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Adapting Diplomacy to the Digital Age2 

Abstract 

The paper calls attention to the critical issue 
of how Ministries of Foreign Affairs (MFA) 
can adapt their organisational cultures to 
the demands of the digital age.  As social 
media technologies are becoming indispen-
sable tools in the hands of diplomats in pur-
suit of foreign policy agendas, MFAs find 
themselves under increasing pressure to 
reconcile entrenched organisational cul-
tures with the platforms, values and as-
sumptions of digital diplomacy.  Drawing on 
Edgar Schein’s theory of organisational be-
haviour, the paper develops a three-
dimensional framework for mapping and 
assessing potential sources of digital clashes 
inside MFAs.  

Introduction  

Social media has turned our existence up-
side down. It has revolutionized communi-
cations across the globe, transformed indus-
tries and organisations exponentially, and 
has, for many, become etched into the very 
fabric of their daily life. Today, around 40% 
of the world’s population has an Internet 
connection. In 1995, it stood at less than 1%.  
The first billion Internet users were reached 
in 2005, and by 2017, it is expected to reach 
a record 4 billion.3 Indeed such numbers are 
not surprising when we see companies such 
as Facebook log 1.65 billion active users, out 
of which 1.09 billion people log onto Face-
book daily4,  Google reports 3.5 billion 
searches every day, 500 million tweets are 
posted every day and an array of servers play 
host to over one billion websites around the 
world.5 Similarly, in China, the world's larg-
est social network market, the number of 
social network users is expected to reach 

 
2 The paper has benefited from the research 
assistance of Jennifer Cassidy. 
3 Internet Live Stats, »Internet users in the 
world« 
4 Zephoria, »The Top 20 Valuable Facebook 
Statistics« 
5 Internet Live Stats, »Internet users in the 
world« 

524.4 million by 2017, the number of mi-
croblog users to exceed 280 million and the 
share of mobile users of social networks to 
cross 61%.6  

Pushed by the online migration of the 
public, most Ministries of Foreign Affairs 
(MFAs) at the beginning of the 21st century 
have started to take their communications 
activities online and have sought to adapt 
their institutions accordingly. Here, the 
numbers perhaps speak for themselves: as of 
April 2016, there are 793 Twitter accounts 
belonging to heads of state and government 
in 173 countries, representing 90 percent of 
all UN member states, with a combined au-
dience of 324 million followers. Facebook is 
the second most popular network among 
government leaders and it is where they 
have the biggest audience. The heads of state 
and government and foreign ministers of 
169 countries are present on the platform, 
representing 88 percent of all UN member 
states. The 537 Facebook pages have a com-
bined audience of 255 million likes. 
YouTube is the third-most used network 
among governments and 151 use it as a vid-
eo repository, although the median average 
of subscribers is only 486. The photo-sharing 
network Instagram is the fourth-most popu-
lar social network and 71 percent of all UN 
member states have set up an account to 
share behind-the-scenes pictures of their 
activities.7 

Thus much has changed for diplomatic 
organisations in the past ten years and has 
challenged and continues to challenge, 
many aspects of diplomacy’s internal cul-
ture. For the first time, digital tools, in par-
ticular social media platforms, have added 
an important real-time dimension to diplo-
macy, making communication ultra-fast 
and, by necessity, often less precise. This has 
forced many MFAs for instance, to have no 
other option than to allow diplomats with 
delegated authority to make mistakes pub-
licly – and to correct such mishaps immedi-
ately and preferably repeatedly, a tactic nev-
er before seen in the internal diplomatic 
processes. It has also challenged the nature 
of diplomatic language itself - a long revered 
feature of the diplomatic practice -, remov-

 
6 Statista, »Facts on Social Networks in China« 
7Twiplomacy, »Twiplomacy Study 2016«  
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ing the once held dear structures of formali-
ty and secrecy, with diplomats instead to-
day, being expected to engage in highly pub-
lic conversations, with their messages in-
formal and short in tone. All together, these 
transformations have turned social media 
platforms into indispensable tools of diplo-
matic engagement.  As a serving High 
Commissioner recently argued, “if a diplo-
mat wants to be a player (however small) 
then the answer to the controversial and 
debated question ‘To tweet or not to tweet’ 
is … (you guessed it): to tweet!”8  

However with said, there has been no 
immediate consensus among MFAs on how 
to adapt their cultures successfully to the 
digital age. And while some diplomatic or-
ganisations have been shown to embrace 
such change as an opportunity to reform 
their profession, to others it represents a 
challenge to established conventions and 
simply proves ‘dangerous’ to tried and test-
ed forms of conducting international rela-
tions – or to their own self-interest (Murray 
2015). Therefore, it perhaps comes as no 
surprise that the impact of the Internet and 
the rise of social media, has generated a 
wealth of reactions amongst academics and 
practitioners alike, and has sparked heated 
debate within MFAs themselves on how they 
should adapt their internal cultures to em-
brace these digital technologies in order to 
achieve the most effective and efficient re-
sults. Thus situated within these debates is 
the question of how digital tools affect MFA 
organisational culture, or rather how the 
MFA’s adaption to digital tools affects its 
own internal process and structures. While 
such debate is relevant for all organisations 
in the 21st century, it is particularly so for 
an organisation with a history so rich, and 
traditions so engrained, as the diplomatic 
craft.  

Indeed this debate is not surprising, due 
to the sheer extent that information tech-
nologies have wrought fundamental change 
throughout societal culture - and by conse-
quence organisational culture - driving it 
forward from the industrial age to the net-
worked era. So yes, the social media frees us 
from geographic fetters and brings us to-
gether in topic-based communities that are 

 
8 Evriviades, »#Shakespeare400« 

not tied down to any specific place. Yes, it 
has created a better networked, globalized 
society and provided us with a speed of con-
nection and resources never before seen, but 
accordingly it poses new challenges for 
those organisations which have long held 
their traditions and culture. Thus framed by 
such reflection, the goal of this paper is to 
delve into and explore some of these chal-
lenges. In particular, the paper poses a cen-
tral question: under what conditions can 
MFA’s digital adaptation lead to organisa-
tional clashes? Drawing on Edgar Schein’s 
theory of organisational behaviour, the pa-
per develops a three-dimensional framework 
for mapping and assessing potential sources 
of digital clashes inside MFAs. The article 
thus seeks to examine how digital adaption 
opens the door for internal cultural clashes 
with a view to developing policy recom-
mendations for managing these organisa-
tional clashes when they do occur.  

Analytical Framework: Artifacts, 
Espoused Values, Basic Assumptions 

Set in amongst competing definitional 
frameworks and conceptual modes of analy-
sis of organizational behaviour, is the work 
of Edgar Schein who produced his seminal 
piece on Organisational Culture and Leader-
ship, setting precedent for many researchers 
to begin to regard culture as a multilevel 
concept of great analytical value of explain-
ing organizational behaviour and decision-
making. It is for this reason that Schein’s 
model is the best positioned framework, 
from the perspective of this study, to eluci-
date the sources of potential conflict to be 
induced by digital tools within MFAs. 
Schein’s work is significant in the field of 
organizational behaviour because he is one 
of the few writers in the field who have en-
gaged in critical analysis of the term and of 
the attempts to theorize organizational cul-
ture. He is well known, for instance, for his 
criticism of ‘the simplistic and cavalier 
statements about culture’9 and the tendency 
to link culture with virtually everything. 
Through a discussion of his theory and mul-

 
9 Schein, »Organizational Culture and Leader-
ship«, p. 5 



5 
 

ti-level framework used for mapping and 
assessing organizational processes, the pa-
per seeks to bring together insights from the 
above discussion of various conceptions of 
organizational culture in order to uncover 
the conditions under which cultural clashes 
may emerge within MFAs as a direct result 
of digital adaption, and how best to deal 
with these clashes when they do appear. 

According to Schein, at the most basic 
level, culture is a coherent system of as-
sumptions and values, which distinguishes 
one group or organisation from another and 
orient its choices. Organisational culture 
therefore implies ‘a pattern of basic assump-
tions – invented, discovered, or developed by 
a given group as it learns to cope with its 
problems of external adaptation and inter-
nal integration – that has worked well 
enough to be considered valid and, there-
fore, to be taught to new members as the 
correct way to perceive, think, and feel in 
relation to those problems’.10 Furthermore, 
according to Schein there are direct and 
indirect mechanisms within organizations: 
direct mechanisms, which include at their 
core exemplary behaviour, opinions, status 
and appointments are thought to directly 
influence the organizational culture model, 
while indirect mechanisms, which include 
for example, the mission of a company, 
formal guidelines, corporate identity, rituals 
and design are not seen to influence the 
organizational culture directly, however 
they are determinative.11 In the instance of 
MFAs, direct mechanisms would therefore 
include anything from foreign policy strate-
gies which underpin all direction and mo-
tives of diplomatic agents (or should do), 
Ambassadorial appointments and the power 
of status attached to them, to organisational 
structures such as governing Embassy and 
Headquarters relationships. Indirect mecha-
nisms have a more subtle role in cultural 
creation and range, in a manner akin to 
Sharp’s micro-view of diplomatic culture12, 
from anything from how diplomatic agents 

 
10 Schein, »Organizational Culture and Leader-
ship«, p. 9 
11 Boonstra, »Cultural Change and Leadership 
in Organizations: A Practical Guide to Success-
ful Organizational Change«, p. 22-23 
12 Sharp, »The idea of diplomatic culture and 
its sources« 

are expected to dress, to what type of lan-
guage and tone is deemed appropriate with-
in the MFA and how agents are expected to 
speak, to how meetings are structured both 
with internal and external actors.  

Schein notes that these direct and indi-
rect mechanisms have had a powerful role 
in sculpting, creating and perpetuating dip-
lomatic culture but have also proved rela-
tively malleable to shifts in the technologi-
cal realm. This malleability however has not 
only always been fluid, and has brought 
with it internal struggles and conflict. 
Throughout his research he observed that 
when an organisation tries to change the 
behaviour of its workers, it is bound to en-
counter ‘resistance to change’ and quite 
often at a level which is beyond reason.13 
Indeed many departments in organisations 
seemed to be more interested in fighting the 
change itself, rather than getting the job 
done. He writes ‘as leaders who are trying to 
get our organisations to become more effec-
tive in the face of sever environmental pres-
sures, we are sometimes amazed at the de-
gree in which individuals and groups in the 
organisation will continue to behave in ob-
viously ineffective ways, often threating the 
very survival of the organisation itself’.14 

According to Schein, the culture of an or-
ganization can be empirically examined at 
three levels - artifacts, espoused values and 
underlying assumptions -, each reflecting a 
distinct layer of cultural manifestations that 
guide the actions of the members of the 
organisation. The first dimension refers to 
artifacts, which includes all the phenomena 
that one would see, hear, and feel when one 
encounters a new group with an unfamiliar 
culture, such as technology, language, style, 
architecture etc.15 Artifacts consist of visible 
and easily observable organisational struc-
tures, facilities, actions and procedures. Ap-
plied to MFAs, this dimension of diplomatic 
culture would see itself emerging in any-
thing range from the languages an MFA 
adopts as its working tongue, to the style of 
dress it demands of its employees, to the 

 
13 Schein, »Coming to a New Awareness of Or-
ganizational Culture«, p. 14 
14 Schein, »The Concept of Organizational Cul-
ture: Why Bother? «, p. 304 
15 Schein, »Organizational culture and leader-
ship«, p. 25 
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buildings it resides in and the aesthetic vibe 
this gives out. In the case of digital diploma-
cy in particular, this layer would refer for 
instance, to the social media platforms used 
for online engagement and the style of digi-
tal communication itself. For example, the 
impressive global social media presence of 
the U.S. State Department, UK Foreign Office 
and the French Ministry of Foreign Affairs 
and International Development stay clearly 
in contrast with that of many other MFAs16, 
a fact that speaks well in favour of their re-
sourceful digital cultures. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
At the broadest level, this aspect of the 

diplomatic culture is very open or suscepti-
ble to cultural clashes, as by its very nature, 
it potentially alters major aspects of the 
organisation’s tools, resources, and modus 
operandi, i.e., how it expects its workforce to 
use them. From a digital angle, clashes 
could appear for instance, with MFA telling 
diplomats to now communicate not only in 
a different format, i.e., from private to pub-
lic, but to do so with tools which they may 
not feel comfortable using. This particularly 
applies to senior diplomats who might lack 
the digital skills necessary to use these tools 
effectively and appropriately, a situation 
that inevitably creates varying levels of ten-
sions within MFAs internal organisations. 
New digital artifacts are likely to challenge 
basic procedures of MFA communication, 
creating new (in) direct ones which are more 
in line with the updated tools and resources. 
If not communicated correctly to diplomats, 

 
16 DiplomacyLive, »Digital Diplomacy Rating 
2016« 

these new artifacts will invariably cause 
internal clashes or levels of conflict. As 
pointed out by Schein, “strong subcultures 
form around different assumptions, the 
organization will find itself in serious 
conflict that can potentially undermine its 
ability to cope with its external environ-
ment”.17 The fast-paced rhythm of digital 
innovation only adds additional pressure to 
MFAs to streamline the process of adapta-
tion and incorporation of digital artifacts 
into their engrained diplomatic culture.  

However, as Schein insists, it would be a 
mistake for us, the outsiders, to make gen-
eralizing assumptions from artifacts alone 
because such interpretations are inevitably 
projections of our own feelings and reac-
tions to the case.18 The alternative is to move 
down to the second level of cultural analy-
sis, which examines the espoused values, 
norms, and rules on the basis of which solu-
tions to day-to-day problems are being de-
vised. While not as visible as the artifacts 
present in the first level, these values can be 
ascertained by norms, are often embodied in 
the organizational philosophy, serving the 
normative function of guiding members of 
the group in how to deal with certain key 
situations, and in training new members in 
how to behave.19 In the case of diplomatic 
practice, this dimension is extensive and is 
seen as deep-rooted in the fabric of MFA in-
stitutions. At the most basic level, we see 
this in the form of the foreign policy, which 
guides the states interest, and in what man-
ner the state would wish to carry these aims 
out. As Sharp noted, diplomatic agents are 
‘aware of each other as servants of the na-
tional interest of their respective states as 
this is interpreted by their respective politi-
cal leaders’, with the components of a dip-
lomatic culture going beyond ‘a sense of 
sympathy with colleagues who, neverthe-
less, remain on the other side of the bound-
ary, to a sense of being involved with them 

 
17 Schein, »Organizational culture and leader-
ship«, p. 104 
18 Schein, »Organizational culture and leader-
ship«, p. 25 
19 Schein, »Organizational culture and leader-
ship«, p. 27 
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on common projects or possibly a common 
grand project’.20 

As this level consists of espoused values 
manifested in the public images of organisa-
tions, such as strategies, goals, and philoso-
phies, it can be regarded as relatively malle-
able to cultural shifts, particularly so for an 
organisation such as an MFA whose strate-
gies and goals are based around reigning 
cultural beliefs, what the public expects of 
them, and they expect them to act in their 
interest. This malleability however does not 
equate to fluidity of change, and can almost 
inevitably create some form of organisation-
al cultural clash. Amongst other factors, this 
can be seen within the aspect of leadership, 
where leaders of the organisation may send 
contradictory messages relating to how the 
environment is to operate and with that 
causing varying degrees of culture conflict 
and organisational pathology.21 Schein has 
found, for instance, in his research that or-
ganisations are considerably weakened by 
leaders’ struggles to reconcile a philosophy 
of delegation and decentralization with a 
powerful need to retain tight centralised 
control. In the case of MFAs, this is too often 
seen with headquarters reluctant to let go of 
authority of communication and to transfer 
power to the embassies on the ground.  Alt-
hough maintaining control of the MFAs 
communication and their message is appro-
priate to some degree, in the case of the dig-
ital, embassies on the ground now need the 
sanctioned authority to operate in real-time 
and to do so with confidence.  

In an effort to pre-empt digital challenges 
to MFA’s espoused values, norms, and rules 
to spiral out of control, many MFAs have 
started to develop and implement codes of 
digital practice and social media guides 
ranging from strictly regulated forms of 
digital engagement to more liberal versions. 
The Swiss Federal Department for Foreign 
Affairs (SFDFA) has identified, for instance, 
ten conditions for the initiation of a social 
media presence by representations abroad, 
ranging from the use of social media on a 

 
20 Scharp, »The idea of diplomatic culture and 
its sources«, p.369 
21 Kets de Vries/Miller, »Interpreting, Organiza-
tional Texts«. Goldman, »A company on the 
couch: unveiling toxic behaviour in dysfunc-
tional organisations« 

long-term basis as a supplementary channel 
of traditional communications, to the im-
plementation of the concept for quality as-
surance and statistical measurement of suc-
cess.22 The British FCO appears to favour a 
more hands-off approach, by encouraging 
diplomats to use social media, but without 
“contradicting HMG policy or being politi-
cally partial, bringing the office into disre-
pute, divulging classified information, tak-
ing part in illegal or inappropriate behav-
iour, or breaching the Civil Service Code or 
the terms of employment in any other 
way”.23 By highlighting possible points of 
tension between espoused values and digital 
artifacts, the second layer of organisational 
cultural analysis thus offers a deeper under-
standing of the emerging digital cultures in 
MFAs.  

Linked to this dimension, emerges the fi-
nal aspect of Schein’s framework and is one 
which deals with the basic assumptions that 
guide behaviour in a taken-for-granted, non-
debatable manner and tell group members 
how to perceive, think about, and feel about 
things. At its core, it consists of basic as-
sumptions, or unconscious beliefs, percep-
tions, thoughts, and feelings. These deter-
mine both behaviour norms (the way people 
should behave) and organisational values 
(the things that are highly valued). They are 
likely the result of repeated and successful 
testing of espoused values and play a critical 
role in defining the character and identity of 
the group.24 This is arguably a critical cul-
tural layer as it conditions the members of 
the organization to unconsciously follow 
well-tested rules, norms and procedures. 
This dimension thus speaks to the deeper 
changes that digital diplomacy may induce 
in the organizational culture of MFAs. As 
Stuart Murray insightfully notes in his ex-
amination of the digital divide between the 
U.S. State Dept. and the Australian DFAT, a 
‘fecund diplomatic culture where diplomacy 
is valued as a key strategic asset and not a 
marginalized, backwater antique is im-
portant, as is a history of innovation, reform 

 
22 Swiss Federal Department of Foreign Affairs 
(SFDFA), »Use of Social Media in the FDFA«, p.7 
23 UK FCO, »Context: why social media mat-
ters« 
24 Schein, » Organizational culture and leader-
ship« 
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and openness to technological change’.25 
Consequently, it is this dimension, this cul-
tural backbone which is likely to make a big 
difference to whether MFAs will perceive 
digital technologies as a threat or an oppor-
tunity for diplomacy. 

If “culture as a set of basic assumptions 
defines for us what to pay attention to, what 
things mean, how to react emotionally to 
what is going on, and what actions to take 
in various kinds of situations”26, it then 
stands to reasons that artifacts or values that 
challenge these assumptions would be met 
with great resistance. For example, if one 
assumes, based on past experience and edu-
cation, that diplomacy is fundamentally an 
“art”, in the Callières’ sense of a special skill 
developed and honed through continuous 
practice via a combination of “knowledge, 
foresight and dextrous action”27, then the 
technical know-how and data-oriented pro-
file of digital diplomacy could be seen as a 
useless distraction if not a critical threat to 
the future of the profession. If, on the other 
hand, one sees diplomacy like George Ken-
nan did more like a “science” that is, an in-
tellectual task “to effect the communication 
between one’s own government and other 
governments or individuals abroad” draw-
ing on “scientific analysis and creative 
thought”28, then digital diplomacy could be 
perceived as a welcome addition, if not an 
extension to the organizational culture of 
the MFA as opposed to a potential source of 
cultural clash to be contained or eliminated. 

While the three dimensions discussed 
above are valuable lens for analysing diplo-
matic cultures and their adaptation to digi-
tal tools in their own right, it is the overall 
framework or the integration of all three 
dimensions which proves the most valuable 
method by which to theorize the organisa-
tional behaviour of MFAs.  The integrated 
framework leaves no dimension of MFA or-
ganisational culture untouched, and takes 

 
25 Murray, »Evolution, not revolution: the digi-
tal divide in American and Australian con-
texts«, p. 129 
26 Schein, »Organizational culture and leader-
ship«, p. 32 
27 Berridge et al., »Diplomatic theory from 
Machiavelli to Kissinger, Studies in diploma-
cy«, p. 117 
28 AFSA, »George Kennan On Diplomacy As a 
Profession« 

account of the effects of  digital adaption in 
every sense, from shared artifacts (first di-
mension), to shared values, norms and rules 
(second dimension), and to shared basic as-
sumptions (third dimension). Consequently, 
it is these dimensions that highlight the 
complexity of both the analysis of means 
and the issues surrounding efforts to change 
how an organisation accomplishes its 
goals.29 Thus, as digital tools have the poten-
tial to affect every dimension of MFAs’ struc-
tures and processes, it is logical to conclude 
that we cannot view one without the other, 
and must therefore take into account every 
dimension of Schein’s multi-faceted frame-
work to fully appreciate how and under 
what conditions cultural clashes may occur. 
With that said, we also need to translate the 
three dimensions into an operational tem-
plate for mapping and assessing potential 
culture conflicts induced by digital tools. 
The assessment matrix below does exactly 
this and allows us to investigate the extent 
to which digital adaptation may challenge 
the organisational culture of MFAs. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
The evaluation matrix covers the main 

features underpinning the culture of digital 
diplomacy along the three dimensions: the 
degree of support for developing the MFA’s 
digital capacity (artifacts), the level of organ-
isational acceptance of digital norms of 
communication, engagement and adapta-
tion (espoused valued & norms) and the 

 
29 Schein, »Organizational culture and leader-
ship«, p. 83 
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depth of new expectations about the role 
and place of digital tools within the broader 
context of foreign policy (basic assump-
tions).  Developing a strong digital capacity 
is generally costly as it involves the creation 
of a dedicated social media presence on var-
ious platforms, the design and implementa-
tion of digital campaigns and brands, the 
formation of digital leaders at the level of 
the headquarters and embassies, as well as 
the establishment of integrated digital net-
works connecting MFA units with their 
peers, with international organisations and 
with relevant communities. Digital tools 
also inform and shape the norms of com-
munication, engagement and adaptation on 
the basis of which digital diplomats conduct 
their work. Transparency, decentralization, 
informality, interactivity, real-time man-
agement are critical norms for ensuring the 
effectiveness of digital activity, but they may 
not necessarily sit culturally well with MFAs’ 
institutionally entrenched preferences for 
confidentiality, hierarchy and top-down 
decision-making. Finally, assumptions about 
the role of digital tools in the broader con-
text of foreign policy are of critical im-
portance for understanding the possibilities 
and limitations of digital diplomacy. If digi-
tal instruments are viewed as one of the 
tactical tools by which to advance tradition-
al foreign policy (FP) objectives, then they 
are more likely to be culturally accepted by 
the MFA. If, on the other hand, digital tech-
nology is recognized as a new and distinct 
environment of diplomacy, then institu-
tional resistance is likely to be stronger, at 
least in the early stages, as the “digital turn” 
would call into question well-established 
principles of diplomatic strategy.  

Conclusion  

The recent adoption of digital tools by MFAs 
has raised the question of whether this 
online migration would only amend the way 
in which diplomacy is practiced or it would 
actually challenge its very DNA. The paper 
has suggested that one way to address this 
question is by examining the extent to 
which the “digital turn” may lead to cultur-
al clashes inside MFAs. Drawing on Edgar 

Schein’s theory of organisational behaviour, 
the paper has proposed a three-dimensional 
framework for mapping and assessing po-
tential sources of digital clashes inside 
MFAs. It has been thus argued that MFA’s 
organisational culture is made of three lay-
ers (artifacts, espoused norms and values, 
and basic assumptions), which reflect the 
instruments, norms and taken-for-granted 
beliefs on the basis of which MFAs conduct 
themselves. By challenging the way in which 
MFAs operates at these three levels, digital 
technologies prompt concerns about the 
scope and depth of cultural adaptation, 
which may affect, in turn, the effectiveness 
of digital diplomatic activities.  

Three scenarios may follow from this. 
First, support for diplomatic integration of 
digital artifacts coupled with organisational 
resistance to digital values and basic as-
sumptions would signal the rise of an emer-
gent digital culture within the MFA. Digital 
diplomacy is considered in this case a possi-
ble useful tool to advance foreign policy 
goals but its contributions are not yet fully 
proven and embraced. Second, support for 
digital platforms and for the norms associ-
ated with their use would point to the de-
velopment of an advanced digital culture in 
which digital activities are considered essen-
tial for advancing the foreign policy agenda, 
but reservations persist about their scope of 
application. Third, support for all three di-
mensions would reveal a mature digital cul-
ture in which digital operations have not 
only been mainstreamed across all MFA in-
stitutional levels, but have also added new 
objectives and methods of diplomatic en-
gagement to MFAs’ repertoires.  

The evaluation matrix of digital cultural 
adaptation could be thus used as a guide in 
three ways: a) for better understanding the 
limits of grafting digital technologies onto 
MFAs’ institutional structure and diplomatic 
objectives, and b) for taking note of the 
weaknesses of the digital cultures inside 
MFAs and addressing them pro-actively; c) 
for maximising the impact of digital activi-
ties by tailoring them to the relevant com-
ponents of the MFAs’ digital cultures.  
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