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1. INTRODUCTION
In this case study the adaptive cycle of resilience of Ab-
couwer & Parson (2011) is used to analyze the Ministry of
Foreign Affairs during the financial crisis in The Nether-
lands.

2. THE ADAPTIVE CYCLE OF RESILIENCE
The adaptive cycle follows the movement of a system through
four phases: Exploitation, Conservation, Release and Reor-
ganisation (Walker et al. (2004)).

Abcouwer & Parson (2011) defined four quadrants based on
the adaptive cycle. These quadrants are called:

Equilibrium: Is the situation where the cause and effect
relations are well known. Its a stable state where the orga-
nization has a clear vision

Crisis: In the crisis quadrant, the unexpected happens, and
the organisation can no longer deal with the disturbtions.
This occurs unexpectedly and has a major impact on the
system/organisation

New combinations: In this phase, new combinations are
tested. However, the organisation still doesn’t know what it
wants. The organisation has to investigate these new com-
binations for their feasibility.

Entrepreneuship: In this quadrant the organisation knows
what it wants. With a focus and hard work they try to ac-
complish their new goal.

Finally the company could arrive in a new equilibrium. Where
they will have gone through the full cycle.

3. THE MINISTRY OF FOREIGN AFFAIRS
OF THE KINGDOM OF THE NETHER-
LANDS

The Ministry of Foreign Affairs aims to improve relations
between the Kingdom of the Netherlands and other coun-
tries, and acts by the interest of Dutch citizens who work
and live abroad, and promotes a world with peace, security,
prosperity and freedom (Introductiedossier Ministerie van
Buitenlandse Zaken (2012)). More than 5100 employees are
working for the Ministry in 2012, of which 2300 were on a
local contract and 2800 on a government official contract.
The Ministry of Foreign Affairs is responsible for a budget
of 10,7 billion euro and around 760 million euro is received
each year. Worldwide more than 150 missions are active
to execute this policy of the Ministry of Foreign Affairs.
(Staten-generaal (2012))

3.1 Equilibrium
In 2009, the Ministry of Foreign Affairs was in a normal
operating state. Due to the economy getting worse, the
budget was slightly cut the previous years, but no significant
changes have occurred.

3.2 Crisis
In 2010, heavy cuts on the budget of the Ministry of Foreign
Affairs were announced by the coalition agreement of cabinet
Rutte I. 66,5 million euro had to be saved in order to fulfill
the national budget requirements in 2015 (Regeerakkoord-
VVD-CDA (2010)). This would force the Ministry to reduce
the operational costs by 25 percent. The development coop-
eration budget is always a fixed calculation from the gross
national product. Thereby it was not possible to cut on
those budgets. The only option was the operational budget,
what could lead to a shutdown of 25 percent of the missions
over the world, and thereby reducing the effectivity of the
Ministry.

3.3 New combinations
In response of the budget cuts, the Ministry of Foreign Af-
fairs was seeking to a new way of conducting diplomacy.
Their main focus for new combinations was on saving costs
at the missions spread around the world and still delivers all
required functionalities. (Modernisering Nederlandse diplo-
matie (2011))

To test this new combination, a Regional Support Office
(RSO) was setup in North America, which was delivering



back office services towards the missions in that region. In
fact, this was a Shared Service Center (SSC) as noted by
Strikwerda (2014). Passport and VISA requests were re-
ceived at the missions, but processed at the back office, and
the full financial administration was done at this RSO. Re-
sulting in a higher quality of service but most important,
less personnel was required to fulfill the activities.

3.4 Entrepreneurship
In 2011, the Ministry of Foreign Affairs wrote a memoran-
dum stating their new approach and vision. Implementing
eight RSO’s worldwide would realize the savings of 66,5 mil-
lion euro. The RSO’s were implemented in phases, having
all eight RSO’s fully operational in 2014. (Modernisering
Nederlandse diplomatie (2011))

During the implementation of the RSO, a number of prob-
lems were encountered. The main issue was the required
cultural change within the organization. Missions had to
contact the RSO’s, where they were threated as a customer
instead of a colleague. Other issue was the lack of IT align-
ment with the business requirements. The IT systems of the
missions were used to process all requests. However, these
systems were build to process a small amount of cases, in-
stead of the large combined amount of all misions in the
region.

3.5 New Equilibrium
However, besides the internal friction and IT issues, the es-
timated savings were met. A new equilibrium was created
with the introduction of RSO’s. A more flexible network of
missions is created over the world, being able to do more
work with less people (or budget).

4. CONCLUSION AND RECOMMENDATION
With the new organizational structure and the new upcom-
ing budget cuts for 2018, the Ministry of Foreign Affairs is
now able to adapt more flexible to world wide changes.

The cultural change within the Ministry of Foreign Affairs
forced the organisation to move towards an service oriented
organization. Making it possible to improve the quality and
reducing the costs.

In order to cut even more costs, it would be an recom-
mendation to reduce the amount of RSO’s. The RSO’s in
low labour cost countries could be expanded, in order to
close the more expansive RSO’s, without reducting quality.
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