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Analyzing Transformation of One Foundation Based on 7S Model of Mykensey
[bookmark: _Toc19572320][bookmark: _Toc19675794]Abstract
In 2007, Jet Li opened a project called “Li Lianjie’s Fund Project” in Beijing. The concept of this project is 1 person + 1 yuan + every 1month = 1 big family
According to the laws in China at that time, the One Foundation cannot be independently registered and cannot have an independent legal status. It must be affiliated with a government organization. Therefore, One Foundation and the Red Cross have reached a three-year cooperation agreement, the Red Cross will review and evaluate One Foundation and then give the money to it. Without a separate account and official seal, One Foundation can’t use the donations from the fund raising independently. Through Jet Li’s continuous efforts and the reform and innovation of the Shenzhen Municipal Government, One Foundation was finally approved for registration at the Shenzhen Civil Affairs Bureau in 2010. Since then, The One Foundation has completed the transition from non-independence to independence, from illegal status to legal status. This paper first explains the reasons for transformation of One Foundation, then uses the 7S model of Mykensey to analyze the internal software and external hardware adjustments that should be taken to achieve strategic goals after the transition, finally assesses and examines the transformation of One Foundation especially from organizational structural changes.
Keywords: One Foundation; transformation; 7S Model; analysis
[bookmark: _Toc19572321][bookmark: _Toc19675795]Introduction
On December 8, 2006, after two years of market research and preparation, Jet Li announced that the One Foundation and the Chinese Red Cross signed a cooperation agreement, and the One Foundation became a special fund under the control of the Chinese Red Cross. On April 19, 2007, the "China Red Cross Jet Li Fund Project" was officially launched in Beijing(Basic information-One Foundation, no date). In December 2007, Jet Li was invited to participate in the 6th China Entrepreneur Annual Meeting and met famous entrepreneurs such as   Jack Ma and Wang Shi to discuss the development model of the One Foundation. According to the laws in China at that time, One Foundation cannot have an independent legal status. It must be affiliated with a government organization. Therefore, One Foundation and the Red Cross Society of China have reached a three-year cooperation agreement, the Red Cross Society of China will review and evaluate the One Foundation and then give the money to it. Without a separate account and official seal, One Foundation can’t use the donations from the fundraising independently, which limits the development of the One Foundation and the achievement of its strategic goals. In December 2009, Jet Li and a number of well-known entrepreneurs submitted an application to the Ministry of Civil Affairs for the transformation of the Foundation into a public fundraising foundation. However, under the social environment and legal framework at the time, their application could not be approved. On September 12, 2010, Jet Li revealed in the "face-to-face" program of CCTV that the One Foundation faced a dilemma of closure and called on all parties to pay attention.(Fang-, 2014) Through Jet Li’s continuous efforts and the reform and innovation of the Shenzhen Municipal Government, One Foundation was finally approved for registration as public foundation at the Shenzhen Civil Affairs Bureau in 2011, completing the transition from a non-independent project of the Red Cross Society of China to an independent legal status, from private equity funds to public offering of fund. After the successful transformation, One Foundation has set up a professional and transparent public welfare platform with the vision of “doing what I can, everyone's public welfare”(One Foundation web, no date). And it is committed to becoming a Chinese public welfare pioneer, innovator and promoter. After transformation, in order to realize its vision and the public's request for its credibility, One Foundation must make changes and adjustments within the organization for better performance and development. This paper will use the 7S model of Mykensey to analyze the internal software and hardware adjustments that should be taken to achieve strategic goals after the transition, then examine the organizational structural choices and design changes.

[bookmark: _Toc19572322][bookmark: _Toc19675796]1. Mykensey 7S model 
7s model of McKinsey was developed in 1980s by McKinsey consultants Tom Peters, Robert Waterman and Julien Philips with help from Richard Pascale and Anthony G. Athos (Singh, 2013).The model is usually used to analyze internal changes an organization. The essence of this model is that these seven elements need to be aligned and mutually reinforced for an organization’s good performance. Whatever the type of change, the model can be used for understanding how seven elements of an organization  are interrelated, and ensuring that the wider influence of changes made in one specific area is taken into account (Ravanfar, 2015, Burke and Litwin, 1992).
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[bookmark: _Toc19572323][bookmark: _Toc19675797](From strategicmanagementinsight.com)
Although the transformation of One Foundation was mainly driven by external environmental elements, to achieve the strategic goals and transform successfully, it's necessary to proceed from the adjustment of the internal elements of the organization(Gregory, 1985). Therefore, Mykensey 7S model is appropriate tool to analyze the transformation of One Foundation.  
[bookmark: _Hlk18034147]2. Why One Foundation should transform?
One Foundation was approved for registration as public foundation at the Shenzhen Civil Affairs Bureau in 2011, completing the transition from a non-independent project of the Red Cross Society to an independent legal status organization, from private equity funds to public offering of fund. The reasons for change are both external and internal. In general, most of the changes are caused by internal and external factors together. The transformation of the One Foundation is no exception. 
[bookmark: _Toc19572324][bookmark: _Toc19675798]2.1 External reasons
Firstly, the status of non-independence limits One Foundation’s development. According to the current laws in China at that time, One Foundation did not have an independent legal status, it must be under the control of Red Cross Society of China. Therefore, all funds raised by the One Foundation must be credited to the account of Red Cross Society of China, and every sum of money spent must be applied and reported to Red Cross Society of China. Which had greatly affected the operational efficiency and the development of the One Foundation.
Secondly, the cooperation agreement is about to end, One Foundation faces a crisis of survival. One Foundation and Red Cross Society of China had reached a three-years cooperation agreement in 2008. However, the Red Cross Society of China said it would terminate cooperation when the 2011 agreement expires. In hence, One Foundation was facing the moment of survival.
[bookmark: _Toc19572325][bookmark: _Toc19675799]2.2 Internal reasons
The organizational structure of the One Foundation was not perfect before the transition. It relied too much on Jet Li’s support and popular star effect, facing the problem of unsustainable development. According to Mykensey 7S model, in the development of the organization, various factors must be fully considered, including strategy, structure, system, skills, staff, style, shared values. Only when the seven elements are well communicated and coordinated can the company succeed.

	7S
	Situation before transformation

	Shared values
	Do my best to work for everyone's participation in public welfare

	Strategy
	Only focus on disaster relief, too narrow

	Structure
	No reasonable structure, centered on Jet Li

	Systems
	No perfect system

	Skills
	Lack of management skills of nonprofit organizations

	Staff
	Not enough qualified staff

	Style
	Leader's personal charm, celebrity effect, no organizational own style


 Table 1
Before the transformation, as can be seen from the above table, only shared values were very clear and concrete, the strategy, structure, systems, skills, staff, and style were not highly matched. If One Foundation continued to develop in this way, it would face the problem of unsustainable development. Therefore, Jet Li must find a sustainable and healthy development model for One Foundation.

[bookmark: _Toc19572326][bookmark: _Toc19675800]3. How did One Foundation achieve transformation?
[bookmark: _Toc19572327][bookmark: _Toc19675801]3.1 External support from governments and the public
[bookmark: _Hlk18035319][bookmark: _Hlk18035830]The public's attention and the support of the Shenzhen Civil Affairs Bureau are crucial to the transformation of One Foundation. After One Foundation’s struggle for independent legal status was blocked because of legal obstacle, Jet Li chose a bold strategy to publicly complain about the plight of One Foundation through the media. Jet Li hoped to use the media and public discussion to enable the government to consider and resolve the legal status of non-government public welfare organizations. On September 12, 2010, in CCTV's popular TV program “Face to Face”, Jet Li admitted that One Foundation was facing a serious identity crisis and there was a possibility of disruption(Jet Li reveals the dilemma of One Foundation - Caixin net, no date). With the innovation and development of non-governmental organizations, the government's attitude gradually changed from the original restriction to concern about the innovation of non-governmental organizations and began to innovate the management system of non-governmental organizations through the pilot areas of local governments. In July 2009, the Ministry of Civil Affairs and the Shenzhen Municipal Government signed an agreement on promoting the comprehensive supporting reform of Civil Affairs(One Foundation web, no date). According to the agreement, Shenzhen would explore the abolition of the “dual management system” and establish a system in which non-governmental organizations apply directly to the civil affairs department for registration.
Therefore, One Foundation that we mentioned earlier registered in Shenzhen in 2011 became a public fund with independent legal status.

[bookmark: _Toc19572328][bookmark: _Toc19675802]3.2 Internal change within organization
Internal changes must be made in order to achieve its core values and strategic goals after the successful transformation of One Foundation(Julia, 2016). Models of various organizational effectiveness continue to emerge but are ultimately silent, however the 7S model of Mykensey has a long history and a wide range of influence. The basic principle of the 7S model is that the seven elements within the organization must be coordinated in order to achieve success. Here are seven aspects to analyze the adjustments made by One Foundation for its good performance and healthy development after the transition.

	7S
	Readiness for future

	Shared values
	Do my best to work for everyone's participation in public welfare

	Strategy
	As a larger and more formal organization, the strategy needs to focus more on future development.

	Structure
	More efficient structure and management process will be needed to ensure a more regulated organization and professional management

	Systems
	There will need to be decision-making system, supervision system, marketing system, cooperation with third parties, information disclosure system, etc.

	Skills
	There will need to be nonprofit organization management and operational skills

	Staff
	More staff needed for project management, channel operation, brand development and research evaluation, besides more volunteers needed

	Style
	Cooperation, tolerance, transparency


Table 2
Comparing table 1 with table 2, except for the consistent shared value, we can see gaps and inconsistencies between other elements. Therefore, One Foundation have to make changes for these aspects to make better performance in the future(Burke and Litwin, 1992).
[bookmark: _Toc19572329][bookmark: _Toc19675803]3.2.1 Clearer shared values
In 7s model of McKinsey, the shared values are placed in the center of the model, which shows that shared values are essential and have a significant impact on the other six elements. Organizational structure, strategy, systems, styles, skills, and staff are rooted in the vision of the organization when it was first created(Porter et al., 2008). Which is determined by the values of the founders. When shared values change, other elements have to change. When the values are determined, other factors must be coordinated and then shared values can play a greater role in directing the organization. The shared values of One Foundation are doing my best to work for everyone's participation in public welfare. The core concept of the share values is that 1 person + 1 yuan + every 1month = 1 big family. Jet Li believes that charity is not just a matter for the rich, but everyone can participate in. Only by bringing together the power of everyone can philanthropy grow stronger and last longer to help more people in need. Therefore, what One Foundation needs to do is to spread the concept of charity, to make charity a habit, and to make charity a lifestyle for everyone. These shared values will continue throughout One Foundation and will also lead One Foundation to achieve its mission. However, only when the other six elements are coordinated and matched, these shared values of the One Foundation can be well reflected.
[bookmark: _Toc19572330][bookmark: _Toc19675804]3.2.2 Longer-term strategy
[bookmark: _Hlk18031865]As a larger and more formal organization, the strategy of One foundation needs to focus more on future development. The early days of the One Foundation mainly focused on earthquake relief and had certain influence and popularity in the field of disaster relief. After transformation, One Foundation announced the strategy of “one platform + three areas”(One Foundation web, no date), one platform means building a professional and transparent One Foundation public welfare platform to effectively connect with the government, the market and the media to overcome the weakness of the strength of a single non-profit organization and promote the public welfare to get out of the small circle and form a greater force(Shen, 2011). Three areas mean focusing on disaster relief, child care, and public welfare personnel training. In the field of disaster relief, One Foundation pays attention to the most urgent needs of the affected groups, responds to major disasters in time, and provides timely, professional and effective rescue to the disaster areas(One Foundation web, no date). In addition, children's disaster prevention education and post-disaster care activities in disaster-prone areas will be taken, and the impact of disasters will be reduced through rapid rescue and daily prevention. In the area of childcare, One Foundation focuses on the needs of children in distress, especially children in disaster areas, poor children, orphans and children with special diseases, listening to their voices, improving their conditions of survival, education, health and nutrition,  creating a healthy and growing environment, and supporting them to have opportunities for fair development. In the field of public welfare personnel training,  One Foundation pays attention to the common needs of the Chinese public welfare industry, supports the research of the public welfare industry, promotes the development of public welfare policies, fosters professional public welfare talents, subsidizes professional service organizations in the public welfare industry, and commends public welfare models to improve the overall ecological environment of the Chinese public welfare industry. 
[bookmark: _Toc19572331][bookmark: _Toc19675805]3.2.3 Healthier structure
When it comes to organizational structure, it mainly involves the following questions: How to divide each department when it is organized? What is the hierarchical structure of the organization? How do the various departments work together? How are the people in each department organized? Are decision-making and control rights centralized or decentralized? What is the communication channel within the organization(Kritsonis, 2005)? Before transformation, the main decision-maker of One Foundation is Jet Li. He had also done a lot of irreplaceable work for the promotion and development of One Foundation. And One Foundation had been deeply imprinted by Jet Li at that time. After transformation, to operate effectively, transparently, One Foundation needs to have a scientific organizational structure and can no longer rely on Jet Li.
[image: ]
(From One Foundation Annual Report 2011)
According to One Foundation Charter, One Foundation is an independent legal entity under the governance of national laws and the Chapter. The highest decision-making body is the board of directors, the daily executive body is the secretariat, the supervisory body is the board of Supervisors. Decision-making, implementation, and supervision are three powers to jointly prevent risks and promote the transparent and stable development of One Foundation. In addition to the main three departments, the Executive Committee and the Internal Audit Department were also set up. Further more there are 7 business departments: integrated management office, disaster management department, child development department, public welfare support department, cooperation development department, finance department, and communication department.
The uniqueness of One Foundation’s structure is that 11 members of the Board of Directors are mainly well-known entrepreneurs and media executives, such as Jack Ma.
Why did One Foundation choose well-known entrepreneurs and media executives as the members of the Board of Directors? Because such entrepreneurs have rich experiences in management, the aim of both business and public welfare is maximizing capital benefits. In addition, these entrepreneurs have strong social influence and huge wealth, they can spread the concept of public welfare widely, and people will not worry about their corruption. The chairman of the Board of Directors is the previous president of China Merchants Bank. He introduced the management model of modern enterprises into One Foundation. Four meetings were held regularly every year, and Deloitte, one of the world's four largest accounting firms, was hired to audit the accounts to ensure transparency(Shu, 2016). Before transformation, Jet Li was the decision maker and executor of One Foundation. After transformation, as a member of the board of directors, Jet Li is no longer involved in the implementation level. Which means that One Foundation is entering an institutionalized era, no longer relying on individual strength, but on healthy and sustainable development through sound organizational structures. 
[bookmark: _Toc19572332][bookmark: _Toc19675806]3.2.4 More efficient systems
System refers to a series of institutional arrangements in terms of property relations, organizational structure, operational mechanism and management norms in order to achieve the company's established goals and achieve coordination between internal resources and the external environment(Miles et al., 1978). In order to operate efficiently and maintain transparency and credibility(Han, 2017), One Foundation had established the corresponding systems. These systems include: joint disaster relief system, third-party cooperation system, decision-making system, supervision system, financial system, personnel system, audit system, information disclosure system and so on. One Foundation had successively supported 17 local disaster relief networks in 16 provinces since 2011, more than 550 social organizations have participated in the network, an average of 50-70 disaster reliefs were carried out each year. The disaster relief system played an important role in disaster management issues(One Foundation web, no date). Concerning about third-party cooperation system, One Foundation had established good relationships with well-known third-party platforms, such as banks and payment institutions. Which will help One Foundation to raise funds through multiple channels, and at the same time expand its influence and popularity, so as to spread the charity concept of public welfare. The information disclosure system is very unique, One Foundation had initiated and funded the development of the “Financial Information Disclosure Template”, for promoting the standardization, specialization, and popularization of information disclosure of public welfare organizations, and improving the financial management capabilities and information disclosure level of public welfare organizations. At the same time, the “USDO Transparency Index” was launched. Through this indicator, the organization can self-evaluate its own information disclosure simply(Shen, 2011). The public can understand and participate in the disclosure of information of non-profit organizations. In addition, One Foundation will provide detailed information disclosure in annual reports, including management fees, income and other expenses.
[bookmark: _Toc19572333][bookmark: _Toc19675807]3.2.5 Higher skills  
Skills refer to the actual abilities required for organization work. At the beginning of the transformation, One Foundation urgently needed talents with experience in charity management. However, the management talents of charities are very scarce in China. Therefore, One Foundation had invited many experienced entrepreneurs and charity research experts to participate in management at the beginning. In order to solve the shortage of public welfare talents, One Foundation and Beijing Normal University jointly established the Research Institute of the One Foundation to train public welfare talents. Besides, One Foundation trained existing employees to make them more qualified for charity work.
[bookmark: _Toc19572334][bookmark: _Toc19675808]3.2.6 More competent staff
Staff refers to employees within the organization and their comprehensive capabilities. In One Foundation, in addition to regular employees, there are a large number of volunteers and interns. One Foundation had developed a sound human resources management system, including training and development, employee motivation, job mobilization, volunteer management, etc. Due to the late start of charity in China and the lack of management talents in charitable organizations, in addition to hiring experienced management personnel, the Foundation also attaches importance to the cultivation of its own talents. More and more volunteers had joined One Foundation, which has strengthened the team of One Foundation and also facilitated the dissemination of the charitable concept of the One Foundation.
[bookmark: _Toc19572335][bookmark: _Toc19675809]3.2.7 Unique style
Style means typical behavior patterns of key groups, such as managers, and other professionals(Ogbonna and Harris, 2000). George, B. (2003) believes that there are six leadership styles: instructional, participatory, coaching, consensus, collaborative, and expert. Command-style leadership style, ubiquitous in the military and manufacturing, enables rapid decision making and execution, where leaders gain power through positions and subordinates obey orders. Participation is different from instruction. They mobilize employees to work for the team's common goals and values. They gain power through communication, listening, and persuasion. Coaching is more concerned with the development of employees. They know how to help people, perform best, and train them to be qualified for future jobs. Coach leaders will continue to provide advice to employees to help them improve and ultimately gain influence. Cooperative leaders pay more attention to building emotional bonds and trust relationships among team members. They look at the harmonious atmosphere of the team. They establish a mutual understanding relationship with their subordinates. This relationship can encourage subordinates to inspire a high degree of loyalty and trust. Consensus leaders are common in non-profit organizations. They encourage everyone to participate in decision-making and reach consensus, but he is not suitable for situations where decisions need to be made in a short period of time. Consensus leaders win power by winning consent. As a non-profit charity, the leadership style of One Foundation is consensus-based. When leaders are doing their work, they must achieve a high degree of consensus within and outside the organization in order to better advance their work(Ogbonna and Harris, 2000). At the same time, the staff and volunteers working in One Foundation are highly identifiable to the value concept of One Foundation, which is also conducive to a high internal consensus.
[bookmark: _Toc19572336][bookmark: _Toc19675810]4. Assess and examine the transformation of One Foundation
It has been eight years since One Foundation’s registration in Shenzhen in 2011 to obtain an independent legal status. During this period, whether One foundation has been successfully transformed has become the way we expected it. We can also use the 7S model to assess and examine it.
Through the investigation of the current seven elements of One Foundation, the most successful part is the organization structure. One Foundation invites a group of successful entrepreneurs with the same charitable ideas to participate in the management and institutionalized division of labor and cooperation. This organizational structure allows entrepreneurs to make most of  their own management skills and use their influence to build a platform that successfully enables One Foundation to be institutionalized and commercialized. Jet Li is no longer a key figure in One Foundation. One Foundation is no longer relying on one person to survive and develop, but to rely on a scientific organizational structure to ensure the healthy and sustainable development.
For other elements, basically aligned with organizational values and structure. In the initial stages of the transition, many problems have also been exposed. One Foundation is also constantly solving problems and improving the system.

[bookmark: _Toc19572337][bookmark: _Toc19675811]Conclusion
The successful transformation of One Foundation is an epoch-making event in the history of Chinese charity. The strategy and path of its transformation and how to coordinate the internal elements of the organization in the process of transformation, this paper uses the 7S model of Mykensey for in-depth analysis. It is hoped that the successful transformation of the One Foundation will provide experience and inspiration for the healthy and sustainable development of other similar charitable organizations in China.
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