[bookmark: _Toc134100286][image: ]

MBA
Lecturer:
Marie Pitson

BMMB7000
Change & Stability Management


Case Study on Organizational Change of 
Chongqing Gearbox Co., Ltd

Ziyang Guo
2233445

Submission date: 19/7/2023
Contents
Executive Summary	3
I. Introduction	3
II. Main Finding	4
2.1 Introduction to CG Company	4
2.2 Background of Change	4
2.3 Content of Change	5
2.4. Force Field Analysis	6
2.5. Stakeholder Analysis	9
2.6 Lewin's Three Step Model	10
2.7 Kotter's Eight Step Method	11
2.8 Results of Change	14
III. Conclusion	16
IV. Recommendations	17
Bibliography	19

[bookmark: _Toc140088722]
Executive Summary
This paper takes the organizational change case of Chongqing Gearbox Co., Ltd. (hereinafter referred to as CG Company) in 2022 as the analysis object, and uses Lewin's Force-field analysis, stakeholder diagram, Lewin's Three Step Mod, Kotter's eight step model and other change management models to analyze and evaluate the reasons and achievements of CG Company in enterprise reform.
This article is divided into four departments, namely introduction, main text, conclusion, and recommendation. After the introduction, the main body will present and analyze the changes in CG from eight aspects. Firstly, an introduction to CG Company's business overview and the background of the change; Next, we will provide an overview of the transformation content of CG company, analyze the driving factors, constraints, and stakeholders of CG company, and then briefly describe the process of transformation. At the end of the main text is a presentation of the results of the change. After the main part, there is a summary of the transformation of CG company, providing suggestions for the company's recent successful consolidation and improvement of the transformation.

[bookmark: _Toc140088723]I. Introduction
[bookmark: _Toc134100287]This article starts from the organizational change that CG Company began in 2022, analyzes and evaluates the reasons and plans for CG Company's change, and summarizes the results of the change; Then, in combination with the background of the rapid development of "Internet plus" technology, we propose suggestions based on reform for the future development of CG.

[bookmark: _Toc140088724]II. Main Finding
[bookmark: _Toc140088725]2.1 Introduction to CG Company
CG Company is a large state-owned industrial enterprise with assets of over 7 billion yuan and over 2000 employees. Its main business is the design, manufacturing, and service of gear transmission devices, vibration reduction devices, and transmission clutch devices (Jiangjin Daily, 2023). The products are widely used in industries such as military and marine engineering, building materials and equipment, and power equipment, with users scattered around the world. Having a high market share in China, the company's hardware facilities are at the top level in the same industry, and its overall scale ranks second in the same industry in China (CG Company Official Website, 2023).

[bookmark: _Toc140088726]2.2 Background of Change
CG is still among the top two pioneers in the industry, but the slow pace of implementing the "Internet plus Enterprise" has resulted in weak value added capability of the enterprise's internal value chain, poor efficiency and stability of business processes, excessive control over people by the management and control system, insufficient management and stimulation functions, bloated organizational structure, and serious departmental walls and insulation layers (Chen Youyong. 2016). As a result, the company's development is hindered and strategic implementation is weak. This also makes the pressure of organizational change of enterprises in the "Internet plus" era more and more great, the problems more and more prominent, and the conditions for change more and more mature.

[bookmark: _Toc140088727]2.3 Content of Change
In order to solve the problem that the company's value carrier is single, and the "Internet plus" degree is low, the pace is slow, and the resource advantage is not fully utilized, CG company started the pace of "Internet plus value carrier", and won customer praise and good enterprise value, Enrich the value carrier from "Internet plus technology, Internet plus products, Internet plus operation and maintenance services, Internet plus product transformation and upgrading services, Internet plus asset services, Internet plus resource services, Internet plus platform services" and other aspects.
In order to solve the problem of high volatility of process efficiency and low process efficiency, CG Company sorted out and graded the business processes, established business process evaluation criteria, analyzed the existing business processes, formulated and selected the "Internet plus Business Process" reengineering scheme, and implemented process reengineering.
In view of the problems in management and control such as low organizational efficiency and uncoordinated cooperation among various departments, CG decided to apply the "Internet plus" technology to reduce command levels and indirect commands, so as to make the relationship between employees and units change from management relationship to market relationship as far as possible. In this way, when employees and units rely on the law of supply and demand and the Law of value to survive and develop, Naturally, they will coordinate with each other to find a fit and fully utilize their ability to coordinate (North Star Wind Power Network, 2017).
In response to the attenuation of information transmission and the increasing size of the management team at the organizational structure level, CG Company has decided to adopt organizational restructuring, integrating the traditional "pyramid organization" with the current "platform organization" dual mode, "serial organization" and "parallel organization", and striving to cultivate makers and maker organizations. Realize customer centeredness, fully leverage the initiative and creativity of enterprise employees, and enhance the company's value creation ability (Duan Chao. 2018).

[bookmark: _Toc140088728][bookmark: _Toc134100292]2.4. Force Field Analysis
After analyzing the various factors affecting the content of CG company, two positions were listed: driving and resistance. From the results, the power of driving factors is greater than that of resistance factors, so the transformation of CG company is inevitable (Cameron, E & Green, M. 2020).
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Figure 1: CG Company's Change Position Map
01. Key drivers:
Company Senior Leadership Team: The members of the company's senior leadership team are relatively young, have high prestige among employees, and have not been in office for a long time, with full enthusiasm. Regarding the development difficulties of the company, the leadership team has a strong desire for change, hoping to change the company's decline and return to the leading position in the industry through change.
Enterprise employees: 65% of the company's enterprise employees are young people, of which more than 90% have received higher education and hold a college degree or above. They are deeply influenced by internet thinking and have a strong ability to accept change. In addition, the company's frustrated development has an impact on the employee's income. The employee's income level has decreased, and he feels frustrated from his superiority. He is eager to change this situation, so he has a strong desire for change.
Enterprise resources: The company's technology, assets, and brand influence still have significant competitive advantages in the same industry. In addition, the government has provided strong support for the company's transformation, which has laid a good foundation for organizational change and can better carry out the transformation (CCTV, 2017).
Technical foundation: after years of informatization development, the company has a profound accumulation in "infrastructure construction, technology informatization, management informatization, service informatization, manufacturing informatization" and other aspects, and can well realize the strategic oriented organizational change path of "Internet plus" (Huang Yan, Chen Weizheng. 2013. P.41).
02. Key resistance factors:
Policy system: As a state-owned enterprise, CG company differs greatly from ordinary private enterprises in terms of scale and regulations; Its internal salary management and cadre management system are difficult to change (Jiao Mingyu. 2014). A simple policy change often involves the operation of the entire company, so it is difficult for the leadership team to break through the obstacles in policy implementation, and there are too many factors to consider. For example, it is not allowed to provide a significant salary increase for employees like ordinary companies, which can stimulate their enthusiasm (Jiang Fangyuan. 2018).
Cultural resistance: The stability of work in state-owned enterprises is relatively high, and significant changes may cause employees to abandon their identity as state-owned enterprise employees (Li Li. 2017. P.63). This requires a great sense of adventure and courage for employees, as it means losing an excellent job. Adventure spirit is often talked about and rarely done in a company, so negative emotions associated with negative responses to change can grow.
Resistance from vested interests: Change will inevitably bring about adjustment of interests, and many middle-level leaders may lose their leadership power when the change is completed. Therefore, the biggest resistance to change will come from the original middle-level leaders of the company in the future; Faced with the risk of losing their job, middle-level leaders may choose to block the progress of change (Qiu Ju, Zhou Fei. 2017).
The resistance of talent shortage: In state-owned enterprises, there is a relative shortage of talents who understand both business work and information technology, possess platform management capabilities, and are brave and good at entrepreneurship. Most employees have a single type of skill, and the talent situation is insufficient to support organizational change, resulting in a huge risk of transformation failure (China Quality Network, 2012).

[bookmark: _Toc134100295][bookmark: _Toc140088729]2.5. Stakeholder Analysis
Stakeholder analysis is used to identify individuals or groups who have an interest in a problem. By evaluating the interests, impact, and importance of each stakeholder, design action plans to change those evaluations or work accordingly to ensure the successful implementation of the project or plan (Cameron, E. & Green, M. 2020). The following figure shows the stakeholder map of CG company:
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Figure 2: Stakeholder Analysis of CG Company
From the graph, we can see that shareholders, senior management, government departments, and employees who maintain a positive attitude towards the transformation of CG company and have a significant influence should be considered as CG company is a state-owned company, so the influence of government departments is significant. CG company needs to continue to pay attention to these aspects, listen to their opinions on the transformation, and make responses (Buchanan, D. A & Badham, R.J. 2008).
For middle level managers with significant influence but negative attitudes, CG companies need to communicate with them, understand their demands, and strive for their support. They can also meet their psychological needs for interest concerns by maintaining continuous communication with stakeholders (Chen Weiru, Wang Shiyi. 2016).
For the less influential parts, partners, customers, and suppliers with a positive attitude can maintain their attention, understand their opinions, and make appropriate decisions. For competitors and media with a negative attitude, only simple attention is needed without expending past energy (Qi Lin. 2017).

[bookmark: _Toc140088730]2.6 Lewin's Three Step Model
Lewin divides the nature and process of organizational change from the perspective of group mechanics. He believes that the key to change lies in overcoming group resistance, which can be divided into three stages: thawing, transformation, and solidification (Bernard Burnes. 2019).
The first step is to thaw. At this stage, CG needs to encourage team members to change the original model and adopt new behaviors that are consistent with the development of the enterprise strategy. To achieve this, CG companies need to vigorously promote their overall situation within the company, explaining the gap between the company and its competitors, and making the vast majority of employees aware of the crisis, recognize change, and accept new work models (Yang Jiacheng. 2016). At the same time, CG companies should maintain an open team atmosphere, make employees feel safe, and reduce psychological barriers caused by changes (Stanley McChrystal. 2017).
The second step, change, is to develop or introduce new work models. Change is a process that requires providing a new working mode for all members of the enterprise. In this process, it is necessary to clarify the direction of change and then implement it (Wang Yurong and Ge Xinhong. 2015). In this step, CG companies need to set an example, such as using various methods such as rewarding outstanding employees, having mentors guide them, and conducting group training.
Step three, freeze again. During the re freezing stage, CG companies should use necessary reinforcement measures to fix new behavior patterns and enable the enterprise organization to enter a stable state of development (Zhou Zhiping. 2017). In this process, CG company needs to provide all employees with the opportunity to experience new work patterns and provide timely positive affirmation, promoting the formation of stable and sustainable behavior patterns within the company.

[bookmark: _Toc134100297][bookmark: _Toc140088731]2.7 Kotter's Eight Step Method
Kotter's eight step approach to change management is a management approach aimed at helping businesses successfully implement change (Hayes, J. 2018).
01. Establish a sense of urgency
In the stage of change planning, CG companies need to effectively promote the reasons and inevitability of the change, create sufficient urgency within the company, and enable both management and employees to understand the necessity of the change. Only then can employees understand and accept the significant adjustments to the current situation.
02. Establish a Guidance Alliance
In CG companies, managers need to find employees who understand and support change in the enterprise, gain their support, involve employees from all levels and departments, and maintain team diversity to promote change  (Yi Shengjun, Sun Keqing, Wang Jie .2017).
03. Develop Vision
In the process of change, CG companies need to ensure that the company's vision and mission align with the direction of the change, and ensure that the vision and mission are simple and understandable enough to develop a mission statement (Greenfield, A. 2008). Involve stakeholders in the development of the vision during the process, and then develop strategies related to the vision.
04. Share Vision
CG companies need to incorporate their vision into their daily promotion and communicate their vision and mission as frequently as possible; Encourage employees to provide feedback and actively solve problems. The vision can also be visually enhanced to more clearly demonstrate the differences between the current and future states. We can utilize all communication channels and platforms of the enterprise to promote our vision (Henry Mintzberg. 2012).
05. Clear obstacles
Faced with obstacles such as employees' discomfort and resistance to change, CG companies can provide necessary guidance and training to employees, conduct multiple communications, and encourage them to actively face change. At the same time, they can also develop a series of administrative systems and measures, emphasizing the importance of teamwork. At the same time, they also need to carefully investigate and diagnose, seek truth from facts, and truthfully disclose the problems discovered from an objective perspective.
06. Creating Short Term Victory
In addition to the ultimate change goal, CG companies also need to break down the change project into specific small goals to prove that the change is feasible; For example, setting goals for optimizing the company's approval process, recognizing and rewarding employees who provide excellent feedback. This can help stimulate confidence and morale within the organization and lay the foundation for larger scale changes in the future (Huang Yan, Chen Weizheng. 2013. P.41).
07. Consolidate change
CG companies can establish a reward and punishment mechanism to promptly reward employees and teams who have made outstanding contributions to change, which can greatly reduce resistance in the process of change. In the process of change, simply using propaganda to draw big cakes for employees cannot maintain their combat effectiveness for a long time. So in implementation, in addition to setting objective and visible goals, sufficient incentives should also be given to outstanding talents and teams who can exceed the goals (Xiong Geqing. 2013). Adopting incentive methods primarily based on rewards, establishing exemplary employee role models, and promoting more people to support change.
08. Anchoring Change
CG companies can upgrade and optimize their products and operations by introducing new technological means, which may bring unexpected advantages to their transformation process. The new information technology has strengthened the connection between employees within the enterprise, reduced communication costs, and provided more effective means for change promotion. In addition, CG companies also need to promote the progress of change and share successful cases in the process. In addition, employees who have made outstanding contributions in the change project can also be promoted, and publicity and training work can be organized to consolidate the success of the change.

[bookmark: _Toc140088732]2.8 Results of Change
CG Company has established the "Internet plus+Product Technology Development" platform: focus customers and product developers on the platform, and Product development needs from customers and design and process development needs from within the enterprise and even the supply chain form a demand project platform; Individuals or teams of engineers with development capabilities can form supply capability units and also enter the platform, while absorbing social and technological forces into product development teams. Customers can communicate with all technical developers or teams in real time all day long, so as to form a Two-sided market and use market rules to carry out development work. Gradually change, or even completely abandon, the approach of conducting closed product technology development by assigning work tasks.
CG company has established a knowledge sharing platform. The biggest function of the knowledge sharing platform is to reduce the learning cost of employees, shorten the learning time of latecomers and reduce the cost of continuous trial and error by using the "Internet plus" method.
Establish a management and control system that implements the idea of "Internet plus" of "co consultation, co construction, co creation and sharing", guide technical engineers to give consideration to the technicality and economy of product technology configuration as much as possible, prevent technical engineers from short-term behavior and quick success and instant benefit behavior, and at the same time, prevent technical engineers from damaging customer value, leading to customer loss and shrinking sales.
Transform the closed organizational model within the enterprise into an open organizational model that breaks boundaries. The existing organizational resources of the company are limited to our own affairs, our registered employees, and our own resources. The resources of the supply chain are only used as supplements. This perspective will inevitably limit the thinking of resource organization. If a company can broaden its perspective within the industry, everything that needs to be organized (business) may be the company's business, all human resources needed by the company's business are available to the company, and all resources needed by the company's business are resources that the company can organize, then the company's organizational model will definitely become an open ecological organizational model like Haier's. The problems of insufficient resource utilization and insufficient resources will be greatly alleviated.
For the development of business, change the "task based" organization to the "order based" organization. Task oriented organizations follow the will of the officers, while order oriented organizations follow the Law of value and the law of supply and demand. Employees, groups, teams, workshops, and other individuals and organizations of the company are constantly thinking about how much income they need to earn, how many orders they need to take, how many resources they need, and how much cost they need to spend. Then, they search for orders and resources, and the driving force of business organizations is bottom-up. The situation of "making the most of people, making the most of things, and being diligent" will arise. The problems of low efficiency and insufficient motivation in subordinate organizations will basically be solved.

[bookmark: _Toc140088733]III. Conclusion
The transformation of CG company is mainly carried out from four aspects: value chain, business process, control, and organizational structure. By using Force Field Analysis, Stakeholder Analysis, Lewin's Three Step Mod, and Kotte's eight step method to analyze CG company's transformation plan, we can conclude that the driving force of CG company's transformation plays a decisive role, and CG company's transformation is destined. Taking "Internet plus" as the main starting point can enrich the value carrier of CG companies, rapidly improve the value-added ability of enterprises, and rely on the informatization and intellectualization of products and services to realize the transformation from informatization of the value chain to intellectualization of the value chain; Implement systematization, real-time online visualization, and continuous optimization of business processes.
Judging from the results of the change, CG Company's change is undoubtedly successful. It respects people's essential needs to the maximum extent, stimulates people's vitality and creativity, and builds an enterprise organizational structure that is customer-centric, has strong adaptability and organizational synergy (Wang Jing, Jia Guozhu, Zhang Renqian. 2015).

[bookmark: _Toc140088734]IV. Recommendations
Faced with the risks brought about by change, CG companies can establish a value exchange based order compensation system, a horse race based promotion system, and a dynamic business and employee selection system. Fully leverage the organizational advantages of state-owned enterprises, cultivate the culture needed for enterprise change, and reduce resistance to change (Wang Jibin, Peng Dun. 2015). Providing convenience for new vested interests and allowing them to gain leadership of the company will increase the power of change over the power to prevent it. Combining talent cultivation with utilizing intermediary agencies or introducing talents.
The company's organizational change needs the support of appropriate "Internet plus" technology. If the technology selection or application is wrong, the risk of failure is extremely high (Guo Chaoxian. 2018. P.9). CG can rely on a team of technical experts to establish a technical review system and a pilot and gradual promotion system for new technologies.
The openness of the internet can bring about the risk of intellectual property infringement and infringement by companies, which can sometimes be fatal (Ke Jianfeng. 2017). CG companies can establish a legal risk audit system to address the risks posed by intellectual property.
The sharing of the internet will bring a much greater risk of company leakage than now, but as long as sufficient attention and measures are taken, the probability of leakage is still relatively low. CG companies need to rely on qualified professional forces for management (Sohu News, 2019).
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