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[bookmark: _Toc21999][bookmark: _Toc120367376]Executive Summary
This study uses Lewin's change model, PESTLE, SWOT and stakeholder analysis methods to critically analyze the change management of Beijing Bestway Exhibition Co., Ltd., discusses the resistance to change, and evaluates the change management process and change effect.The result shows that Beijing Bestway's change management is successful. Beijing Bestway's digital change has gone through the process of unfreezing, changing and refreezing, from a traditional exhibition enterprise to a digital exhibition enterprise, from providing a single traditional exhibition service to providing comprehensive intelligent services. Through technology empowerment, the company's differentiated competitive advantage has been greatly improved.





[bookmark: _Toc7383]1. Introduction
Beijing Bestway Exhibition Co., Ltd. (hereinafter referred to as Beijing Bestway), founded in 2009, is a professional exhibition company with high professional quality and popularity in the exhibition industry. Its main business is to host, undertake and jointly hold various large international exhibitions in China. The exhibition venues are located in Shanghai, Beijing, Guangzhou, Shenzhen, Xi'an, Chengdu and other large and medium-sized cities in China. It also organizes Chinese enterprises to participate in overseas exhibitions and overseas visits, undertake large-scale international conferences and cultural activities, and design and build exhibition projects. Beijing Bestway has a professional team at home and abroad with rich experience in exhibition planning and organization, and has refined a set of characteristic marketing models that conform to the development laws of the exhibition industry. It also has extensive and stable customer resources. Under the influence of digital transformation of exhibition enterprises and COVID-19, Beijing Bestway began to change at the end of 2019, and now has formed the core business value of digital intelligence empowerment.
[bookmark: _Toc21766]2. Internal and External Factors Driving Organizational Change
[bookmark: _Toc3634]2.1 PESTLE
Political
The Chinese government has introduced a policy system to support the development of exhibition enterprises, such as tax incentives, financial support, etc. (Zeng, et al., 2022). Since the outbreak of COVID-19, the Chinese government has encouraged enterprises to change their offline activities to online ones, providing a good policy environment for exhibition enterprises.
Economic
The development of digitalization has pushed China into the era of digital economy. Science and technology have enabled the economy. All industries have actively realized the digital transformation at the strategic level (Wang&Zhang, 2022). At the same time, COVID-19 brings the demand related to the digitization of the exhibition industry.
Socio-cultural
The traditional convention and exhibition industry is dominated by offline industries, and the flow of people, logistics, and information is highly distributed. From investment invitation, construction, display, negotiation, and transaction, all aspects can not be separated from face-to-face interaction of relevant personnel. The outbreak of COVID-19 led to the cancellation or postponement of all kinds of exhibition activities, prompting exhibition enterprises to launch online marketing exhibitions (King, et al., 2021), and promoting the digital transformation of the exhibition industry.
Technological
Cloud computing, big data, 5G technology and other technologies promote the change of exhibition enterprises (Han&Cui, 2021). Technology-based change enterprises with high level of digital technology innovation and application have formed unique competitiveness by providing customers with high-quality digital products and services through independent innovation and research and development, such as exhibition enterprise cloud conference platform companies, live broadcast companies, etc. However, enterprises with low level of digital technology innovation and application, such as Beijing Bestway, need to receive external technical support, such as virtual studios.
Legal
The 19th National Congress of the Communist Party of China proposed to speed up the construction of a powerful network country, a digital China and a smart society. The Outline of the Fourteenth Five-Year Plan proposes to accelerate the development of digitalization and build a digital China. In addition, China's Anti-monopoly Law, Anti-unfair Competition Law and Network Security Law supervise the digital change of exhibition enterprises.
Eco-environmental
Digital technology is conducive to promoting the green transformation of the development mode, and has a driving role in energy conservation and environmental protection, clean production, clean energy, ecological environment, green upgrading of infrastructure, green services and other aspects (Zhang, et al., 2023). The integration of digital economy and green economy is an important measure to solve the ecological crisis.
In general, Beijing Bestway has seized the good opportunities brought by the political, economic and technological environment, carried out digital change, and created new service and business models.
[bookmark: _Toc25649]2.2 SWOT
Strengths
·Resource advantages
Beijing Bestway has the advantages of technical resources, customer resources, supplier resources, human resources and other resources. Beijing Bestway has signed strategic cooperation agreements with various leading enterprises to strengthen the construction of resource sharing platforms and win-win cooperation.
·Experience advantages
Beijing Bestway has been focusing on providing "one-stop" solutions for enterprise customers for many years, with standardized operation process and rich experience. Through continuous change and innovation, it has become a leading enterprise serving institutional customers and constantly creating value for corporate customers.
·Technical advantages
Beijing Bestway has been exploring the changes brought by technology to the industry for a long time, and actively carries out practical applications. Up to now, Beijing Bestway has developed its own cloud conference live broadcast platform, with integrated business system, and realized online inquiry and quotation.
Weaknesses
·Traditional services account for a large proportion
Most of the existing exhibition business of Beijing Bestway belongs to the traditional offline service model. This mature business model is difficult to change, making change subject to certain resistance.
·Lack of digital talents
In the past, Beijing Bestway's talents were mainly traditional convention and exhibition elites, who lacked the concept of digital marketing and core capabilities related to digital. If we recruit digital professionals from the time we decide to change, we still need a certain period of adaptation. Therefore, the lack of digital talents is a serious disadvantage of Beijing Bestway's digital change.
·The business platform for digital transformation has not been completed
Beijing Bestway's business integration platform has not been fully opened, making it difficult for data to play a role. Therefore, Beijing Bestway is still in the state of information island (Bhimani, 2020), and it is difficult to carry out intelligent analysis and prediction.
Opportunities
·Policy opportunities
At the policy level, China has guided and strongly supported exhibition enterprises to carry out digital transformation, and encouraged these enterprises to improve their work efficiency and promote economic development through innovative business models and change management.
·Market opportunities
The outbreak of COVID-19 has led to the rapid development of the digital economy and stimulated people's demand for digital products. More and more enterprises have begun digital transformation (Markopoulos, et al., 2021), for example, online investment promotion, online exhibition, etc.
·Technical opportunities
Cloud computing, big data, 5G, artificial intelligence and other technologies have brought change opportunities for exhibition enterprises (Fletcher&Griffiths, 2020). Technology is the core and technology is the premise. Science and technology can promote the change management mode and operation mode of exhibition enterprises and gain new development vitality.
Threats
·The uncertainty of the arrival of COVID-19
With the comprehensive opening up of China, offline activities have resumed, and the preparation of Beijing Bestway for online exhibition activities may cause resource waste. COVID-19 will continue to affect people's behavior and market demand for a period of time, making the future business of Beijing Bestway face greater uncertainty.
·Data security
The digital change of exhibition enterprises needs to use the network to process a large amount of data, which involves the security and authority of data storage. Network security will inevitably pose a threat to the digital change of exhibition enterprises.
In general, the internal environment of Beijing Bestway is shown in Table 1:
Table 1: SWOT analysis
	·Fundamentals of digital technologyS

·Exhibition business experience
·Supplier accumulation (including new technology)
·Rich customer resources
·Financial capacity guaranteeO

	·The concept of digitalization and the shortage of digitalized talentsW

·Insufficient digital pioneering power
·The industrial chain platform is not connected
·Data dispersion is not effective
·The transformation plan is not clear

	·National encouragement and policy support
·Digital economy, application increase
·Promotion of COVID-19
·Technology development drives change
·Change of industrial chain enterprises
	·Uncertainty of COVID-19T

·Economic environment affects development
·Data and network security threats
·Competitor transformation threat
·Threats from cross-border competitors


[bookmark: _Toc10653]2.3 Stakeholder
The exhibition elements include exhibitors, exhibitors, trading platforms and commodity information platforms, and its main body is exhibitors, exhibitors and exhibition halls. Exhibition activities are formed by the cooperation of the government, exhibition organizers, exhibitors, exhibitors and exhibition enterprises. Therefore, they are all stakeholders of exhibition enterprises.The stakeholders of Beijing Bestway are shown in Table 2:
Table 2：Organizational stakeholders
	Stakeholder categories
	Specific stakeholders

	Core stakeholders
	Government, exhibition companies, exhibitors and exhibitors

	Sub-core stakeholders
	Venue enterprises

	Supporting stakeholders
	Exhibition-related enterprises (exhibition stand design, transportation and construction enterprises) exhibition industry association

	Marginal stakeholders
	Public, hotel, catering, transportation and tourism


The holding of exhibition activities can promote the performance of hotels, catering, transportation and tourism to a certain extent, and the harm of exhibition activities to the ecology will affect the public. The government has played a vital role in the development of the exhibition economy, especially the support of government policies, which has promoted the development of Beijing Bestway, and also coordinated the relationship between various stakeholders, so that the entire exhibition industry can develop healthily.
In order to more clearly evaluate the situation of stakeholders in Beijing Bestway, we can use Porter's five forces model to analyze:
Existing competitors
The existing competitors are the core stakeholders of Beijing Bestway. Beijing Bestway's existing competitors are mainly traditional exhibition enterprises. Before the outbreak of COVID-19, the increasing frequency of conference activities in China led to many traditional exhibition enterprises entering the market, forming a fierce competition pattern, and cost leadership has become the main competitive advantage of exhibition enterprises. After the outbreak of COVID-19, these traditional exhibition enterprises are exploring digital change (Giannini&Bowen, 2022), so Beijing Bestway is still in fierce market competition.
New entrants
New entrants are the core stakeholders of Beijing Bestway. Digitalization has brought about the subversion of traditional technologies and the emergence of new business models. For example, Alibaba and Tencent originally did not belong to the exhibition industry, but also competed with exhibition enterprises through online conferences and virtual exhibitions. In addition, there are also science and technology enterprises. Because of their strong innovation ability and excellent technical personnel, disruptive innovation continues to emerge (Samaroudi, et al., 2020), such as virtual anchors. Such new entrants will bring huge impact to exhibition enterprises.
Substitutes
The substitute is a secondary stakeholder of Beijing Bestway. New alternatives have emerged in the exhibition industry, such as cloud conference, virtual anchor, etc. For more than two years, online mode has become an important link in the exhibition industry chain, which will not only divert traditional exhibitions (Tabrizi, et al., 2019), but also affect the profit space of other service providers.
Supplier
The supplier is the secondary core stakeholder and supportive stakeholder of Beijing Bestway. The suppliers of exhibition enterprises include major hotels, builders, logistics providers, advertisers, etc. With the development of the digital economy, the number of science and technology suppliers has gradually increased (Chien&Chi, 2019), and the two characteristics of innovation and resource scarcity make their bargaining power generally higher than traditional suppliers.
Customers
Customers are the core stakeholders of Beijing Bestway. The customers of exhibition enterprises are their service objects. In order to improve the effect of the event or conference and save the budget, these customers have set up professional docking and procurement departments to negotiate and communicate with exhibition enterprises, so their bargaining power is strong.
[bookmark: _Toc24399]3. Organizational Change Management Process
Beijing Bestway's change management process conforms to Lewin's change model. Lewin believes that an enterprise is a balance composed of driving force and control force (Burnes, 2020). Among them, "driving force" is the pressure of change, and "restricting force" is the resistance of change (Hamdo, 2021). As the environment changes, these two forces will play games with each other and eventually become the driving force to promote enterprise change, while enterprises seek a balance between these two forces. Lewin believes that change means that an enterprise reaches the desired equilibrium state from its current equilibrium state.
In Lewin's change mode, change is divided into three stages: Unfreeze - Change - Refresh (Ro ş Ca, 2020), as shown in Figure 1 Among them, "unfreezing" is to break the balance between the driving force and the restricting force at the current stage of the enterprise, so that the previous rules and vision of the enterprise lose their binding force and guiding significance; "Change" refers to the process of changing the behavior of enterprises. In this process, enterprises will seek new visions, new development models, etc. (Ro ş ca,2020)。 "Refreezing" is to make the driving force and control force reach a balance again, and make the newly formed state stable for a long time.
Prepare for change
Unfreeze

Implement change
Consolidate the results of change
Change
Refreeze




Figure1：Lewin's change model
[bookmark: _Toc22476]3.1 Unfreeze
At this stage, Beijing Bestway identified the driving force and resistance of enterprise change and formed a preliminary change plan.
Identify the resistance of change
·Uncertainty after change
Change will bring insecurity. Beijing Bestway's digital change requires employees to abandon the behavior of traditional convention and exhibition business. It is difficult to predict what the company will face after the digital change.
·Employees' concerns
Beijing Bestway's digital change will lead to the destruction of the social relations established by employees in their previous work (Tang, 2019). For example, some employees may be transferred to a new department, which will not only make their previous experience useless, but also make them hardly understand digitalization. After being transferred to a new department, everything must start from scratch.
In addition to the maladaptation of daily work, employees will also worry about the impact of digital change on their salary level (Nadkarni&Pr ü gl, 2021). For example, after digital change, the company may develop new performance evaluation methods, and they can't guarantee that they can complete the target task in areas they are not familiar with. Some employees will also worry about whether they don't understand digitalization at all (Kane, 2019) and will be laid off.
Identify the driving force of change
·Negative impact of COVID-19
The outbreak of COVID-19 not only affected the entire economic environment, but also made many economic activities unable to carry out normally. As the exhibition industry is a highly crowded industry, it has been greatly impacted. In response to COVID-19, the Chinese government took preventive and control measures, which prevented the normal development of exhibition business for several consecutive months. In the special period, even if the exhibition activities were carried out, the number of people participating in the exhibition activities decreased sharply due to people's panic (Savi ć, 2020)。 However, the holding of a conference or event often requires a long preparation period and huge investment. The outbreak of COVID-19 has caused huge economic losses to Beijing Bestway.
·Industry competition continues to intensify
Before the outbreak of COVID-19, China's exhibition industry had a good momentum of development. Exhibitors, exhibition venue operators, builders and other upstream and downstream enterprises in the industry entered the market, triggering a price war between exhibition enterprises. The outbreak of COVID-19 has brought new exhibition enterprises and intensified the competitive pressure of exhibition enterprises (Soto-Acosta, 2020). Many traditional exhibition enterprises are seeking digital change. If Beijing Bestway does not change again, it will be eliminated by the market.
·Seek common development
In this change, Beijing Bestway established a common vision: build the future and seek common development. The idea of Beijing Bestway is to serve exhibitors wholeheartedly, create business opportunities and enhance the value of the exhibition; The mission is to build an international first-class exhibition with "high specification, high quality, high standard, high level and high effect", so as to become a professional exhibition organization in China and even in the pace of globalization. The common vision takes into account the common interests of enterprises, departments and individuals, and thus is recognized by stakeholders.
[bookmark: _Toc24393]3.2 Change
At this stage, Beijing Bestway took specific measures to change according to the proposed change plan.
Communication
Through communication, Beijing Bestway won the support of employees for change (Jami Pour&Hosseinzadeh, 2021). First of all, through communication, Beijing Bestway provides employees with detailed information about the reason, purpose and plan of change, so as to promote employees to better understand change. Secondly, through communication, Beijing Bestway also let employees express their demands in change, let employees participate more in digital change, make employees realize the urgency and importance of Beijing Bestway digital change (Vial, 2021), and reduce the resistance to change.
Training
In the process of this change, the training provided by Beijing Bestway is mainly about the training of employees' digital concepts and digital application skills, so that employees have a basic understanding of digital concepts (Merge, et al., 2019). Through the training, some employees realized the importance of this digital change, and actively started learning about digital, actively participated in this change, and promoted the smooth progress of the company's digital change.
Implementation Measures
·Fully implement digital intelligence
Beijing Bestway makes use of new technologies to build a one-stop digital service platform, namely "Digital Smart Exhibition Cloud Platform", which integrates digitalization into daily work and gradually adapts to improve work efficiency and competitiveness of the company through digitalization of management processes, data storage and analysis, and business processes (Hanelt, et al., 2021).
·Implement integration
Beijing Bestway has innovatively implemented integration by using digital technology, such as double-line integration, virtual and real integration, cross-border integration, organizational integration, etc., thus gaining differentiated competitive advantages.
·Implement "greening"
In response to China's "double carbon" policy, Beijing Bestway has created a "green exhibition". For example, Beijing Bestway has carried out system change to achieve online office, and all office documents are uploaded to the system in electronic form, achieving paperless office, which not only saves costs, but also is an important part of the company's digital change. For another example, Beijing Bestway uses digital technology to count and analyze the carbon footprint of conferences or events, and develops carbon neutral solutions (Gao, et al., 2022), so as to achieve "green exhibition".
[bookmark: _Toc31972]3.3 Refreeze
After the enterprise changes, there is still a risk of returning to the original habits and behavior (Errida&Lotfi, 2021). Therefore, Beijing Bestway has taken many stabilization measures, including institutionalized measures, to stabilize the change results. For example, Beijing Bestway redesigned the performance measurement index, that is, taking the attitude and behavior expected by the enterprise in change as the evaluation standard, and combining incentive measures to reward the new behavior in change. In addition, it also integrates digital change into the corporate culture through institutional means, ensuring the stability of the organization after change.
4. [bookmark: _Toc13073]Assessment
In general, the change management of Beijing Bestway is successful. Beijing Bestway's digital change has gone through the process of unfreezing, changing and refreezing, from a traditional exhibition enterprise to a digital exhibition enterprise, from providing a single traditional exhibition service to providing comprehensive intelligent services. Through technology empowerment, the company's differentiated competitive advantage has been greatly improved.
5. [bookmark: _Toc8706]Conclusions and Recommendations
[bookmark: _Toc9586]5.1 Conclusions
Driven by the digital economy and the impact of COVID-19, Beijing Bestway opened the road of digital change. In the process of change, the uncertainty after the change and the concerns of employees hinder the implementation of the change, while the negative impact of COVID-19, the continued intensification of industry competition and the common vision of common development drive the implementation of the change. After the game between the two forces, Beijing Bestway finally completed the digital change and gained a certain competitive advantage.
[bookmark: _Toc23624]5.2 Recommendations
[bookmark: _Toc7815][bookmark: _Toc1513]Strengthen Change Management
The stability of the organization after change is crucial (Maes&Van Hootegem, 2019). Beijing Bestway needs to correctly understand the significance of digital change from a strategic perspective to ensure that the enterprises after the change can achieve stable development. Therefore, the management of Beijing Bestway should strengthen the management of change, formulate a new development strategy for the organization after change (Sheninger, 2019), and carry out the top-level design of digital transformation according to the characteristics of Beijing Bestway, so as to comprehensively, systematically and comprehensively carry out the digital change layout.
[bookmark: _Toc19687][bookmark: _Toc25845]Improve Technical Level
Beijing Bestway's digital transformation is not only the change of system and platform, but also the reconstruction of business process through digital technology (Verhoef, et al., 2021). Beijing Bestway needs to increase the proportion of digital business and reduce the scale of traditional exhibition business to ensure the effectiveness of change. In addition, in order to improve the technical level, Beijing Bestway can also reach strategic cooperation with industry-leading technology-based enterprises to promote the effective application of emerging technologies in the exhibition business.
[bookmark: _Toc26074][bookmark: _Toc18574]Absorb and Cultivate Digital Talents
In this change, digital talents are crucial (Zaki, 2019). Due to the great difference between digital technology and traditional exhibition business, the original employees of Beijing Bestway are not competent for the work after the organization change. Therefore, Beijing Bestway needs to train its original employees, so that all employees can generally form digital awareness, and some employees can be competent for digital work. At the same time, Beijing Bestway also needs to introduce some digital talents from outside, especially digital technical talents and innovative talents. Only with the joint efforts of these talents can Beijing Bestway's digital change achieve real success.
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