platform organizations, while offering practical guidance for leaders confronting 

recurring crises in BANI-shaped ecosystems. 
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