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Abstract 

 

The document is the master thesis for the master program Business Information Systems. It is one part of 

the research project: Adaptive Cycle at the University of Amsterdam, which is developed based on the 

theory of Thompson (1967), and Gunderson and Holling (2002). The research aims to develop a theoretical 

framework to structure the case study to recognize the force ‘revolt’ and ‘remember’ , and the balance 

between them in the adaptive cycle, which could be used as recommendation for future researcher to do 

case the case study on the topic. The influences of revolt and remember on the organization in each phase 

of adaptive cycle will be deplored, the characteristics of balancing revolt and remember will be concluded 

in real cases as well. The research is composed of two main parts: theoretical framework, and theory in 

practice. Theory will be developed in the basis of literature review. After that, theory will be tested through 

research meeting, case study review, and four real case studies. The result is a proposed theoretical 

framework for guiding future students to structure the case study, and combine the theory with practice. 
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1. Introduction 

In the rapid developing society, it is obvious that organizations are in the dynamic business environment 

with various kinds of uncertainties. Uncertainty is different from risk. With risk, you assign various 

probabilities to events you know may occur; with uncertainty, you know that you don’t know (Wilson, 

1973). These uncertainties can originate from natural disasters, economic turbulence, changeable policies, 

and technical innovation. They may abruptly cause undesired effects or loss without any caution in advance. 

Thus, organizations’ current success will not be sustainable in the future if they do not make preparation to 

response to these changes in new ways. Moreover, some internal and external changes may bring 

unexpected crises to organizations in two forms: crises that bring negative effects on organizations like 

“black swan”, or crises as opportunities for establishing new competencies. Both of them will lead to 

uncertainty, which may occur in increasingly rapid succession and may disturb equilibriums more quickly. 

In such a dynamic context, organizations need to realize the strong impacts that the crisis will bring, and 

know how to prepare for a disruptive change.  

 

The topic of the research is organizational change. An organizational change can be disruptive or adaptive 

(Amburgey et al., 1993). In this stage, organizations should apply specific management and operations 

because of the complexity of organizational changes in uncertain environment. For instance, the 

organizational change may involve environmental influences, organizational contexts, different types of 

changes, stakeholders etc. These factors will be discussed in the ensuing chapters. 

 

The model of adaptive cycle of resilience is a research project at the University of Amsterdam, which were 

developed by A.W. Abcouwer and B.G. Parson based on the work of Thompson (1967). This cycle 

describes a method how an organization goes through a process of changes when it faces with a crisis. The 

model reflects that every organization goes through a cyclic development path that can be defined within 

the want/can. Organizations could be informed the future trends of the crisis, and the methods to deal with 

the crisis through studying the adaptive cycle model.  On this basis, Kauffman (1995) concludes that 

organizations are parts of chains of networks. Meanwhile, an organization is composed of several parts, 

which always influence each other. These influences are not in the same level and direction. Thus, the 

concepts ‘revolt’ and ‘remember’ (Gunderson and Holling, 2002) are introduced in the research, which is 

the main focus in the research.  In a broad sense, revolt and remember exist in organizations all the time. 

In organizational change, revolt and remember have special influences on organizations in each phase. The 

ideal combination is to balance the two forces in appropriate ways to achieve sustainable development. 

Through researching on revolt and remember, I can more deeply deplore how organizations response to 

uncertain circumstances, and deal with crises within the organization in different phases in dynamic 

environment.  

 

2. Problem Statement 

The adaptive cycle of resilience is the core content of the course (Virtual) organizations in a dynamic 
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context. The students of Business Information Systems programme started from February and September 

2012 have contributed on the project. Students in groups gave student lectures and did case studies on the 

relevant topic of adaptive cycle of resilience during the course, which are valuable resources for the 

research. During the process, Toon Abcouwer as the lecturer of the course found that the project still lacks a 

standard approach to analyze the cases of organizational change. Hence, Tobias Lensker and I aim to 

research on the case study approaches for the adaptive cycle of resilience, which may contribute to combine 

theory with practice on the subject. The research is divided into two sub topics: identification of phases in 

adaptive cycle (Tobias Lensker), and the influences of revolt and remember (Chiyuan Li). 

 

3. Research Question  

Research Question: 

 

How to structure the case study to recognize the influence of ‘Revolt’ and ‘Remember’ 

in the adaptive cycle of organizational change? 

 

Sub-questions: 

− How to identify if the organizational change is forced by the term of “Revolt” and “Remember” in the 

adaptive cycle?  

− How do “Revolt” and “Remember” influence the performances of organizations in each phase of 

adaptive cycle? 

− How to balance the force “Revolt” and “Remember” in organizational change? 

 

In the thesis, I aim to develop an approach (framework) for carrying out a case study on the research of 

‘Revolt’ and ‘Remember’ in adaptive cycle. Revolt and remember is a set of opposite forces that occur in 

the organizations in the whole adaptive cycle. In each phase, the two forces have different influences on 

organizations. Through deploring revolt and remember in adaptive cycle, researchers may find how 

different parts and people in the organization performs and influences each other in each phase in the 

change, and how the organization deal with the dilemma to balance the pride of existing and curiosity about 

the new. Hence, it is obvious that the research topic is one of the most important focuses in adaptive cycle. 

The research includes three main points, which is shown in the sub-questions. The results of three 

sub-questions will compose the theoretical parts of the framework. The significance of the research is to 

guide students in studying cases and a way of linking theory with practice in future studies. 

 

4. Research Methods 

4.1. Research strategy  

Qualitative research is the main research methodology. Theoretical framework is established on literature 

review. Inductive approach and categorization will be used to generate theory from data. The purpose of 
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the research is to structure the case study to recognize the influence of ‘Revolt’ and ‘Remember’ in the 

adaptive cycle of organizational change, so theory development is the basis of subsequent research.  After 

generating the theoretical framework, I plan to use practical experiences to test the theory. The case study is 

the main approach. During the case study, a conceptual framework of linking theory with data gathered in 

the case studies will be created. Meanwhile, the theory could be tested and improved in practice.  

4.2. Sampling  

Purposive sampling will be used in the whole research. Data will be gathered from academic literatures and 

case studies. In the case study, the research will focus on private commercial organizations, which has 

experienced crises and changes in dynamic environment. In the research, I plan to discover categories and 

characteristics of organizational change through collecting, coding, and analyzing data. 

4.3. Data collection  

Data will be collected through the following ways: 

 Systematic review of the literatures 

− Literatures on the wiki page of Adaptive Cycle  

− Literatures on the topic of research methods  

− Relevant literatures on the topic of adaptive cycle of resilience: organizational change, innovation, 

resilience, black swans, organizational learning etc.  

 Reviewing cases studies done by students published on wiki 

 Real case studies 

4.4. Data analysis  

Coding will be used as a tool of data analysis which begins during initial stage of research. Meanwhile, I 

plan to use thematic analysis approach to analyze qualitative data. Specifically, firstly, categorizations will 

be defined based on literature review. Then, all data gathered will be assigned into different categorization. 

Thematic analysis could make data analysis more systematic and accurate. 

 

5. Research Design 

5.1. Establish the EndNote Database  

The adaptive cycle of resilience is the core content of the course (Virtual) organizations in a dynamic 

context. The students of Business Information Systems program in the year 2011 and 2012 have made 

contribution to the project. The project has a wiki page, which contains about 300 academic literatures and 

12 case studies added by students before the research. These materials are valuable resources for the thesis 

research, but the topics of them are various, and the quality is uneven. Hence, how to properly manage and 

use these materials is critical.  
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First of all, Tobias Lensker and I established an EndNote database to collect and categorize all literature in 

a clear structure.  We had a clear division of the work. Tobias Lensker worked on literature of the year 

2011, and I was responsible for the ones of the year 2012. We searched for literature in PDF version based 

on the literature review done by students, and added them into the database.  

5.2. Literature Review & Categorization 

In the second place, all literature was categorized in a unified standard according to two sub-topics. It was 

divided into three steps: 

 All literature was divided into four groups: Relevant, Irrelevant, Influence, and Quadrant.  

 A standard structure was created to categorize the literature (Figure 1) 

 Literature review and categorization 

The categorization includes:  

−   Categorize the literature into four steps of the adaptive cycle model (Equilibrium, Crisis, New 

Combinations, and Entrepreneurship)  

− Categorize the literature in the group “Influence” (Revolt /Remember/The combination)  

− Categorize the types of research methods in each literature 

− Categorize the specific aspect of the literature 

Moreover, a short description of each literature was filled into the database.  

 

During this stage, I completed the work of literature review, and established a preliminary theory 

framework on the topic.  
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Figure 1 Standard structure for categorization 

5.3. Structure Wiki Page of Adaptive Cycle 

After reviewing and categorizing literature, Tobias Lensker and I started to structure and update the wiki 

page of adaptive cycle. In the page “Literature”, 175 relevant literatures were remained after reviewed and 

selected. All literature was formatted in a unified structure so that visitors could get the most important 

information clearly and quickly. If visitors want to read the whole literature, they could get the PDF version 

of the literature through the link.  Figure 2 shows an example of the literature format.  
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Figure 2 Format of the literature 

 

5.4. Literature Review on Case Study Methods 

The purpose of the thesis is to develop an theoretical framework for carrying out a case study on the 

research of ‘Revolt’ and ‘Remember’ in adaptive cycle, so literature review on case study methods is an 

important step. Based on literature review, an alternative case study process was developed, which will be 

explained in the following chapter. After establishing theoretical framework of adaptive cycle, I combined 

the case study process with theoretical framework, the result of which could be an alternative approach for 

students to study cases in the future research. 

5.5. Research Meeting 

Date:  29 May 2013    

Time:  15:00-18:00 

Place:  Science Park 

Attendants:  10 invitees, Toon Abcouwer, Thomas Kolka, Tobias Lensker, Chiyuan Li 

 

The supervisor of the thesis, Toon Abcouwer, organized a research meeting on 29 May 2013.  

The purpose of the meeting was to share the research findings so far and discuss the topic from theory to 

practice. After we presented our researches, participants gave a lot of high-quality suggestions. The 

following paragraph is the summary of the responses on my current results and suggestions for the further 

research: 

 

Participants of the research meeting presented that the research project of adaptive cycle of resilience has 

highly value in science and business. They agreed that the two sub-topics: four phases in the adaptive cycle 

model (by Tobias Lensker), and the influences of revolt and remember (by Chiyuan Li) were realized in 

organization in practice. In terms of the research on revolt and remember, the participants agreed that the 

two forces really worked in organizations, and balancing the forces revolt and remember is very difficult. 

They proposed that revolt and remember should perform at different levels within the organization, and 
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each level of processes could interact each other in the change system, which had been raised by 

Gunderson and Holling (2002). As to the question “Whether the force revolt always starts from a small 

part of the organization, and then spreads to the whole organization in real case?” The participants 

thought that the answer depends on the context of organizations, and it would not influence the results.  In 

addition, combination of the two forces and four phases in adaptive cycle is designed as one of the research 

emphases. The project leader, Toon Abcouwer agreed that revolt and remember should influence 

organizations in each phases of adaptive cycle, but in different situations, the degree of influence was 

various. Other participants presented that revolt and remember really worked in real cases, but managers 

and employees might not realize the existence of the forces in most cases. It might be a problem to deeply 

analyze how revolt and remember influence organizations in practice. The sub-question “how revolt and 

remember perform in each phase in adaptive cycle?” would be answered in the paper. 

5.6. Develop the theoretical framework 

The work of Tobias Lensker’s and mine will be combined to develop an theoretical approach for carrying 

out a case study in the context of adaptive cycle of organizational change. In the first step, we will work 

together to review literatures, categorize data, and compose initial version of theoretical framework on two 

sub topics. After that, the research will be separated, and we will start to work on our own topics. As plan, 

Tobias will make questionnaire to conclude the methods of defining characteristics in each phases of 

adaptive cycle. I will focus on case studies to test the theory of revolt and remember in real cases. The final 

version of theoretical framework should be both academic and practical.  

5.7. Test theory in practice 

In order to increase the validity and reliability of the theoretical framework, the case study is designed to 

test theory in real cases.  The test is composed of two parts: case study review, and real case studies. The 

details will be explained in chapter 7.  

 

The following chart shows the whole research process (figure 3).  
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Research Results

 

Figure 3: Flow chart of research design 

 

6. Theoretical Framework 

6.1. Adaptive cycle model 

The model of Adaptive cycle of resilience (Figure 4) is a research project at the University of Amsterdam. 

This cycle describes a method how organizations will go through a process of changes, and reflects that 

every organization goes through a cyclic development path that can be defined within the want/can.   

 

Phase 1: EquilibriumCrisis 

The adaptive cycle begins in quadrant 1—equilibrium. In this state, the organization develops sustainably 

using existing resources as plans. Internal and external stakeholders satisfy with current situations. But in 

dynamic society, environment changes frequently. If environment changes disturb the equilibrium, the 

change will move the organization to the crisis.  

 

Phase 2: CrisisNew Combinations 

Once external influences bring a crisis, the organization will face with uncertainties. In this situation, what 

does the organization want to do, and what the organization can do is unknown. The problem leads to the 

difficulty of defining strategies and making decisions. The existing business model is no longer capable of 

dealing with the unforeseen circumstance, so managers needs to add new varieties to the current business 

and operations. Then, the crisis will transfer to new combinations. 
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Phase3: New CombinationsEntrepreneurship 

In this phase, managers should firstly search available options from various fields in the organization to 

response to the crisis. The second step is to analyze how realistic these options are. Then, managers have to 

make final choice to decide which varieties will be implemented. After making the decision, the 

organization will move to the quadrant “Entrepreneurship”.  

 

Phase4: EntrepreneurshipEquilibrium 

In the last phase, the organization begins to implement new varieties. The organization needs to reorganize 

to meet the needs of the change, for instance, redefining the roles of employees, adjusting the 

organizational structure, and reorganizing business process. All these internal changes could stimulate the 

organization to get back to the equilibrium again (the balance between “want” and “can”). But the adaptive 

cycle may start again when environment changes.  

 

Through learning the adaptive cycle of resilience, the organization could be informed the future trends of 

the crisis, and feasible methods to deal with the crisis.  The research on revolt and remember could be 

combined with the model to explain how organizations perform in organizational change. 

 

Figure 4: Adaptive cycle model 

 

6.2. Concepts of Revolt and Remember 

6.2.1. The dilemma-source of revolt and remember 

It is obvious that organizations are in the dynamic business environment with various kinds of uncertainties. 

Their current success will not be sustainable in the future if the organizations are not well-prepared to 

response to these changes in a different way. Under this uncertainty, organizations will experience 

increasingly rapid successions, but equilibriums will be disturbed more quickly and more radically. On the 

one hand, organizations need to be flexible, innovative and able to adapt quickly to unforeseen 

circumstances. One the other hand, organizations are able to manage the present in order to maximize 

profits and satisfy the stakeholders. I think that the dilemma is one of the main sources of two opposite 

forces: Revolt and Remember.  
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6.2.2. Hierarchical thinking in the adaptive cycle 

In adaptive cycle, the force ‘revolt’ and ‘remember’ perform at different levels within the organization. The 

organization is composed of individual parts that each function independently but that also do mutually 

influence each other (Kauffman 1995), for instance, organizational strategy, financial position, and human 

resources. Meanwhile, organizations are part of chains of networks, which are frequently influenced by 

external environment.  

 

Figure 5 (Gunderson and Holling, 2002) 

 

Figure 5 is the model of the hierarchy, reflecting how revolt and remember perform between different level. 

Gunderson and Holling (2002) think that the model could also be applied to organizations.  The model 

shows three scales of 3 levels of structures and processes as they interact in the organizational change.  

 

The smaller and faster parts (levels) initiate influence on the other parts of the organization. After the 

smaller part gets positive feedbacks from the change, it intersects with the larger one to create rapid 

upscaling. This process is forced by revolt, which focuses on test, experiment, and innovation. On the other 

side, the larger and slower parts of the organization are forced by remember, which stabilize accumulated 

memory of past successful experiments, and pass down to the smaller levels. The whole model connects the 

two forces—creative and conserving. Organizations need to balance revolt and remember to achieve 

sustainable development, so the Revolt and Remember connections are important at times of change.  

6.2.3. Definition of Revolt and Remember 

Revolt:  

Revolt is the situation where fast and small events overwhelm slow and large ones. Generally, revolt starts 

from small and fast parts of organization, which initiates development in larger and slower parts inside the 

organization. Revolt is a progressive force, encouraging organizations to look forward to explore long-term 

profits. It is also the creative ability for the organization to establish new competencies (Abcouwer and 

Parson). What should be mentioned is that revolt exists not only in organizational change, but in anytime. 

Specifically, when an organization experiences depression and its financial situation can not support change, 

the organization normally will be influenced by remember, but it does not mean that revolt does not work.   

 

Remember: 

Remember is larger and slower forces within the organization. It is a conservative force to compel the 

consideration for deciding whether the changes could indeed achieve the desired goal based on the current 

situation of the organization. Contrary to revolt, remember reflects critical consideration of the necessity for 
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the changes. It could be regarded as an exploitation phase, which applies accumulated resources (memory) 

to current situations. In the theory of adaptive cycle of resilience, when the organization in uncertainties 

starts looking for new certainty and stability, remember may compel the necessary consideration for 

deciding whether the changes could indeed achieve the desired goal. Under the force of remember, 

initiatives are rejected, and this may hold the risk of relapsing into the existing order. (Abcouwer and 

Parson) 

 

Table 1 reflects some main differences between revolt and remember: 

 

 Speed Size Force Form Strengths Risks 

Revolt Fast Small progressive Exploration Motivate to innovate; 

Bring opportunities; 

Lead to a crisis; 

Vulnerable; 

Remem

ber 

Slow Large conservative Exploitation Low risks of collapsing; 

Accumulate and store potential; 

Relapse to formal situation again; 

Do change until the crisis is imminent; 

Table 1 

 

6.3. Revolt and Remember in each quadrant of adaptive cycle 

       

Figure 6:  Adaptive cycle model (Abcouwer,2012) 

 

Table 2 combines the theory of four quadrants in adaptive cycle of resilience, and the force revolt and 

remember. It clearly shows how revolt and remember perform in each phase of the adaptive cycle, and their 

influences on the organization in decision making. The result could be guidance for organizations and 

researchers to identify their performances under the force revolt and remember. Identification the 

influences of revolt and remember should be the foundation of establishing the balance. The balance of 

revolt and remember in organizations is the reflection of the adaptive cycle of resilience in real cases.  It is 

obvious that both revolt and remember bring impacts on organizations to some extend.  Relatively, revolt 

plays a more important role in the left side of the adaptive cycle. The force trends to leads the organization 

from stability to the structural change under dynamic environment. Remember seems to have larger 

influence on the organization of right side. It resists radical change but encourage incremental change based 

on past experience. 
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Characteristics of two forces in each quadrant:  

Table 2:  Characteristics of two forces in each quadrant of adaptive cycle model 

 

6.4. Balancing the force ‘Revolt’ and ‘Remember’ 

Balancing the influence of revolt and remember is the core in the adaptive cycle of resilience. The force of 

revolt facilitates the organization to change to response to the dynamic environment. Remember helps to 

keep stability of the change. Abcouwer and Parson believe that the combined action of these two forces 

will lead to the organization working on finding a balance between pride of the existing and curiosity about 

the new. The balance is critical in creating and sustaining adaptive capability to achieve new equilibrium 

quickly. Without the balance, it is not possible to establish the resilience in complex change systems. Hence, 

Revolt, remember, and the balance in the theory of adaptive cycle is an essential research field.   

 

Characteristics of the balance 

Based on literature review, I define some characteristics of the balance of revolt and remember. These 

characteristics are divided into four categories: environment, management, operation, and organization. 

What should be mentioned is that the topic of organizational change is dynamic and complex, so it is hard 

to take all situations into account. These characteristics are defined under general conditions as a reference. 

 

Environment  

Stages Revolt Remember 

Equilibrium 

Crisis 

 

 Encourage innovation and creativity 

 Find opportunities 

 Large-scale projects 

 Reject initiatives (Abcouwer and Parson) 

 Maintain high satisfaction 

 Small-scale projects (Keen, 1981) 

Crisis 

New Combination 

 

 Search for new alternatives to build up new 

competencies (Abcouwer and Parson) 

 Possible to make radical changes in strategy and 

structure  

 Encourage creativity  

 Manager: ambitious, offensive (Mamouni 

Limnios, 2011) 

 Do not want to change until the crisis is 

imminent (Abcouwer and Parson) 

 Have inertial forces (Hannan et al., 1984)  

 Try to deal with the uncertainty using 

accumulated resources and experience 

 Manager: conventional, defensive (Mamouni 

Limnios, 2011) 

 

New Combinations 

Entrepreneurship 

 

 The decision of choice is often made based on 

intuition and gut feeling (Abcouwer et al., 2012) 

 Change its structure, processes and functions 

 

 Analyze dynamic environment 

 Originates from the status quo (Abcouwer et 

al.) 

 Recognize the potential effects of change 

(Abcouwer and Parson) 

 Iterative decision-making (Holling,1978) 

  

Entrepreneurship 

Equilibrium 

 

 Fast and complete change 

 Reorganization 

 Incremental and evolutionary change (Keen, 

1981) 
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 Creating a climate and culture for sustainable organizational change (Schneider et al., 1996 )  

Normally, the climate and culture of an organization are formed through long-term development. Schneider 

et al. (1996) believe that they could have great influences on policies, rules, business processes, rewards etc 

in daily work. In organizational change, suitable climate and culture could increase probability of 

developing sustainable change in dynamic environment. Similarly, Lemon and Sahota (2004) report that 

organizational culture has been regarded as a decisive element in innovation. 

 

 Analyze dynamic environment 

Wilson (1973) mentions that social development, political actions, economic conditions, and personal 

attitudes have become determinative forces for business. Hence, analyzing both internal and external 

environment should be a vital task in change management. If an organization has an explicit process for 

analysis, it will have a more effective response to changeful business environment. Furthermore, Wilson 

(1973) defines a framework of four environmental variables: social, political, economic, and technological, 

which should be included in the analysis plan.   

 

 Routinely learn about its environment (Henderson, 1997) 

Henderson (1997) proposes that organizations should scan and learn the environment that they exist in, and 

adjust strategy and operations based on the learning. In this process, organizations need not only find what 

to change, but also learn new ways to change and implement. 

 

 Creating an environment for the balance 

On the one side, managers should create an open environment to encourage human creativity and freedom 

of thought. On the other side, organization should establish explicit system for learning, management, and 

evaluation. Under such an environment, the balance of revolt and remember will become possible in both 

individual level and organizational level.  

 

 Maintain or create political openness (‘Resilence Allience’, 2002)  

An open internal environment and management increase the possibility to balance revolt and remember in 

practice.  

 

Management  

 

Lagadec (1997) reports that organizations find themselves easily loss in real cases even if they have crisis 

management. Effective management for crisis and change is necessary for organizations to survive in 

uncertainty. During this process, managers should know how crises occur and bring influences on the 

internal and external organization. At the same time, alternative solutions should be made in order to 

response quickly to these potential crises (Wang, 2008).  

 

 Human resource management (Wang, 2008 ) 

In order to prepare for potential crises, not only organizational strategies but also individual development 

should be taken into account. Employees are one of the most important resources in an organization. 

Uncertainty may put stress on employees’ emotional, physical, cognitive, and behavioral capacities (Barnett 

& Pratt, 2000). Unreasonable assignments could disrupt equilibrium quickly once environment changes. 

Reorganizing and redefining employee roles are main tasks in human resources management.  
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 Knowledge management 

Crisis management is increasingly important for sustainable development of organizations, and knowledge 

is the core of crisis management. Stewart (1994) reports that knowledge possessed by employees influence 

organizations’ capacity of innovation. Hence, organizations should increase the awareness of managing 

knowledge. But the problem is that knowledge is intangible, so it is not easy to manage. 

 

 Risk management 

The force remember in the adaptive cycle of change impels organizations to make risk management. It is 

hard to avoid unexpected events during the change. Organizations should make risk management plan 

using existing resources in advance. 

 

 Top management mode has great influence on organizations in the crisis (Deverell and Olson, 2009) 

Senior managers are able to imbue meaning on the crisis situation, shaping how the organization interprets 

the situation (Deverell and Olson, 2009). In some cases, employees tend to keep stable, and do not want to 

change. In these situations, senior managers are the decision makers, and they should lead employees to 

innovate. Thus, this kind of leadership is very important. 

 

Operation  

 

 Experiment with new approaches 

Employees should be encouraged to apply some new approaches to solve problems and complete tasks. In 

case, previous approaches could be used in other projects in order to avoid large risks. 

 

 Feedback from monitoring and evaluation 

Organizations should have their own guidelines for evaluating performance of crisis management. Pearson 

and Clair (1998) introduce three criteria:  

− Crisis management is effective when operations are sustained or resumed. 

− Shareholders’ losses are minimized. 

− Learning results could be used for future incidents. 

But many researchers mentioned that it is hard to decide whether a crisis management is good or not (Wang, 

2008). 

 

 Organizational learning 

In dynamic business environment, organizations are exposed in high uncertainty, for instance, natural 

disasters, economic crisis, and political reform.  Organizational learning has become a trend in 

organizations, because employees do not want to make repetitive mistakes. In theory, organizational 

learning is explained by Garvin (1993) as a series of processes including creating, acquiring, transferring 

knowledge, and modifying its behavior to produce new knowledge and operations. He suggested that an 

organization should learn from past experiences, experiences and best practices of others as well. The 

knowledge need to be transferred throughout the organization. Wang (2008) concludes that research on 

organizational learning mainly focus on behavior change, and knowledge creation. Pawlowsky (2001) 

thinks that this kind of learning could be regarded as a modification in the knowledge system to improve 

understanding and evaluation of internal and external environment.  

 

 Contingency planning to deal with ‘alternative futures’ (Wilson, 1973) 
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As mentioned before, organizations are suggested to analyze environment to realize potential crises. Once 

facing with uncertainty, organizations should make a series of management plans to prepare for ‘alternative 

futures’, even it is not possible to anticipate all possibilities (Wilson, 1973).  

 

Organization 

  

 Reliability  

Romanelli and Tushman (1994) conclude that in an uncertain situation, reliability of performance may be 

more important than efficiency to organizations, investors, and customers.  

 

 Accountability (Romanelli et al., 1994) 

Stable financial situation is a core for organizations to survive in long-term development. However, 

financial support always becomes one of the largest difficulties in changes and innovation in many cases. 

Organizations are required to account rationally to face with frequent contingencies, for instance, 

organizations can make specific plans for allocating resources for different projects.  

 

 A mix information exchange between top-down and bottom-up  (‘Think global, Act local’) (Rochet, 

2007 ) 

Rochet (2007) reports that sustainable systems need interactions between strategic directions from the top 

management and initiatives from lower levels. Holling and Gunderson (2000) propose that multilevel and 

polycentric governance should be learned to make organizations more resilient. Based on these researches, 

the combination between top-down and bottom-up established a good environment for political openness, 

human creativity and high involvement in organizations.  

 

 Building ambidexterity (Raisch et al., 2009) 

In previous studies, parts of researchers believed that balancing exploitation and exploration is not possible, 

but in rent researches, ambidexterity has become one of the most important focuses in different aspects of 

organizations (Raisch et al., 2009).  On the one side, an organization needs to exploit its past experience 

and current capabilities. On the other side, exploring new opportunities is also the key of sustainable 

development (Levinthal and March, 1993). Raisch et al. (2009) provide some suggestions on organizational 

ambidexterity: 

− differentiation and integration 

Differentiation means that organizations separate exploitative and explorative activities into 

different business units. Integration refers to apply exploitation and exploration within the same 

unit. The two ways of ambidexterity are always combined in practice. Managers should decide 

the proper balance between differentiation and integration based on specific organizational 

context and environment. based on specific organizational context and events (Gulati and 

Puranam, 2009). 

 

− Individual level and organizational level 

Mom et al. (2007) report that in individual level, the combination between top-down and 

bottom-up information flows promotes employees to exploit and explore simultaneously. 

Meanwhile, organizational efforts have influence on employees to act ambidexterity. Individual 

factors interact with organizational factors. Organizational culture creates environment for 

individuals to act ambidexterity, at the same time, employees’ awareness stimulate organizations 
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to be balance (Raisch et al., 2009).  

 

 Shared insights, knowledge, and mental models (Stata, 1989) 

Stata (1989) mentions that organizational learning occurs through shared insights, knowledge, and mental 

models. This principal could be applied on larger aspect-change management. When an organization is 

changing, the environment is uncertain so that employees must feel that everything is not under control. At 

such a moment, shared insights, knowledge, and mental models could provide them security, and they 

could know what, when, who, and how to do new things.  

 

7. Test theory in practice  

In Chapter 6, theoretical framework on the topic revolt and remember has been concluded based on a series 

of research works.  In this chapter, the theory will be combined with practical experiences to test the 

characteristic of revolt and remember through two steps: 

 Case study Review: Review previous 12 case studies made by students in the course (Virtual) 

Organizations in a Dynamic Context to find and conclude some common characteristics. 

 Four small case studies: Case studies are made in the form of interviews. During this process, a 

conceptual framework of carrying case studies is proposed, and theoretical part of the topic is tested as 

well. 

7.1. Case Study Review 

The wiki page of adaptive cycle contains 12 case studies done by students in the course (Virtual) 

Organizations in a Dynamic Context. These case studies provided a good view on how organizations cope 

with uncertainty, and manage changes in the dynamic environment in real cases. Case study review was the 

first step to test previous research findings in the research. At the same time, some new ideas were got in 

this research process. During the case study review, I use the method of ‘Categorization’. Firstly, useful 

information is gathered through reading. Secondly, based on the information, some categorizations are 

defined. Thirdly, information and categorizations are matched. Finally, characteristics are tested according 

to each categorization. The following points are the categorizations defined through the review. 

 

 Four phases in the adaptive cycle model are realized by organizations  

In these twelve case studies, most of the organizations realized that they had experienced all four phases in 

the adaptive cycle model. The organization could identify which quadrant it is in as well. In the case study 

of Department of Otorhinolaryngology and Head and Neck Surgery of Erasmus Medical Center (Erasmus 

MC), the interviewees presented that the department was not unanimously at a fixed adaptive cycle phase. 

Another organization realized that the phases of adaptive cycle could be identified not only in the whole 

organization, but also in the projects. 

 

 High Involvement and close communication among employees 

Internal and external changes may bring unexpected crises to organizations. At this time, managers and 

employees should be highly involved in the whole processes of change. In one case study, two government 
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organizations had to merge on the basis of a minimum amount of residents and on geographical location. 

The merge faced with many problems including different culture, operations, systems, and information 

sharing, which decrease the efficiency of work. The lack of communication between the employees in these 

two organizations is one of the main reasons. In such a large change, organizations should establish close 

communication through convenient and efficient information channels. In addition, the decision for the 

change was made by external employees—consultants, who were not involved in the organization after the 

merger. The new board of the directors and managers did not experience the development of two 

organizations before the merger. 

 

 Information technology innovation could bring crises 

Several case studies mentioned that information technology could be a double-edged sword. In some cases, 

organizations may decide to start a new IS project to deal with a crisis, but at the same time, implementing 

new information systems or technologies could bring its own crisis.  In the case of Erasmus MC, 

information technology innovation led the organization into crisis phase of adaptive cycle, and then 

experienced a series of changes and implementations to achieve new developments. The information 

technology innovation involves setting up new social media communication channels to create closer 

relationships of customers, and establishing unified information platform and ERP systems. In the case of 

Province of Noord-Brabant, changes on ICT impacted daily operation of the organization. New ICT 

implementation facilitated communication, and improved database to manage information more effectively. 

Meanwhile, the method of service delivery changed so that the organization could directly get feedbacks 

from customers.  

 

 Role of management  

The role of management could determine the effects of organizational changes in dynamic environment. In 

one case study, students drew the conclusion that in the right side of adaptive cycle, mangers need the 

capability of leadership, because decision making and its implementation play crucial role in the right side 

of adaptive cycle, and leadership is necessary to enforce decisions and control the implementation.  

 

 Change and innovation is essential for sustainable develop, but it is difficult to manage. 

The governmental organization of Provincie Flevoland strived to develop Flevoland into a modern and 

sustainable province. The program and information manager, Anneke Spijker, presented that Provincie 

Flevoland has developed a program on organizational change called ‘Transitie’, which focused on 

organizational development and modern employment practice. But Anneke Spijker thought that innovation 

was still lacked in the project. She agreed that change and innovation were required to get an organization 

out of a crisis, but it was very difficult to manage the processes. Anneke Spijker mentioned that the 

organization faced with some resistances during adapting new technologies. Firstly, existing culture and 

previous technologies increased the difficulties of innovation among employees. Secondly, knowledge 

about what was needed to survive in current environment was not sufficient. Thirdly, the organization did 

not have an innovation policy to manage the new project. Lastly, employees were not stimulated to 

innovate during the last ten years. Similarly, in Erasmus MC, curiosity was inhibited by the bureaucracies 

and protocols. In spite of this, the organization still tried to set up more informal settings so that students 

could be inspired to present their new ideas.  

 

On the other hand, Fast Lane Benelux is an IT education company, which provides training on new 

technologies, experienced corporate expansion to form a large international company one year ago. Kees 
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Boot, who is the NetApp Business Manager at Fast Lane Benelux, concluded that employees should be 

stimulated to innovate in many ways, but too much innovation might lead to negative crises. Obviously, the 

opinion of Kees Boot proves that the force of revolt may arouse a crisis, so how to balance revolt and 

remember is a critical issue in the organization.   

 

 Decision making 

In some cases, strategic decisions for future development are made by external people, for instance, 

consultancy companies, shareholders. The case of merger of two governmental organizations, which has 

been mentioned before, could also be used in this issue. The decision of merger was made by external 

consultants, who were not clear about actual situations of the two organizations. The organization met a lot 

of problems during the process. The interviewers also found that in this case, priority was always given to 

short-term benefits. Look before you leap was one of the suggestions on the disorder. Also, Fast Lane 

Benelux realized that the decisions were taken too hastily without careful evaluation and plans, and the 

organization had faced with a small crisis. These phenomenon show the necessity of remember to 

control overdevelopment of revolt in the organization. 

 

 Internal and external reasons 

Both internal and external environment could be reasons of crises, which depends on the context of 

organizations. For instance, changes of Provincie Flevoland were mainly triggered by external reasons. 

Economic crisis and progress in society require governmental organization to innovate. As to internal 

factors, Anneke Spijker, the Program and Information Manager in Provinceie Flevoland said that main 

internal reasons for change were scarcity in the organization. In addition, the case of Province of 

Noord-Brabant verified part of the theory that when a large external crisis occurs, strict protocols or 

rules can no longer keep the organization not be destroyed, but the organization should explore new 

variables to survive. Meanwhile, the case showed that internal changes were performed more slowly, 

because some inertial forces in the organization. Province Flevland had applied a lot of ways to 

decrease influences: training, hiring new employees, implementing ICT, improving communication 

channels etc.    

 

 Organizational learning 

In many academic literatures, organizational learning is regarded as an essential activity to a sustainably 

developing organization, but these literatures rarely mention the limitations of this topic.  A manager of IT 

consulting company presented the positive effects that organizational learning brought, but also the 

limitations of organizational learning in real cases.  

Limitations in the case: 

− High cost 

− Long-term culture 

− Strict policy and rules 

− The attitudes of managers are more defensive towards a crisis  

− No time to response to crisis signals, because the organization is problem-solved instead of 

proactive in solving problems.
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7.2. Case Study 

The case study is the last step of the research processes. Four case studies are conducted in the form of semi-structured interviews. The questionnaire contains 

fourteen questions (see appendix). In coding, a conceptual framework is designed to combine information gathered in interviews with the theory. The conceptual 

framework is a recommendation for future researchers to carry out case studies to recognize the influence of ‘Revolt’ and ‘Remember’ in the adaptive cycle of 

organizational change.  In addition, another significance of the case study is that final version of the characteristics of revolt and remember will be determined 

through the practical test.  

7.2.1. Conceptual Framework for Interviews (Combine theory with practice) 

 

N Questions What do I want to know Categories Revolt and Remember in 

Adaptive Cycle Model 

Characteristics of balancing 

Revolt and Remember 

1 Is the organization often faced with such a dilemma:  

On the one hand, the organization aims to be flexible, 

innovative, and build up new competencies; on the other 

hand, the organization needs to keep stable to maximize 

profits and satisfy the short-term interests of 

shareholders? 

Introduce the topic of the 

Interview 

 

The need of balancing Revolt and 

Remember  

Balance The existing of Revolt and Remember  

2 Has the organization experienced uncertainty in the 

dynamic environment?   

What is the cause of the uncertainty? (from external or 

internal environment)   

Do you agree that changes are triggered mainly by 

The reasons of the change 

 

The environment that the change 

occurred  

Environment In dynamic environment, equilibriums are 

disrupted more quickly and more 

radically. 

 

Analyze dynamic environment 
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external reasons? 

 

3 Has the organization made any changes to response to 

the uncertainty?  

If the answer is yes, can you give me more details about 

the change?  

In which situation, organizations 

tend to make a change?  

 

What the change is? 

Adaptive Cycle (AC) 

Crisis 

New Combination 

 

Revolt: 

− Possible to make radical changes in 

strategy and structure 

− Search for new alternatives to build 

up new competencies 

Remember: 

− Do not want to change until the 

crisis is imminent 

− Tend to deal with the uncertainty 

using accumulated resources and 

experience 

 

 

4 When the company is in the equilibrium (sustainable 

develop within existing resources), what kind of 

developing strategy does the company tend to adapt?  

How the forces Revolt and 

Remember perform in equilibrium 

stage? 

AC: 

EquilibriumCrisis 

 

Organization 

Revolt:  

− Encourage innovation and creativity 

− Find opportunities 

− Large-scale projects 

Remember: 

− Reject initiatives  

− Maintain high satisfaction 

− Small-scale projects  

 

5 Have you experienced some inertial forces to restrict 

the change?  

To what extent, did they influence the change?  

What kind of force of Remember 

could restrict changes?  

 

How Remember influence 

AC: 

Crisis 

New Combination 

Revolt: 

− Have inertial forces 
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changes in organizations? 

6 If the organization decides to actively response to 

uncertainty--change strategically to establish new 

competencies, will the organization make a conservative 

plan to avoid crisis at the same time?  

 

Do organizations realize the 

balance between Revolt and 

Remember in real cases? 

Organization 

 

 Building ambidexterity 

7 Do you agree that the attitudes of managers always 

have great influence on decision making in the 

organization?  

How are Revolt and Remember 

reflected on managers? 

 

Doe ‘Revolt managers’ and 

‘Remember managers’ have 

opposite performances on 

decision making? 

AC: 

Crisis 

New Combination 

 

Management 

Revolt: 

− Manager: ambitious, offensive 

Remember: 

− Manager: conventional, defensive 

Top management mode has great 

influence on the change 

8 How did you reflect on previous learning experiences 

in the organization?  

How do organizations learn from 

own experience, past history, and 

best practices of others?  

 

How do they transfer knowledge 

efficiently?  

 

Operation  Feedback from monitoring and 

evaluation 

 

Continually learn at all levels during 

the whole process  

 

9 Searching for new variables from different fields to 

build up new competencies is an important step in 

changes to get rid of uncertainty. The following are 

some alternative ways to make final choice for the 

options. Do they work in real cases?  

 

The ways that managers choose 

new variables (decision making) 

during changes in practice (Revolt 

/Remember /Revolt & Re 

member) 

 

AC: 

New Combinations 

Entrepreneurship 

 

Revolt: 

− The decision of choice is often made 

based on intuition and gut feeling 

Remember: 

− Originates from the status quo  

− Recognize the potential effects of 
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a. The decision of choice is made based on intuition and 

gut feeling  

b. Originate from the status quo of the organization  

c. Evaluate potential effects of each choice before 

decision making  

d. Iterative decision-making  

change  

− Iterative decision-making 

10 Did the organization tend to quickly and widely 

implement new varieties or make incremental and 

evolutionary change when implementing new variables 

normally? 

How Revolt and Remember 

influence performance of 

organizations in implementing 

new variables to achieve a new 

equilibrium? 

AC: 

Entrepreneurship 

Equilibrium 

 

Revolt:  

Fast and complete change 

Remember: 

Incremental and evolutionary change 

 

Frequent evaluation and feedback 

11 Did the organization establish a series of targeted 

management plans (human resources management, 

knowledge management…) or response system to face 

with crisis?  

Do they really work in real cases?  

How do organizations 

systematically prepare and plan 

for crisis?  

 

The effects of these plans 

 

Management 

 

Operation 

 Management: 

− Human resource development 

for crisis events 

− Knowledge management 

− Change management 

Operation: 

− Reorganize and redefine 

employee roles 

− More detailed contingency 

planning to deal with 

‘alternative futures’  

−  

12 Does the organization establish continual 

organizational learning?  

Do you think organizational learning is feasible in the 

How organizations apply 

organizational learning in 

dynamic environment? 

Environment 

 

Operation 

 Environment: 

− Routinely learn about its 

environment 
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long-term in your organization?  

 

 

 

 

 

 

The limitation of organizational 

learning in long-term 

Operation: 

− Feedback from monitoring and 

evaluation 

− Continually learn at all levels 

during the whole process 

13 Which kind of management and information 

processing strategy (top-down, bottom-up) does the 

organization use?  

Is it possible to apply a mix development between 

top-down and bottom-up in the organization?  

 

The relationship between 

information transfer ways and  

change management  

Organization  A mix development between 

top-down and bottom-up (‘Think 

global, Act local’) 

14 Do you think the following characteristics may help the 

organization to establish sustainable development in 

long-term business?  

 

a. Human creativity b. Freedom of thought c. Political 

openness  

d. Organizational learning e. High Involvement f. 

Implement several projects at the same time  

g. Contingency planning to deal with ‘alternative 

futures’  

h. Experiment with new approaches i. Feedback 

between monitoring and decisions  

j. Iterative decision-making k. Environment analysis 

 

Do these characteristics exist in 

organizations? 

 

Could these characteristics help to 

develop balancing between Revolt 

and Remember? 

Environment 

 

Operation 

 

Organization 

 Environment: 

− Creating an environment of 

encouraging human creativity 

and freedom of thought  

− Maintain political openness 

Operation: 

− Experiment with new 

approaches 

− Feedback from monitoring and 

evaluation 

− Contingency planning to deal 

with ‘alternative futures’  

Organization: 

− Shared insights, knowledge, and 
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Do you have any new ideas on the characteristics? mental models  

Table 3: Conceptual framework for the case study 

 

7.2.2. Test the theory  

Background of Organizations: 

 

 Interview 1 Interview 2 Interview 3 Interview 4 

Name Incentro Vierstroom Data Excellence DUO 

Public/Private Private Private Private Public 

Size Medium Large Small Large 

Industry IT consultancy Care Service Financial Services Education 

Table 4: Information about the four case studies 

 

Interviews  

 

N Questions Interview 1 Interview 2 Interview 3 Interview 4 

1 Is the organization often faced with such a dilemma:  

On the one hand, the organization aims to be 

flexible, innovative, and build up new 

competencies; on the other hand, the organization 

needs to keep stable development and satisfy 

external stakeholders. 

Exist dilemmas:  

The board of directors wants to grow, 

but employees want to keep stable 

 

Tend to grow 

Not much dilemmas:  

The financers, for instance, 

insurances, governments, tend to 

change, because they believe that the 

organization cannot survive without 

changes. However, employees do not 

Exist dilemmas: 

took some measures to cope with 

the dilemma 

Exist dilemmas: 

Need both stable development and 

innovation 

Can not make a choice 

 

Extra dilemma: 
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want to change. 

 

Decreased costs--political aims 

(high quality of standards) 

 

 

2 Has the organization experienced uncertainty in the 

dynamic environment?   

What is the cause of the uncertainty? (from external 

or internal environment)   

Do you agree that changes are triggered mainly by 

external reasons? 

 

 Many small uncertainties in 

daily work—develop new 

visions for customers 

 

 One large crisis last year: Hire 

wrong employees 

                    

Changes are triggered mainly by 

internal reasons. 

 

 The organization is not quite 

sure how to find new ways to 

provide better services for the 

elderly people in low cost.  

(eg. Living in smaller groups, 

provide suitable services for 

different clients) 

 

 From this year, parts of 

financing shifted from the 

national level to the city level, 

but the money was less. 

 

Changes are triggered by both 

internal and external reasons. 

 External market economics 

have some pressure on the 

price 

 Economic crisis: customers 

tend to delay projects 

 

Changes are triggered mainly by 

external reasons. 

 

 Economic depression (less 

money) 

 Cost reduction program 

 

Changes are triggered mainly by 

external reasons. 

3 Has the organization made any changes to response 

to the uncertainty?   

If the answer is yes, can you give me more details 

about the change? 

 Fire some employees 

 Adjust management position 

 Reorganize organizational 

structure  

 

Change legal structure:  

 Divide the large organization 

into several branches based on 

functions 

 Avoid crises   

− If one fails, others will not 

be affected. 

 Start doing Business 

intelligence, but use the 

same competencies and 

resources 

 

 

 Start a new company—a 

 Establish connected 

systems, multi-functional 

teams 

− Make a team to solve 

a problem 

 Employees from different 

departments need to work 



26 
 

 Provide better services chance 

− For the long-term 

development 

− Employees want to be 

consultancy 

I 

together at daily bases    

 Communication problem: a 

team composed of technical 

staff and business staff 

4 When the company is in the equilibrium 

(sustainable develop within existing resources), 

what kind of developing strategy does the company 

tend to adapt? 

Optimize its strategy and performance  Improve quality  

 Innovate in logical way that 

stakeholders could accept 

 Engage in new markets 

 Expend the market 

 

 Balance decisions to 

achieve goals 

 Balance all the directions 

(business process, finance, 

learning company, 

customers’ satisfaction, 

limited workforce etc.) to 

maximize profits. 

 

5 Have you experienced some inertial forces to 

restrict the change?  

To what extent, did they influence the change? 

Inertial forces: 

 Dutch law of firing 

 Cost time to establish council of 

employees 

 Always want to delay decision 

of firing 

 

Not great influences 

 Information systems are hard to 

change 

 Systems of partners are not 

unified  

− Cheap and usable system  

 Pressure on money 

 Pressure from employees 

− Employees do not want to 

change 

− Employees want to be 

Hard to define inertial forces in 

this organization 

 Small size organization 

 Open culture 

 Transparency 

 Adaptability 

 

Some employees do not want to 

work in different teams, because 

they feel safer in departments. 
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involved in decision 

making, but it is 

impossible during quick 

change 

6 If the organization decides to actively response to 

uncertainty--change strategically to establish new 

competencies, will the organization make a 

conservative plan to avoid crisis at the same time? 

Do not have conservative plan Do not have conservative plan 

 Waste time 

 Most of cases were proved to be 

true  

 

Do not have conservative plan 

 Innovation is must. 

 Continuously improvement 

is the way to beat challenge 

 The problem depends on the 

size of the organization. 

Do have back up plan 

 Have risk management 

when working in the new 

concept 

 Offer services on Internet, 

also provide live line 

 

Ha Do you agree that the attitudes of managers always 

have great influence on decision making in the 

organization? 

Yes, it depends on the manager’s 

personality. But in the company, 

managers share insights, decisions 

with employees, because the size of 

groups is small 

Yes.  

Eg: When the manager plans to make 

a change, he will tell employees the 

minimal requirements. If one 

employee does not want to do it, the 

manager will suppose he leave the 

company. 

 

Yes.  

 People inside the 

organization share ideas. 

 A community of three 

people (two owners and one 

employee) has meetings to 

make decisions 

Yes 

 The organization needs 

employees from both two 

attitudes.  

 Managers should make the 

balance. 

 

8 How did you reflect on previous learning 

experiences in the organization? 

Flexible and effective  

communication among  employees, 

for instance, discuss and summarize 

work every evening 

 Professionally look at processes, 

financial systems, and principals 

 Try to fit in management 

development programs 

− Find what are missing in 

previous activities 

 Have evaluation workshops 

after each project 

 In some cases, it is difficult 

because quality-time 

dilemma. 

 Do evaluation during the 

 Learning: what are the 

lesson learned 

 Evaluation: search the 

lessons learned, and use it to 

new planning processes 
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− Share views on changes 

 

project is very hard because 

high time pressure. 

9 Searching for new variables from different fields to 

build up new competencies is an important step in 

changes to get rid of uncertainty. The following are 

some alternative ways to make final choice for the 

options. Do they work in real cases?  

 

a. The decision of choice is made based on intuition 

and gut feeling  

b. Originate from the status quo of the organization  

c. Evaluate potential effects of each choice before 

decision making  

d. Iterative decision-making 

a, b, c  

− Occur at the same time 

 

a. Important 

b. Not much, because most of 

variables come from outside 

c. Depend on the time 

(scenario planning) 

d. Many iterative decision 

making 

− Flat and practical 

organization 

− Sometimes the 

organization just try to 

change 

 

 

 

 

a. In most situations 

b. No. 

c. Make scenarios. The 

organization has good 

preparation for decisions. 

d. No. 

 

a. Combine between gathering 

data and intuition 

b. Yes 

c. Yes, Organization should 

firstly get data, and then 

make evaluation,  

It is not possible to predict 

100 percent. The evaluation 

depends on capacity, size 

the organization. 

d. Always 

 

10 Did the organization tend to quickly and widely 

implement new varieties or make incremental and 

evolutionary change when implementing new 

variables normally? 

Quickly and widely implement 

− It depends on personality of the 

manger. 

 

Quickly and widely implement Incremental and evolutionary 

change 

− The organization does not 

implement several changes 

at one time. 

 

Both two ways of change 

 Implement new products 

(pure innovation)—quickly 

change 

 Change large 

IS—incremental change 

11 Did the organization establish a series of targeted  Not management plans but  Make business cases and  Make plans in the end of the Start management plan at very 
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management plans (human resources management, 

knowledge management…)  

Do they really work in real cases? 

guidance  

 Encourage think and innovation 

 

business models for new 

projects 

 Have management reviews 

 Do not manage unforeseen 

situations in advance 

year (large discussions with 

the board) 

 Change scenarios,   

 Calculate resources (cash 

flow, employees) 

 Find competencies 

 Knowledge management: 

− Knowledge is mainly in the 

head of people. It is hard to 

manage.   

early stage (three years before the 

project) 

 

 

12 Does the organization establish continual 

organizational learning?  

Do you think organizational learning is feasible in 

the long-term in your organization?  

 

 Do not have explicit policy for 

learning 

 

 Knowledge management is hard 

in practice. 

 

Do not have explicit processes but 

hope to do  

 

 Something are hard to learn   

 Quality standards are too 

high 

 Communication between 

technical people and 

financial people is hard. 

Continual education for 

employees 

 

Problem: some employees do not 

want to be educated  

13 Which kind of management and information 

processing strategy (top-down, bottom-up) does the 

organization use? 

Is it possible to apply a mix development between 

top-down and bottom-up in the organization?  

 

No hierarchal information transfer 

(strategy setting involves everyone, 

keep transparency, flexible) 

 

 Mix top-down and bottom-up 

 Each team has its own report 

way 

 The boundaries should be clear. 

 

Mix top-down and bottom-up 

− Incremental innovation 

 

Mix top-down and bottom-up 

14 Do you think the following characteristics may help 

the organization to establish sustainable 

development in long-term business?  

 

Agree: 

a, b, c, d, e, f, h, i 

 

Comments: 

Agree: 

a, b, d,e, h, i, j 

 

Comments: 

Agree: 

a, b, d, e, f, h, i,k 

 

Comments: 

Key word: Balance 

 

Give perspectives to employees, 

create an environment for them to 



30 
 

a. Human creativity b. Freedom of thought c. 

Political openness d. Organizational learning e. 

High Involvement f. Implement several projects at 

the same time g. Contingency planning to deal with 

‘alternative futures’ h. Experiment with new 

approaches  

i. Feedback between monitoring and decisions          

j. Iterative decision-making  k. Environment 

analysis 

 

Do you have any new ideas on the 

characteristics? 

a. Create an environment for   human 

creativity 

g. the organization do not always plan, 

but oversee alternative futures.  

k. Do not suggest lean environment 

(hard to avoid copying) 

 

New ideas: 

 Serendipity in the environment 

c. Difficult in practice 

− Top managers have their own 

interests, and they do not 

want to open their interests.  

− The organization has tried to 

develop open policy, but it 

always was not successful. 

f. Not favorable and helpful 

g. The environment changes 

quickly, so plans will not work in 

practice. 

k.  Not much environmental analysis 

because pressure on financial 

support 

 

New ideas: 

 Start new projects in different 

units 

 Encourage and create 

opportunities for employees to 

innovate 

a&b: very important for structural 

innovation 

c. It has hardly politics in this 

company, because small size, 

open, transparency 

g. No.  

j. No. 

f. The organization has several 

projects, which start at different 

time, and have a good plan to 

assign resources. 

k. No formal framework 

 

 

explore themselves 

 

Table 5: Answers of the questions in four cases
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8. Conclusion and Suggestion 

In theory of adaptive cycle, revolt and remember represent two contrary forces, which have been 

explained in the above paragraphs. Revolt means a progressive force, which exists in small and 

fast parts of organizations. The force stimulates long-term development and innovation inside the 

organization. Relatively, remember is a conservative force, occurring in larger and small parts. It 

prefers stable development, and tends to use existing experience and resources to deal with 

uncertainty. In theory of adaptive cycle, the environment changes rapidly, so in each phase, the 

organization always meets different uncertain circumstances, meanwhile, revolt and remember 

work to influence the organization to different extents. During the process, losing the balance 

could lead to collapse and hard to return to equilibrium again. Hence, exploring the forces revolt 

and remember could be a core research on the topic. 

  

The research aims to develop a theoretical approach for the case study to recognize how the force 

revolt and remember influence the organization in organizational change. So the research results 

mainly contain two parts: the theoretical framework on the focus, and approaches for carrying out 

a case study in the background of the theory. These two parts should connect with each other. 

Theoretical study is the basis for the case study. Meanwhile, the case study is designed to test the 

theory. In the end, characteristics of revolt and remember in adaptive cycle, and characteristics of 

balancing revolt and remember become the most important part of conceptual framework for 

carrying a case study. They are proposed to be guidance for students to study cases on the topic of 

adaptive cycle of organizational change. 

8.1. Theoretical framework 

8.1.1. Revolt and Remember in adaptive cycle  

In section 6.3, Table 2 shows how the force revolt and the force remember influence organizations 

in each stage of adaptive cycle. During case study review and four small case studies, most of 

these characteristics are verified to be true, and the rest ones depend on the context of 

organizations and specific situations. Table 6 is the version after testing in real cases 

 

 EquilibriumCrisis 

The organization is in the equilibrium in the beginning of adaptive cycle. Managers tend to 

encourage innovation and human creativity in logical ways, for instance, expending the market 

and improving quality. However, external and internal environmental changes bring unforeseen 

circumstance and even crises. At this moment, large initiatives are hard to be accepted by the 

organization, because it does not want to arouse a panic. The organization still aims to keep high 

satisfaction of stakeholders.  

 

 CrisisNew Combination 
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In this stage, initially, the organization may be not realized the potential crisis, so it does not want 

to change but waits and sees the environment. Managers who are conventional and defensive 

always believe that they could use accumulated resources and experience to solve problems. 

Conversely, managers who have ambitious and offense attitudes may decide to change and 

innovate before the crisis occurs. Later, the organization finds that the crisis is imminent. The 

bases of the organization can not deal with the situations, so it has to make changes to response to 

the crisis as soon as possible. The core task is to search for new varieties to adjust internal 

processes and operations. In addition, some organizations decide to make structural changes, for 

instance, restructuring management positions, starting a new company, and adjusting business 

processes. During this process, human’s creativity is very important.  

 

 New Combination Entrepreneurship 

The organization focuses on search possible options from different fields, which may help the 

organization to get ride of uncertainty and turn to equilibrium again. After all options are found, a 

final decision has to be made to choose the right ones. During this process, both the force revolt 

and remember will influence the decision making. Firstly, the organization needs to gather 

information from external and internal environment, and then makes decision based on intuition. 

If conditions allow, the organization often analyze potential effects of the change and use iterative 

decision-making method. In some specific situation, adding new alternatives is not enough to deal 

with the crisis, so organizations make structural changes to adjust internal framework or start a 

new business, but these kinds of changes are always based on previous resources and experiences.  

. 

 EntrepreneurshipEquilibrium 

After deciding the final choices, the organization chooses appropriate method of implementing 

these new varieties. It depends on the different contexts, personality of managers, and the scale of 

the change. In this phase, the organization, employees, and external stakeholders need to adapt to 

the reorganization in order to get back to a relative state of balance between want and can.  

Stages Revolt Remember 

Equilibrium 

Crisis 

 Encourage innovation and creativity in logical 

ways 

 Find opportunities 

 Reject large initiatives  

 Maintain high satisfaction 

 Sense of security  

Crisis 

New Combination 

 

 Search for new alternatives to build up new 

competencies (Abcouwer and Parson) 

 Possible to make radical changes in strategy and 

structure  

 Encourage creativity  

 Manager: ambitious, offensive (Mamouni 

Limnios, 2011) 

 Do not want to change until the crisis is 

imminent (Abcouwer and Parson) 

 Have inertial forces (Hannan et al., 1984)  

 Try to deal with the uncertainty using 

accumulated resources and experience 

 Manager: conventional, defensive (Mamouni 

Limnios, 2011) 

New Combinations 

Entrepreneurship 

 

 The decision of choice is often made based on 

intuition and gut feeling (Abcouwer et al., 2012) 

 Change its structure, processes and functions 

 Originates from the status quo (Abcouwer et 

al.) 

 Recognize the potential effects of change 

(Abcouwer and Parson) 
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Table 6: Revolt and Remember in adaptive cycle (after test) 

 

8.1.2. Characteristics of the balance 

A list of characteristics of the balance of revolt and remember is clearly defined in section 6.5. 

Through subsequent test in case studies, some deviations are realized. In this section, the final 

version of characteristics is formed. These characteristics could be applied in general situations, 

but need to be reconsidered in specific contexts of organizations.  

 

Environment: 

Both external and internal environment impacts on sustainable development of organizations in 

dynamic society. To some extends, changes caused by external environment have greater 

influences on organizations. As to external environment, economic crisis, technological innovation, 

and progress in society require organizations to innovate. When a large external crisis occurs, 

previous resources and rules can no longer protect the organization, but the organization has to 

explore new variables to survive. At the same time, some inertial forces inside the organization 

may restrict it to make changes, but these conservative forces could be balanced with progressive 

forces through some ways, for instance:  

− Creating a climate and culture for organizational change 

− Creating an environment for human creativity 

− Maintain or create political openness 

In addition, organizations are supposed to routinely learn and analyze its environment, and adjust 

the strategy based on the learning. But in practice, some organizations have pressures on time and 

financial support to do this analysis. Even if they work on it, most of them lack formal framework 

and policy. What should be mentioned is that learning too much external environment is not 

proposed, because it is hard to avoid copying in real cases.  In terms of internal factors, they 

mainly originate from scarcity and own requirements in the organization.  

 

Management: 

In dynamic environment, the organization should have a series of specific management plans and 

management modes to deal with uncertainty, because role of management is a main determinant of 

the effects of organizational changes. Under this context, crisis/change management, human 

resources management, financial management, knowledge management should be the most 

important ones. As to change management, it is essential but hard to appropriately control. 

Organizations always meet some resistances, lack knowledge and policy to effectively manage. 

On the other hand, too much innovation might lead to negative crises. Most of managers admit 

that knowledge management is the most difficult one. In practice, especially in large organizations, 

they tend to make detailed plans, and start to prepare for them in advance.  In some cases, 

managers do not want to make plans in advance because of the changeable environment, and 

people can not anticipate what will happen several years later. But they have guidance or 

 Iterative decision-making (Holling,1978) 

Entrepreneurship 

Equilibrium 

 Fast and complete change  Incremental and evolutionary change (Keen, 

1981) 
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management reviews instead of long-term plans, for example, making business cases for new 

projects, calculating resources, and finding competencies.  

 

Furthermore, top management has great influences on the organization in uncertainty. Different 

mangers have different attitudes on decision making and management, which depends on the 

personality. They are able to imbue meaning on the crisis, and shape how the organization 

interprets the situation.   It is suggested that managers should share insights, and decisions with 

employees, and the organization should have managers from both two attitudes.  

 

Operation: 

In operation, especially after the manager decides the new varieties, how to implement these 

factors is a key issue. The process of monitoring and evaluation can help the organization to 

effectively implement new changes. The first step is to establish formal criteria for the evaluation. 

The process of evaluation could be combined with organizational learning. In evaluation, 

employees learn previous experiences, and use them to new planning processes. Organizational 

learning not only helps employees not to make repetitive mistakes, but also transfer and produce 

new knowledge. In real cases, managers have the awareness of organizational learning, but they 

always meet some limitations, for instance, the quality-time dilemma, lack of explicit policy, and 

rejection from employees.  Another important point is that the environment changes quickly, so 

they do not make contingency planning to deal with ‘alternative futures’ but oversee alternative 

futures. Additionally, flexible communication inside the organization and experimenting with new 

approaches to solve problems are also valid approaches to sustainable development. 

 

Organization: 

In uncertain situations, reliability is more important than efficiency to organizations, investors, 

and customers. That is why in equilibrium, organizations tend to improve and innovate in logical 

ways that stakeholders could accept. Meanwhile, accountability is another major concern in 

organizations. It is obvious that many implementations of organizational change need financial 

support. Reasonable allocation of financial resources is the key of successfully establishing the 

balance. Information exchange also plays decisive role in organizations. The way of mixing 

top-down and bottom-up is recommended. In structural innovation, top-down plays major role, 

conversely, incremental innovation needs bottom-up way. The combination of top-down and 

bottom-up creates an ideal environment that people in the organization share insights, knowledge 

and mental models. Beyond that, building ambidexterity is also regarded as the guidance or 

principal to establish sustainable development in organizations. The concept involves balancing 

exploitation and exploration, balancing decision making, balancing all dimensions etc.  

 

List of characteristics of balancing revolt and remember: 

Environment  

 Create a climate and culture for sustainable organizational change  

 Moderately analyze dynamic environment (depends on the context of organizations) 

 Routinely learn about its environment  

 Create an environment for human creativity 

 Maintain or create political openness  
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Management  

 Human resource management  

 Financial management 

 Knowledge management 

 Risk management 

 Top management mode has great influence on organizations in crisis  

 

Operation 

 Experiment with new approaches 

 Feedback from monitoring and evaluation 

 Organizational learning 

 Oversee alternative futures 

 

Organization  

 Reliability  

 Accountability  

 A mix information exchange between top-down and bottom-up  

 Building ambidexterity  

 Shared insights, knowledge, and mental models  

8.2. Carrying out a case study  

Research design is a ‘blueprint’ of research, dealing with at least four problems: what questions to 

study, what data are relevant, what data to collect, how to analyze the result (Philiber, Schwab, 

&Samsloss, 1980). Yin proposes that carrying out a case study involves five components:  

− A study’s question 

− Propositions: the scope of the study 

− Units of analysis: Individuals, event, entity (defining the contextual events surrounding these 

units helps limit the data collection and analysis) 

− The logic linking the data to the (theoretical) propositions 

− The criteria for interpreting the findings: Why and why not? 

 

The following flow chart shows a recommended process of studying a case. There are three 

processes: define and design the case study, conduct the case study, and conclude the case study. 

Each process contains several detailed steps.  
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Define and design 

the case study

Define the questions

Define the research background

Develop the preliminary theory

Define the units of analysis

Define the propositions

Why, How

From previous 

works

Define what the “case”is

Individuals, events, entities

The scope of the study

Limit data collection and analysis

Conduct the 

case study
Interpret the findings

Analyze data

Collect data
Revolt & Remember, the balance 

(predefined characteristics)

Link data with theory

Why and why not

Conclude the 

case study
Report final results

Modify theory

Judge the quality of the case study

Construct validity

Internal validity

External validity

Reliability

 

Figure 7: Case study process 

 

What should be mentioned is that before collecting data, researchers must develop the preliminary 

theory. In my research, literature review, categorization, research meetings occupy majority of 

time in order to set up theoretical framework, which is the base of subsequent case studies. Yin 

describes the role of theory development in the case study: 

− Prior to collecting data 

− The purpose of case study is to develop or test theory 

− The complete research design embodies a ‘theory’ of what is being studied. 

 

In the process of studying a case, data analysis is very important and time consuming. Table 7 is 

the conceptual framework of linking data with theory. The framework has been used in section 

7.2.1, which is used for combining the information gained in interviews with relevant theories 

(Table 7).  

 

Question What do I 

want to Know 

Categories Revolt and Remember in 

Adaptive Cycle Model 

Characteristics of Balancing 

Revolt and Remember 

Q# Purpose of the 

question 

AC: 

Four stages in the adaptive 

cycle  

The balance: 

Environment 

Management 

Operation 

‘Table 6’ ‘List of characteristics of balancing 

revolt and remember’ 
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Organization 

Table 7: Framework combining theory with case studies 

 

9. Limitation 

In the research, literature review occupies large proposition, because theoretical framework is 

promoted mainly based on literature. In addition, organizational change is a large topic, which 

involves many fields and cases. Owning to limited time and resources, it is not possible to study 

more literature, thus the theoretical framework gained in the research could be improved in future 

research. Secondly, in research design, the targeted organizations are private organizations. In 

actual operation, four organizations participate in the case study: three private organizations and 

one public organization. But it does not have many influences on the final results. If time is 

allowed, I hope to conduct deeper study on each organization. Thirdly, characteristics of revolt and 

remember gained in the research are valid in general situations. Each organization has specific 

context (culture, size, industry, attribute etc.), so it is hard to define characteristics in different 

situations. The theoretical framework in the thesis is summarized from common characteristics of 

different organizations.  

 

10. Further research 

In the case study, managers from three private organizations and one public organization are 

interviewed. During this process, I realize some differences in the way a public government 

approaches change, compared to a commercial organization. For instance, to public organizations, 

stable development is more important than innovation. Most public organizations have low 

pressure on profits. In future research, I suggest that researchers could pay attention to the 

different performances of organizational change in public organizations and private organizations.  

 

In addition, after reviewing case studies on the wiki and conducting real case studies, I conclude 

some topics that interviewees concern about.  

− The duration of each phase within the Adaptive Cycle Model. 

− Is it possible to go back in the Adaptive Cycle Model? For example, when new varieties do 

not seem to work, can the organization relapse in a crisis.  

− Boundaries of the Adaptive Cycle model 
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Appendixes 

 

Questions for the interview: 

 

1. Is the organization often faced with such a dilemma:  

On the one hand, the organization aims to be flexible, innovative, and build up new 

competencies; on the other hand, the organization needs to keep stable to maximize profits and 

satisfy the short-term interests of shareholders?  

 

2. Has the organization experienced uncertainty in the dynamic environment? What is the cause 

of the uncertainty? (from external or internal environment)  

Do you agree that changes are triggered mainly by external reasons?  

 

3. Has the organization made any changes to response to the uncertainty? If the answer is yes, can 

you give me more details about the change?  

 

4. When the company is in the equilibrium (sustainable develop within existing resources), what 

kind of developing strategy does the company tend to adapt?  

 

5. Have you experienced some inertial forces to restrict the change? To what extent, did they 

influence the change?  

 

6. If the organization decides to actively response to uncertainty--change strategically to establish 

new competencies, will the organization make a conservative plan to avoid crisis at the same 

time?  

 

7. Do you agree that the attitudes of managers always have great influence on decision making in 

the organization? (For instance: the manager who is ambitious and offensive always stimulates 

the organization to innovate, while, the manager who is conventional and defensive always 

pursue stability.)  

 

8. How did you reflect on previous learning experiences in the organization? (Organizational 

learning)  

 

9. Searching for new variables from different fields to build up new competencies is an important 

step in changes to get rid of uncertainty. The following are some alternative ways to make final 

choice for the options. Do they work in real cases?  

 

a. The decision of choice is made based on intuition and gut feeling  

b. Originate from the status quo of the organization  

c. Evaluate potential effects of each choice before decision making  
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d. Iterative decision-making  

 

10. Did the organization tend to quickly and widely implement new varieties or make incremental 

and evolutionary change when implementing new variables normally? 

 

4. Did the organization establish a series of targeted management plans (human resources 

management, knowledge management,…)? Do they really work in real cases?  

 

12. Does the organization establish continual organizational learning? Do you think 

organizational learning is feasible in the long-term in your organization?  

 

13. Which kind of management and information processing strategy (top-down, bottom-up) does 

the organization use? Is it possible to apply a mix development between top-down and 

bottom-up in the organization?  

 

14. Do you think the following characteristics may help the organization to establish sustainable 

development in long-term business?  

 

a. Human creativity b. Freedom of thought c. Political openness  

d. Organizational learning e. High Involvement f. Implement several projects at the same time  

g. Contingency planning to deal with ‘alternative futures’  

h. Experiment with new approaches i. Feedback between monitoring and decisions  

j. Iterative decision-making k. Environment analysis  

 

Do you have any new ideas on the characteristics? 


