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Abstract 

Resilience in organizations can be seen as the ability to absorb changes in and outside of the organizational 
context and still persist. Organizations, both small and large, are increasingly interested in how to become resilient 
and stay resilient through tough situations. This study focuses on the differences in resilience between small and 
large organizations, after fundamental aspects are pointed out and discussed. To do so, organization size, the 
adaptive cycle and factors of resilience are first discussed. Then, a case study is discussed on a small and a large 
organization within the media streaming domain, to find and discuss fundamental factors of resilience within small 
and large organizations. Finally, a deep discussion of the findings is provided, as well as instructions for future work 
in the field of resilience. 
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Introduction 

In 1973 the word resilience was introduced in a paper about complex ecological systems by C.S. 
Holling [8], to understand complicated dynamics within those systems. Resilience was described as the 
determination of persistence of relationships within a system, being a measure of the ability of these 
systems “to absorb changes of state variables, driving variables, and parameters, and still persist”. In a 
resilient system, disturbance is not necessarily a bad thing, since it can create opportunity for innovation 
and development [6]. The perspective of resilience has increasingly been used to study other complex 
socio-ecological systems, such as organizations. In and outside of organizations changes are consequently 
happening, growing the need for those organizations to be resilient to those changes. Organizations that 
fail to adjust in their changing environment, thus are not resilient, are likely to lose relevance in their 
field. This could have undesirable outcomes such as loss of market share and revenue. Companies are 
increasingly interested in how to become resilient and stay resilient through tough situations. 

In this paper difference in resilience between small and large organizations are discussed. 
Fundamental aspects that are relevant to the adaptive process are revealed as well as the advantages and 
disadvantages of being small or large in the adaptive process. To be able to provide fundamental aspects 
of resilience for small and large organizations, a literature study and a case study is done. Afterwards a 
discussion about the findings in the literature study and the case study is given. Finally, a conclusion is 
made and recommendations for future work is provided. 



2 Theoretical framework 

This chapter consists of subsections in which the theoretical framework of interest for this 
research are discussed.  

2.1 Organizations 

An organization is a group of people that have a particular purpose. Many types of organizations 
exist and they vary heavily in size. For this research a distinction must be made in small and large 
organizations. What the definitions of “small” and “large“ organizations are differs per country and 
industry. In the United States, the Small Business Administration defined small businesses as generally 
having fewer than 500 employees for most industries [14], while the European Union defines a small 
business as having fewer than 50 employees [4]. For this research the United States definitions of small 
and large organizations are used, in which small have less than 500 employees while big organizations 
have more than 500 employees. 

Certain differences exist between small and large organizations. They often have a difference in 
structure, defining how the organizations is managed and who is in control. Small organizations often 
start with a single person who are in complete control, while large organizations consist of departments, 
causing control to be decentralized in the organization. This also has a direct effect on the politics within 
an organization. In small organizations, people joining the organization may be given more responsibility 
directly, and have a larger impact on decision making. There may be fewer rules and policies [15]. 
Another difference is the fact that small organizations often focus on a niche market, focusing on bringing 
a single product to this market. Larger organizations usually have a greater amount of funds to focus on 
multiple markets, offering more products and services. Lastly, culture of decision making is different in 
small and large organizations. For small organizations, every decision is a critical decision, causing the 
decision makers to often be at more risk as compared to decision makers in large organizations. Investing 
capital in an innovation could have a huge impact on small organizations if the outcome is undesirable, 
while this might not be a huge deal for large organizations. 

2.2 Resilience in Organizations 

As described in the introduction of this paper, resilience is about adaptability to changes in a 
certain context. It is a perspective on socio-ecological systems, originating from the study of dynamics in 
ecology. In resilience for organizations, a distinction has been made between three certain types: 
ecological resilience, social resilience, and engineering resilience. Ecological resilience is defined as the 
amount of disturbance a system can take before it changes its stable state [8]. Once the the system is 
disturbed and a crisis state is reached, social resilience comes into play, which is defined as the ability of 
groups to cope with external stresses and disturbances as a result of change [8]. Finally, the notion of 
engineering resilience encompasses the return time to stability [7]. In this paper, resilience within 
organizations is illustrated based on the basis of the adaptive cycle, on which the three types of resilience 
are distinguished. The purpose of the adaptive cycle is to indicate that every organization goes through 
cyclic development and that every organization will need to adapt to their context to be resilient [2]. In 
Figure 1, the types of resilience are visualized on the adaptive cycle. 



 

 
Figure 1. Types of resilience modeled on the adaptive cycle. 

 
For organizational development, the adaptive cycle was generated as a model to describe the 

cycle that organizations go through and what transitions happen. The cycle starts from the lower left 
quadrant of Figure 1, in which an organization is at an equilibrium state. In this state, it is certain what the 
organization is able to do and what it wants, and exploits the way that the organization is working at that 
time. At this time, there are no certain reasons for change in strategic choices [2]. After a while, external 
influences will start disturbing this equilibrium. Whether this equilibrium state will break down, depends 
on the ecological resilience of the organization. If the organization is unable to cope with the external 
influence and is losing their market share with the way they are running business at that time, they will 
reach a crisis state, in which what the organization wants and is able to do is uncertain. This is modeled in 
the upper right quadrant in Figure 1. Even though this state might lead to innovation, the future of the 
organization is uncertain. 

There is conspicuous need for change at this point in the cycle. The organization will need to 
create a list of potential solutions to get out of the crisis. Social resilience within the organization is of 
great importance for this. Once an organization is trying to find these new combinations to work with, 
they are slowly moving towards the bottom right quadrant in Figure 1. In this phase, the organization is 
trying to explore what they want and are weighing the positives and the negatives in the potential courses 
of action they are able to take. At one point, a decision will need to be made based on careful 
consideration and the analysis done. A transition then happens towards the upper left quadrant in Figure 
1, where the goal is clear, but it must still be observed whether these goals are fully achievable. The 
people in the organization will need to work hard to make the plan work, to make a new equilibrium state 
possible. This is the engineering resilience of an organization. Once this equilibrium state is reached, the 
organization will stay there once again until the equilibrium is broken, where the whole cycle will need to 
be put into work once again.  



2.3 Factors of resilience 

Resilience is a concept influenced by many factors within an organization. A lot of changes can 
happen within the context of organizations and a combination of a large amount of factors determine 
whether an organization can be resilient during those changes. Due to the enormous amount of factors that 
affect resilience in organizations, research done is unable to list all the factors, but certain characteristics 
of resilient organizations were defined [17]. Based on literature research, for this research we determine 
the following factors as fundamental for resilience in organizations. 

A crucial factor in resilience is preparedness [9]. An organization will have to be prepared for 
changes that could happen within the context of the organization. It comes in place in case of a disaster or 
crisis. Preparedness must be implemented cross-functionally through all critical parts of an organization. 
Being prepared is a matter of anticipating change and being able to replicate or avoid lessons that were 
learned throughout the business processes.  

Another important factor is protection. It strengthens a company’s position in the event of both 
identified threats and possibly against unidentified threats. Protection includes contingency plans and the 
alternatives the company will execute if completely disrupted. 

Response symbolizes the steps taken by the company immediate after a crisis. Acts as a Disaster 
Recovery step. Two sub-factors are important for an organization to be responsive: 

 
● Reusability is a measure to which extent people, processes and assets can be easily 

relocated or adapted to produce different outcomes and results.  
● Speed or agility determines how quickly an organization is able to do this and respond to 

the changes in the organizational context. It also describes how fast an organization can 
make complicated decisions. 

 
Another important factor is recovery, which encompass the activities the company incorporates to 

bounce back from a crisis. It focuses on maintaining or recovering the level of business operations 
existent before the disruption. 
 

Some more sub-factors are of importance to those fundamental factors, which are flexibility, 
learning, outside relationships, and culture. These are listed below with a brief explanation: 
 

● Flexibility: Determines how flexible the structure of the organization is and the tasks that need to 
be done in the organizational context. Has strong ties with the reusability factor and is of 
importance to each main factor of resilience. To be flexible as an organization, the organization 
should be easily expandable, alternatives should be available to get the same task done and 
building blocks such as employees and assets should be interchangeable [17].  

● Learning: An organization has to learn from its achievements as well as its mistakes. Especially 
analyzing failures has been shown to improve the resilience of an organization, due to the fact 
that the organization then learns from those failures, and must use a different strategy in the future 
[16]. Applying the lessons learned has a direct effect on the preparedness and response factors, 
and possibly on the protection factor as well.  



● Outside Relationships: a company’s abilities and knowledge to create investment-worthy 
relationships. This is a factor that directly impacts the main factor protection [5]. 

● Culture: Organizations that view a changing environment as a challenge instead of a problem, are 
likely to be more resilient than companies that shows a negative viewpoint towards this changing 
environment [10]. Culture has a direct effect on how people behave within an organization and 
how processes develop.  

 
There are many other factors affecting resilience in businesses, which enhance the capacity of a 

business to not just make realistic plans but also to carry them out. In the scope of this research, only the 
factors mentioned above are discussed in regard to resilience in large and small companies. 

3 Case study 

3.1 Chosen domain 
For the resilience case studies the domain of media streaming was chosen. An increasing amount 

of organizations are found in this domain due to the success of streaming services. Two organizations 
were picked which both showed interesting signs of resilience and are interesting for this study due to the 
fact that they differentiate substantially in size. Case studies on both Netflix (section 3.2) and Videoland 
(section 3.3) are described. In those sections, the organizations are introduced and fundamental factors of 
resilience and their respective spots in the adaptive cycle are discussed. In section 3.4, strategies found in 
both studies are elaborated. 

3.2 Large organization: Netflix 

Introduction 
Marc Randolph and Reed Hastings launched The Netflix website in 14 April 1988, but Netflix as 

a company was founded Netflix in 1997. It was a mail-order DVD-by-Mail business with monthly 
subscription fees so that consumers could avoid late fees [19]. 

DVD players weren’t being purchased because of lack of DVDs, retailers would not stock them 
because few people had DVD players. Netflix needed to make a move to break this cycle. So it made 
deals with DVD-manufacturing companies and put free-rental coupons in DVD-player boxes promising 
“more than a thousand titles” [19]. 

The interface is one of the prime reasons for Netflix’s success on the Internet platform. The 
website was intelligent, interactive, and user-friendly. The early adoption of a subscription service for 
online digital streaming and entertainment delivery was a winning factor throughout the DVD strategy 
ups and downs. 

In 1999 the number of titles had increased to 3000 different movie options in the Netflix catalog. 
By February 2007, it had distributed its billionth DVD. Another distinguish in the Netflix’s distribution 
model on the market was release of the entire television series at once instead of week-to-week episode. It 
allowed audiences to “streamline” the content. This model responds to the shifts in viewer-watching 
habits, offering a new way to view newly released television series. This brand-defining distribution 



model made a surprising impact across the industry, increasing discourse about Netflix, as exemplified 
through the late 2012 increase of Netflix Web searches and industry articles [19] 
 
Adaptive cycle and its factors 
Equilibrium → Crisis 

The crisis period for Netflix started around 2005, when Youtube and other video streaming 
websites were introduced and started to become popular. The technology was developing rapidly. Due to 
constant improvement of the internet speed, the consumers had a chance to change their preference. 
Users’ interest in DVD rental descended, thus affecting the entire business strategy of Netflix.  
 
Crisis → New combinations 

The company’s management was quick in detecting the new trend and making the right decisions. 
The background of the management was a positive effect by judging and adjusting the strategy. In 2011, 
Netflix announced an increase in price. The policy was changed: the subscription fee has increased by 
60%. The new amount was a $16 monthly, for the service of online streaming and one DVD rental at a 
time.  

Following the period of crisis, Netflix understood the need to refresh the strategy of the company. 
The new market of online streaming was not easy to adjust to. The company struggled with its content 
strategy - large media companies would not agree to license their popular movies and TV programmes on 
attractive terms. This has lead to a poor content on the Netflix website. The content was mainly consisted 
of the old movies and television shows from a variety of networks and studios. [21] 

Netflix acknowledged the problems encountered with obtaining licenses for highly demanded 
content. They have decided to implement the vertical integration strategy. As part of this strategy, Netflix 
surged to create its own content (e.g. The House of Cards, Orange Is The New Black, etc). It’s reported 
that in 2018, Netflix Originals’ content pipeline reached 80 films that the company has either acquired or 
commissioned, which sounds positively eccentric compared to the 12 films released by Disney, and 20 
released by Warner Bros, in 2018. [20] 
 
New combinations → Entrepreneurship 

The new strategy of Netflix is still being rolled out. The customer base is constantly growing, for 
instance 98.75 million subscribers in the 1st quarter 2017 and 137.1 million subscribers in the third 
quarter 2018. Innovation, consistency and new combinations lead the company back to the 
entrepreneurship phase. Data also suggests the slow but steady move towards a new level of equilibrium, 
as represented in the Adaptive Cycle of Resilience.  

One of the next steps of the Netflix’s vertical integration strategy is to expand and acquire film 
studios. Their idea is to acquire more content, stakeholders and market share in the films’ and shows’ 
sectors. In addition to producing the content and acquiring the studios, part of the vertical integration 
strategy is to investigate the option in distributing its own content on other media broadcasting channels 
or in the movie theatres. 

3.3 Small organization: Videoland 
Introduction 



For the second case study the subject is Videoland. Videoland started as a brick-and-mortar store 
in 1984 and rented out videos in the Netherlands. It grew quickly and by 2004 they had over 200 physical 
stores. However, due to the rise of internet, which includes streaming and downloading of movie, their 
market share declined. As a result of this the parent company of Videoland, Entertainment Retail Group, 
went bankrupt in 2010. However, before that many of its physical retail stores were already shutting 
down. Videoland survived the bankruptcy by being bought by Moving Pictures Holding (MPH). Three 
years later, in 2013, MPH, sold the digital part of Videoland to RTL. After this many of the physical 
franchise stores have closed due to not being profitable anymore. RTL has since been improving the 
brand and started working together with other companies to strengthen the products they offer. They have 
successfully transformed the company’s product and were resilient enough to survive the disruptive 
change in the market. 

In the next section each section of the adaptive cycle is analysed with Videoland as the subject. 
Through this it is possible to find factors that helped Videoland be resilient in disruptive times. 
 
Adaptive cycle and its factors 
Equilibrium → Crisis 

From an outsider perspective it was already visible that something was going on with Videoland, 
and other brands in the same domain, when it started closing physical stores. This indicates that they are 
not generating enough profit to sustain themselves. This can be adequately explained by the introduction 
and massive expansion of the internet. People started streaming media instead of using physical media 
carriers such as VHS and DVD. The crisis that Videoland experienced is caused by an external 
development, something they had no real influence on. However, it should have been possible to predict 
that the internet would someday bring video, instead of just static content. 

The parent company was able to survive until 2010. Then it was declared bankrupt. It is likely 
that Videoland was not the main cause as it got bought by another company after this bankruptcy. The 
new owners likely saw potential. However, to fully use that potential they had to implement new 
combinations as the then current model of renting out VHS and DVDs would become unsustainable. 
 
Crisis → New combinations 

Videoland had to come up with new combinations to get out of the crisis side of the adaptive 
cycle. Not much information is available about these new combinations. Only the combinations that have 
been developed further and are visible to the public can be seen. The new combinations that the previous 
owner tried to implement were often not with a focus for profit growth and thus not really sustainable. 
[13] Some of the new combinations have made it through and are the combinations that are now in use.  
 
New combinations → Entrepreneurship 

Since Videoland’s digital department was acquired by RTL several new combinations have been 
introduced. These have helped Videoland to remain relevant. However, one of the new combinations was 
still done while Videoland was owned by Entertainment Retail Group. This new combination was the 
offering of video-on-demand (VOD) [3]. Videoland started to work together with a select few TV 
manufacturers, such as Philips and LG, to bring their new VOD platform to new TVs. Consumers could 
then stream a weekly rotating selection of movies. However, it is interesting to note that the consumers 
had to pay with a special prepaid card, which could only be bought in physical stores of sister companies. 



This means that although the introduction of streaming movies was relatively new and a good new 
combination, the execution was less favourable and was still tied to the old ways of working, besides the 
antiquated pay-per-view model. 

Later in 2013 Videoland started to work together with KPN to offer Videoland’s product [11]. 
For this they used a monthly fee instead of a pay-per-view model. This is likely caused by the competitors 
also using monthly fees, such as Netflix and Spotify. Videoland’s advantage compared to Netflix here 
would be that Videoland offered much more localised content. 

In 2014 Videoland started to offer the content of RTL on its platform. The unique selling point of 
this is that RTL’s content could be watched before it was aired on TV.  
 
New equilibrium 

Videoland has, after introducing new combinations, found a new equilibrium. However, this does 
not mean that Videoland has stopped trying to cover more areas with their products. For example, in early 
2018 Videoland started offering content created by Talpa. It is one addition, of which more are likely to 
follow. It underlines the importance of working together with other companies instead of all creating their 
own version of streaming. It probably is also the only way they are sustainable. If every content creator 
would have their own platform it is unlikely that consumers will subscribe to many of those, perhaps two 
max. 

This strategy is coming from RTL, which tries to “make a fist towards international tech-giants” 
[12]. 
The observed strategy is thus creating a streaming platform that has more value for the Dutch market. 
They have their features, and try to add more as they go on. They are certain what they want and can do. 

3.4 Evaluation of findings 
In this section we will evaluate the findings of both the Netflix and Videoland case studies. By 

evaluating we try to find similarities and differences in strategy. This allows us to see what kind of 
strategies are potentially important for companies similar in size. The strategies that are found are then 
related to the respective resilience factors. These can then be recommended to other similar companies, 
who in turn can use these recommendations to build their strategies. 

3.4.1 Strategies found in Netflix 

The technical background of the co-founder, chairman and CEO Reed Hastings helps the 
company to recognise the change in preferences on the market. He was always ahead of time to recognise 
the need in switch and had been preparing for it in advance. Netflix is the first "leasing" company that 
grew into creating its own exclusive films and TV series [18]. 

The idea behind innovative development was not only in innovations, but also from the 
prerequisites of creating these innovations, precisely, from innovative potential of the company. 
 
According to the scientist Nikolaev A. I., the overall potential of the enterprise is consisted of four equal 
parts. It described more in details in the Table 1, [18]: 



Netflix supports good level of their own innovation potential at all stages of its development, and 
it allows to implement vast number of projects that contributes to the stabilisation and preservation of the 
position in the market.  
 
Table 1. The overall potential of Netflix. 

The overall potential of Netflix 

Industrial and technological Science and technology Financial and economic HR 

Support of various devices. 
Netflix uses adaptive 
streaming technology which 
allows them to adjust audio 
and video quality to match 
download speed user. 
Company provides the 
opportunity to choose video 
quality on the website. 
All Netflix is cloud-based, 
which allows to watch movies 
even without any required 
software security 

Restricted Boltzmann 
Machine approach 

The Business model 
does not suggest the sale 
of separate videos, but 
paid subscriptions to 
access total content. 

Creating the working 
atmosphere where 
Netflix does not 
control their 
employees. However, 
they demand to 
deliver the results 
from their employees 
in the set deadline. 

 
Innovative potential  (Table 2) of the company is usually achieved by cumulative consideration of 

production and technological, scientific and technical, financial, economic and human resources 
enterprises. Thus, the combination of all creates the basis for the formation and development of the 
innovative capacity.  
 
Table 2. Structure of innovation potential in Netflix. 
Internal factors  External factors  

- Equipment availability 
- Staff qualifications 

- Market demand 
- Reducing piracy 

 
Innovative opportunities are created at the expense of other components. The internal and 

external factors have a significant impact on the infrastructure of the innovation in Netflix, since their 
development and willingness at work affect efficiency and effectiveness in the functioning of the 
company. Perspective solution of Netflix is an offensive innovation strategy, which implies active 
introduction of different innovatives into their activities in order to preserve leading position in the 
market. 



3.4.2 Strategies found in Videoland  

Videoland has, just like Netflix, reinvented itself. It has repackaged its original product－from 
physical rental to digital streaming. In this transformation process there are several moments where the 
strategy, or lack thereof, of Videoland can be identified. At first, it is possible to see that Videoland is not 
actively preparing for possible future disrupting developments. This results in a loss of revenue and the 
closure of many of its physical stores. Videoland, thus, did not see the upcoming switch of the market. 
After the switch has already started some new combinations are implemented, however, they are too late 
to generate enough revenue to keep the parent company alive. This signifies that perhaps for smaller 
companies it is more important to be able to implement new combinations quickly, and thus be prepared, 
as they are less likely to be able to survive periods of no or less income. We can see that the new 
combinations are further implemented when Videoland is bought by RTL. Ultimately, all of these new 
combinations that are then implemented can be labeled as working together with other companies. This is 
a direct implementation of the “outside relationships” resilience factor. This has been the major strategy 
of Videoland so far and also seems like a successful strategy as they find more companies to work 
together with, e.g. KPN, Philips, and Talpa. Through this strategy Videoland tries to remain relevant and 
be able to compete with the larger international competitors. 

4 Discussion 

Within the case studies resilience strategies were found. These strategies can be related to certain 
resilience factors. The main strategy used by Videoland is working together with other companies. This 
strategy can be related to the “outside relationships” resilience factor and is a kind of social resilience, it 
happens during the crisis and new combinations phase. However, it is also possible to implement this 
strategy as an engineering resilience to strengthen the organisation during an equilibrium. This strategy 
implemented by Videoland is not found back in the case study done on Netflix and thus we propose that 
for smaller companies it is a successful strategy to focus on working together with other companies to 
become more resilient. 

In the case study done on Netflix it was discovered that it is a very innovative company.  They 
ensure that their business model is oriented on long-term development. being a sustainable leader in the 
market for long period of time , the company was able to create a financial pool. It allows Netflix to 
investigate the current customer demands and new changes. This approach in fact shows “preparedness”in 
their business model. The company is constantly investing in its new ideas and investigates the future 
crisis situations. Netflix is not afraid to take risks and until this moment it has worked in the benefit of the 
company. In addition, they are very selective in their personnel. Netflix calls their working culture as 
“Freedom and Responsibility”. It plays an important role in the resilience cycle, referring it to the 
“cultural” factor. 

In both case studies it was clear that the preparedness resilience factor, often important during the 
equilibrium phase, was of significant importance. Netflix was adequately prepared and had no problem 
reinventing its product. As a result it has become an organisation that has grown immensely and is now 
present in a large part of the world. Videoland on the other hand was ill prepared and only survived 
because it was sold during the bankruptcy of its parent company. This signifies that a lack of preparedness 
can be overcome, however, that is a bad strategy. 



 
Fulfilling this case study led to some interesting findings. It was found that as a smaller 

organization within a competitive field where there is a clear leading competitor (in this case: Netflix) it is 
important to work together with other organizations due to limited funds as to kick the leading competitor 
of its throne. Either this, or a differentiation strategy can be implemented, where the organization tries to 
distinguish itself in some sort of way. For the field of media streaming, this could for example be a 
differentiation in content, such as creating own content as to create an advantage over competition, where 
customers would pick the platform of the smaller organization due to content that fits more to their 
preferences. This is a strategy many companies are already trying, e.g. HBO, Disney, Hulu are all 
implementing their own streaming platform instead of using already existing platform. This can be 
applied to many types of small organizations, that need to differentiate themselves in one way or another 
to survive and stay resilient during this process by being prepared for possible changes in the context of 
the organization field. 

5 Future work 

This research led to awareness on how organizations differentiating in size try to stay resilient, 
and what factors play an important part in this. Going even more in depth in the differences in resilience 
factors for small and large organizations could supply a greater insight in this field of research. This can 
be done by doing more case studies, in which many different types of organizations should be researched, 
in- and outside the field of media streaming. Findings in those studies could then be compared to the 
findings within this study, after which potential extra fundamental factors should be studied thoroughly.  

Another thing that could be of interest to this field of research is applying these factors in a 
practical sense, and studying the resilience of the company after applying them. Factors that were found 
to be fundamental for large organizations could also be applied for small organizations and vice versa, to 
see whether this could disrupt the resilience of an organization. 

Moreover, it is important to evaluate the same situation inthe different industries. The factors 
which apply to large and small organizations in one industry could be not applicable to another industry. 
The differences can be seen in different economical and different geographical situations. All these 
differences can be investigated further in detail in order to draw final conclusions and parallels. 
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