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Introduction 
This mini case study is focused on Stichting Het Geldersch Landscap (HGL)i, located in Arnhem. HGL is a 

nature and wildlife conservation organization with their focus on Gelderland, one of the 12 provinces of 

the Netherlands, with their headquarters in a beautiful manor in Arnhem, Gelderland, The Netherlands. 

HGL is founded on April 16th, 1929, and nowadays the manage nearly 11,000 acres of countryside in 

Gelderland, as well as a large number of castles, historic houses, ruins and farmhouses. Because of the 

long history of HGL, they already went through several cycles of change. This mini case study will 

describe their biggest moment of change, the merge with another local big preservation organization.  

About the Adaptive Cycle of Change.  
This change process will be described according to the Adaptive Cycle of Changeii. This adaptive cycle of 

change (figure 1) is about the phases that an organization over 

time goes through. Each phase has a different assessment of 

reality, culture, management style and action connected with 

it. Describing the process of the adaptive cycle starts in 

quadrant 1. This is het equilibrium. In this quadrant it clear 

which goals to proceed and how they have to be realized. If 

there are external, non-expected, influences that disturb the 

equilibrium a crisis can occur. The crisis is find in quadrant II.  

In the crisis situation, there are a lot of uncertainties about 

what the organization wants and can do. In the crisis, there is 

a need for new varieties to the actions. Studies should be 

done on possible alternatives to get out of this crisis situation. 

When the options are clear there to all the stakeholders, there 

can be some more confidence about the future. In the third quadrant, there has to be made a choice 

between the different options.  To make this choice, it is not just necessary which option is selected, but 

also to know why the other options are not selected.  When the choice is made and the options is 

developed, the company is in the fourth quadrant. After the choice is made, it is often clear that the 

organization is not yet ready to implement it. There has to be changes made in business processes and 

most of the time there has to be a reorganization, to eventually come back to the equilibrium situation. 

When the equilibrium is reached again, it is a matter of time before the new crisis comes to the 

organization.  

The change process at HGL 
This chapter describes the changes process at HGL, following the adaptive cycle of change. The cycle 

described is a large and long-lasting cycle, where there were meanwhile smaller cycles completed.  

The beginning, equilibrium. 
When HGL was found on April 16th 1929,  they had a fairly easy run. HGL was founded by the 

commissioner of the queen in co-operation with another large nature and wildlife conservation 

FIGURE 1: THE ADAPTIVE CYCLE OF CHANGE. ADAPTED FROM 

ABCOUWER AND PARSON (N.Y.) 
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organization in the Netherlands and got enough funding from the Dutch government and donors. It 

started to buy more and more estates, with sometimes farms or other houses on it which they could rent 

out to get extra income. There was a clear goal in mind, which was conserve as much as nature as 

possible. This goal was met with the money available. The organization got bigger and bigger, but the 

funding grew with it.  

The crisis. 
Until the roaring sixties, HGL was a government funded agency which relied on their funding and 

donations from healthy individuals. When this slowly started to decline, nobody detected any danger 

because there always some were ups and downs. It started to be critical when the Dutch government 

decided to cut a big piece of the funding, and the number of donors started to decline quickly. HGL was 

in crisis. This crisis was based on fear of the unknown future, but on the other hand they desired a new 

future. The strategy had to change to a more inspirational strategy, which chooses a new direction. A 

good and charismatic leader was needed to get the company out of this crisis. To get out of the crisis, 

there also had to be a cultural change. From a closed culture, to being open to system changes and 

putting a meaning on these. At this moment, studies where done about the future of the organization. 

Different options were explored, like selling of nature or mergers with different other organization, to 

get out of the crisis.  

New combinations 
With the crisis on hand and no sustainable future in foresight, it was important that something 

happened. Combining forces with another conservation organization appeared to be the best solution. 

This conservation organization was Geldersche Kasteelen (GK), a conservation organization founded just 

after World War II and focuses on the preservation of castles and estates. Many estates were donated 

over the years by their owners to GK, who in their turn took care of the costs for preservation of the 

castles and estates. Both organizations focused on conservation of local wildlife, nature and castles in 

Gelderland, so the directors of both organizations started to talk about a possible merge. When in those 

merger talks, it appeared to both of them that they had a lot in common. Many of the castles of GK 

where surrounded by estates of HGL and where GK was better in preserving castles and farms, HGL had 

their focus on wood and grasslands. When the companies would merge and combine forces, it would 

save a lot on the employee base, machinery and administrative processes. The merge was put through.  

The merged organization was named after its two predecessors, and was called Stichting Het Geldersch 

Landschap en Kasteelen (GLGK). This resulted in new futures for both of the organizations which are 

both more hopeful about the future.  

Business  

Because the definitive choice was made to merge, the organizations hopeful about the future is replaced 

by confidence in the future. The company believed the right choice was made with the merger. Before 

everything was completed however, some reorganization was needed. Some in jobs the organization 

became superfluous and processes had to be changed to the new situation. With the new company in 

hand however, it was possible for GLGK to grow faster and buy more natural areas, castles and estates. 
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Because it was able to do work more efficiently, they saved costs while doing the same. It resulted in 

confidence in the present and the future of the merge.  

Current situation 
After another reorganization earlier this year, GLGK is still an active nature, wildlife and castle 

preservation organization with enough confidence in the future, present and past. Nowadays people see 

the importance of such conservation organizations more than ever what results in more donors, and 

therefore more money to buy and preserve beautiful areas in Gelderland. It is however a matter of time 

before GLGK will get in a (bigger or smaller) crisis, and it has to go through the whole cycle again.  

                                                           
i
 http://www.glk.nl 
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