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Abstract. Competence Factory is a training institute located in the Netherlands 

that has a cooperation with Appoint, a recruitment agency. Because of the 

changing market for recruitment and giving trainings in the Netherlands, 

Competence Factory came in a crisis and had to react. After introducing a new 

construction of paying the trainers, Competence Factory could survive the crisis 

and look forward again.  
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1. Introduction 

Competence Factory was founded in 1986 under the name Appoint. Appoint was in the 

nineties one of the biggest recruitment agencies of the Netherlands, in combination 

with giving educations to prepare their clients for their jobs. Since 1999 the name 

Competence Factory was born and had a partnership with Appoint. Changes in the 

market forced Competence Factory to change their strategies to survive as a company. 

This paper describes how the Competence Factory went through this crisis with the 

help of the Adaptive Cycle of Change. 

2. The Adaptive Cycle of Change 

The Adaptive Cycle of Change can be seen as a 

model that reflects an organizations cyclic 

development path that can be defined within the 

want/can context model (Abcouwer & Parson, 

2011). The adaptive cycle describes four states 

that an organization can be in: equilibrium, crisis, 

new combinations and entrepreneurship.  In 

Equilibrium it's clear which goals are pursued and 

how these goals will have to be realized. During 

Crisis the existence of uncertainties about how to 

define the unforeseen development becomes clear, 

and secondly, uncertainties about what the 

organization wants and can do. During the New 

Combinations phase it's necessary to choose one 

of the available alternative options and this needs to be further developed. After 

choosing one of the options it's hard to reach a new equilibrium, it demands 

unremitting labour and a reorganization and/or rationalization of business processes. 

This phase is called the Entrepreneurship phase (Abcouwer & Parson, 2011).  

          Figure 1. Adaptive cycle of change 



3. Competence Factory addressing the Adaptive Cycle of Change 

3.1. Equilibrium 

From 1999 till around 2008 Competence Factory was in a equilibrium, the market 

position was growing in this period, it was organized and it was known where they 

wanted to go. The partnership with Appoint was for both parties a successful formula, 

which created opportunities to invest more in their market positions. 

3.2. Crisis 

In 2008 the market for recruitment collapsed for Appoint, the partner of Competence 

Factory. The changes in the market made sites grow where companies can direct put 

their own job vacancies online, which decreased the market share of recruitment 

agencies in general. Appoint had a partnership, that caused Competence Factory had to 

even out the balance for both the companies.  

 A side effect was the declining amount of customers for Competence Factory, 

because a lot of customers came from Appoint to get the applicants ready for the job 

market. These events together created the Gestalt switch (van Es, 2008)  for 

Competence Factory that changed the confidence to insecurity for the future.  

3.3.  New combinations 

In this phase, multiple options have become available. It was clear that the costs needed 

to be reduced in order to stay profitable. The biggest expenses were the trainers that 

gave the trainings. Competence Factory did not want to lose their trainers, they were a 

point of sale and strength of the company. Therefore, a new construction of having 

employees could be set up instead of having all trainers working full time with a 

contract (despite if there were enough customers or not). A freelance construction was 

possible to pay the trainers. The second option was to split up with Appoint, this will 

cost a lot of administrative and time-consuming tasks. The third option was to reduce 

the costs by decreasing the amount of offices where trainings were given.  

3.4. Entrepreneurship 

In this phase, the choice was made to set up a new construction of contracts between 

Competence Factory and the trainers. This resulted in having around 40 employees that 

changed from a full time contract to a freelance contract, Competence Factory was only 

paying them for the trainings that they gave. This construction reduced the costs 

heavily, which gave Competence Factory the space and assets they needed to continue 

their business and gain back their market share. As another advantage, they now could 

also extend their training offer and hire more different trainers with different qualities. 

4. Conclusion 

Competence Factory survived a crisis by setting up a structure to pay the loans of 

trainers different and therefore reduce the costs. After this crisis, Competence Factory 

was able to look forward again and could focus again on the can and want of the model, 

which was now both certain and therefore coming into a equilibrium again. Holling 

uses the term conservation for this (Holling et al, 2002), the equilibrium is once again 

in line with its changing environment and confidence about the present is back. 
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