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Abstract. The Immigration and Naturalization Service of the Netherlands has introduced     

INDiGO, an award winning architecture. This paper discusses the change process based on  
the concept of the Adaptive Cycle as described by Abcouwer and Parson.  
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1. Introduction 

In 2007 the Immigration and Naturalization Service of the Netherlands (IND) introduced 

what they called a fundamental renewal of their systems and way of working, as mentioned by 

Robert van Doesburg during a lecture at the University of Amsterdam [1]. 

With the introduction of INDiGO, the name of the new system, the IND aims 

for an agile system to execute legislation. This new system was conceived because the IND  

had to weather a crisis. This case study will describe the crisis and how the IND weathered it.  

The process will be discussed using the concept of the Adaptive Cycle as described by  

Abcouwer and Parson [2] to see if the change, as it occurred at the IND, matches with the  

phases of the Adaptive Cycle.  

 

 

2. Adaptive Cycle 

In the article ‘Sustainable Assertiveness  The Adaptive Cycle of Resilience’ [2]  

Abcouwer and Parson describe how every organization, inevitably, will meet with change.  

They introduce a model based on the insights of the Complexity theory. In this model the axes 

Want and Can are used. Want stands for the course the organization wishes to take, Can  

represents the ability to actually enable that direction. For both Want and Can certain and  

uncertain are chosen as possible qualification. The subsequent quadrants are named  

Equilibrium, Crisis, New Combinations and Entrepreneurship. Each quadrant corresponds to a 

phase in the change process and has its’ own assessment of reality, culture, management style 

and actions connected with these (Figure 1).  

 

 
Figure 1, the Adaptive Cycle 

  



According to the concept an organization will pass through these phases as change happens. In 

the next four paragraphs the change process that lead to the development and implementation  

of INDiGO at IND will be described based on these phases.   

 

 

2.1 Equilibrium 

In this quadrant it is clear to the organization which goals are pursued and how these 

goals will have to be realized. It is a phase of ‘business as usual’. 

 For the IND equilibrium lasted till 2004.  In this phase the IND processed the applications 

for asylum, residence and naturalization in 20 different systems, each system designed 

specifically for a group of applicants. 

The situation changed and got more complex as a result of external and internal influences. 

Externally the political choice was made to assign tasks formerly performed by the police to 

the IND. This resulted in an increase of applications to be processed and a quick growth of the 

organization. Internally the implementation of policy changes in the large number of systems 

used became more and more of a problem. For each policy change all the systems had to be 

checked, and, if applicable, changed. This situation was aggravated as the number of policy 

changes increased. The number of complaints about turnaround time of the applications 

increased quickly, and the IND had a really hard time handling these complaints as well 

(Figure 2, first quadrant).  

 When the Dutch General Accounting Office (Algemene Rekenkamer) and the Nationale 

Ombudsman, an independent and impartial body that handles complaints about almost all 

government agencies, publicly made mention of the problems at the IND, the crisis was there. 

 

 

2.2 Crisis 

 As soon as the organization becomes aware that it is no longer capable of dealing with the 

developments that disturbed the existing equilibrium, it moves to the second quadrant, Crisis. 

This transition is described by Abcouwer and Parsons [2] as Release, as the organization is 

aware of the fact that it can no longer deal with the disruptions using the available repertoire of 

actions, the old ways will have to be released, to make way for new ways. 

 Within the IND this phase started in 2004, when the public was made aware of the 

problems by the agencies mentioned.  As the organization was now aware of the crisis it faced, 

action was needed to invent new ways of ‘doing the job’. According to Robert van Doesburg, 

new projects for improvement were started in 2005. As it took the IND till 2007 to launch the 

final project that would bring the fundament renewal they sought (INDiGO), it can be 

concluded that this must have a difficult phase for the IND. The projects started in 2005 did 

not bring the needed change immediately. It is possible that the IND has relapsed into quadrant 

I from the crisis situation. Possibly the time needed for decision making, for innovations was 

slowed down by political decision making and funding of the necessary changes  

(Figure 2, second quadrant). 

  

 

2.3 New Combinations 

In 2007 the INDiGO project was launched, the IND has an idea how to tackle the future, 

how to reinvent their organization. The transition from Crisis to the next phase, New 

Combinations, is marked by a change in attitude, from fear for the future and searching for 

alternatives, to hope for the future. In the article this phase is labeled Reorganization [2]. 

  

  



After 2 years in which new projects were started but the desired change had not materialized, 

the IND embarked on the course they christened INDiGO. It was decided to go for the so 

called Green field approach, starting from scratch and nothing is off limits. Another decision 

was that the new system had to be built under Architecture, adopting 3 principles: a generic 

decision making model had to be designed, using building blocks instead of fixed processes 

and Agility had to be designed in the system (Figure 2, third quadrant). 

This way the IND hoped to build a single system that would be capable of processing  a 

variety of  applications in large quantities in an orderly and timely manner. The designed 

system would also have to be agile enough to allow the IND to implement the numerous yearly 

policy changes without causing delay or stagnation in the processes. The goal was set for 

‘Agile Execution of the Law’.  

 

 

2.4 Entrepreneurship 

It is safe to assume that as INDiGO was awarded with the  iCMG Architecture Excellence 

Award in the category ‘Business Process Management’ the transition from hope for the future 

to confidence for the future was completed, also signaling the transition from the phase of New 

Combinations to Entrepreneurship. The term Exploitation is used for this phase. 

During this phase the IND started building and implementing the chosen solution. 

Possibly  because their problems had been going on for quite some time, they started to build 

too fast. This resulted in problems with the different suppliers they had chosen and the 

integration needed between parts that were produced by these suppliers. Due to these 

problems, the date set  for finishing the implementation, 2009, was not made. For the IND the 

nearing completion of the new system signaled the transition to a new Equilibrium as they 

were growing to a situation of “doing business as usual” again, labeled Conservation by 

Abcouwer and Parson. This new situation will probably never be as stable as the equilibrium 

was before, as can be concludes from the findings of the Dutch General Accounting Office [3]. 

After reporting diminishing turnaround time for processing applications and fewer complaints 

at the start of the implementation of the new system in 2009, in 2012 a relapse was signaled, as 

the cutbacks in staff that were part of the new system were effectuated before the system was 

finished.  Eventually the last client case was migrated to the new system in 2013  

(Figure 2, fourth quadrant). 

Although a new equilibrium can be observed for the handling process and the newly build 

system, there are other developments that have not reached this state yet. The IND is currently 

developing a protocol, in collaboration with other governmental organizations, that will help 

them to gain the agility in implementing policy changes in the future. Abcouwer and Parson 

use the term ambidexterity in describing this situation of focusing simultaneously on 

exploitation and exploration. 

 

 
Figure 2, phases of change at the IND 



3. Conclusion 

The process in which the Immigration and Naturalization Service of the Netherlands  

switched to INDiGO as their system for the future has been mapped onto the concept of the  

Adaptive Cycle as described by Abcouwer and Parson [2] to see whether the  

change, as it occurred at the IND, matches with the phases of the Adaptive Cycle. It can be  

concluded that a match is possible, the phases of the change process at the IND as described, 

show remarkable similarities with the way the concept is described. Matching the concept to  

the process as it occurred gives insight on the development of the change, and would probably 

provide the management of the IND with handles on the required management style and action 

in each phase.  

Abcouwer and Parson [2] quote Dilts in their article on how ‘the map is not the  

landscape’, this is valid for the Adaptive Cycle as well, the way the occurrences, as described  

in this case study, are mapped on the quadrants can be discussed, the transition between phases   

is not always marked by a clear demarcation line. The various parts of an organization may  

find themselves at a differed stage of the change. But, as with a map, the Adaptive Cycle provi

des a picture and is capable of enlightening the roads to be taken, the choices to be made.  

As this case study is based on a single guest lecture by Robert van Doesburg at the  

University of Amsterdam it lacks detailed information. To provide this detail, in order to make 

a more detailed map, future studies would be necessary.  
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