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Abstract
As an excellent communication equipment supplier, Huawei's enterprise informatization development experience and management have strong reference significance. The rapid development of Huawei benefited from the development of information technology. However, due to some technological limitations, Huawei faced the problem of organizational structure reform in the early stage. This paper analyzes the internal and external factors of Huawei's enterprise reform by analyzing its development history and management status and combining with the theoretical basis of enterprise change management. Based on the model and driving factors of enterprise change management, the resistance of enterprise change in Huawei is discussed. Based on the analysis of Huawei's enterprise change management, provide some change management suggestions for Huawei, and the principles to be followed in the process of change management to promote Huawei's active development of core competitiveness. 
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Chapter one : Introduction
1.1：Background and purpose of the research
[bookmark: _GoBack]Change management refers to the process in which an enterprise changes organizational structure, technology, culture, and processes to respond to challenges and opportunities in the internal and external environment. In the global economic situation and the development of the internet, many enterprises have been greatly impacted. Faced with an environment that is not conducive to enterprise development, many companies have to consider transformation and organizational restructuring. Many enterprises have encountered a bottleneck period in their development, starting market transformation and moving towards overseas markets. When there are significant changes in the internal and external environment and slow performance growth in some high growth companies with lagging management capabilities, the problems of enterprise development will be concentrated and exposed, so they are more active in finding ways to transform (Shi Yigong,2019). Enterprise change management may help companies solve internal problems and adverse factors caused by external environments during periods of lagging development. Just like the world-renowned management master Peter ▪ Drucker said: we cannot change it, we can only go ahead of it. 

Huawei, as a successful example of the rapid growth of Chinese high-tech enterprises, has gradually grown from a small sales company in Shenzhen to a leading global provider of communication infrastructure and intelligent terminals after 36 years of development. Therefore, this article takes Huawei as the research object, with the aim of analyzing Huawei's internal and external factors and combining them with important transformation time nodes, in order to study Huawei's transformation and development at different stages of development. Analyze how Huawei effectively optimizes enterprise change management in practice, and provide some suggestions and plans for Huawei to achieve long-term development (Wang Wenge, 2019).

1.2：Huawei's corporate introduction
In 1987, Huawei was founded in Shenzhen, China. Huawei has developed into a leading global provider of information and communication infrastructure and intelligent terminals. Huawei's main business focuses on the field of basic communication facilities, and enterprises serve the government, public utilities, financial fields, continuously innovating for each customer's needs. Huawei's main business is divided into four parts (Lv Hui, 2018). Operator business：communication equipment suppliers and global operators will purchase Huawei's communication equipment to build base stations. Enterprise business.：enterprise network equipment and enterprise intelligent solutions, facing the digital transformation of enterprises, build an intelligent platform for enterprises. Consumer business：for mass consumers, including smart phones, tablets, laptops, home routers, etc. Huawei cloud business：including cloud computing servers, cloud computers, cloud storage, cloud virtual networks. Provide communication and information products and solutions for enterprises, helping many enterprises improve efficiency and reduce operating costs. Currently, Huawei has approximately 195000 employees, and all of its businesses are located in more than 170 countries and regions (Ren Zhengfei, 2020). Faced with the goal of sustainable development in the future, Huawei has been striving to explore the endless frontiers of science and technology, guided by its corporate vision (Zhang Xiaodan, 2017).

     











Chapter two : The process of Huawei's transformation
Huawei has been continuously adjusting its strategic plan to adapt to changes in the environment since its development, and its organizational structure is also being optimized in line with the strategy. Huawei has gone through four important corporate changes during its growth. 

From 1987 to 1995, Huawei underwent its first proactive enterprise transformation during its initial survival period. In addition, Huawei took the initiative to face the problems existing in the rapid development stage, and carried out transformation and reform at the critical moment of development. The goal is to transform the customer centered product development process. Huawei has introduced an integrated product development process and thoroughly changed the existing product development model. The customer-centric and market-oriented product development process has achieved a transformation from technology to customer models (Zeng Ming, 2019). At this stage, Huawei still focuses on the continuous development and production of a sin5gle product, and its sales strategy is to seize the market at low prices (Sun Yafang, 2020). The process framework includes two key concepts: firstly, product development should be based on customer needs and form a product concept that meets market demands. The second is to complete the product at once through a structured product development process. From the collection and analysis of initial customer needs, to the implementation and change management of mid-term customer needs, and finally to the later product launch. Throughout the entire product lifecycle, research and development work always revolves around the closed-loop management process of the market and customers. After the first transformation, the company's business development and management reform formed a virtuous circle of mutual promotion, and the product research and development ability has been substantially improved, which greatly promoted the development of the business (Qiu Yuepeng, 2018). 

From 1996 to 2003, Huawei's second transformation started from the domestic market to the global market. At this stage, due to the slow development of the domestic communication equipment market, Huawei's profits have been swallowed up, causing competitive pressure and forcing Huawei to continue its transformation and development. Huawei is gradually shifting from a centralized strategy to a horizontal integration strategy, gradually entering the field of mobile communication from a single research and development, production, and sales. Starting to gradually develop towards diversification and becoming a company that can provide comprehensive communication solutions. The shortcomings of Huawei's original centralized power based linear organizational structure are gradually being exposed. In order to enter the global market, Huawei can only continuously adjust its organizational structure. The whole system is gradually divided into small business units and a matrix organizational structure is established which combines business departments and regional departments. It mainly includes two aspects: firstly, the enterprise is fully authorized at the macro level and has complete independent operational autonomy. The second is the product and market responsible unit, which has a unified leadership function for the integration of production and sales (Huang Youcan, 2018). 

From 2004 to 2011, during this stage, Huawei adopted vertical integration, diversification, and internationalization in product development. In terms of market competition, adopt a win-win approach with partners. Huawei has also completed the transformation of end-to-end communication equipment service providers. During this period, Huawei's organizational structure underwent a gradual evolution, shifting from a combination of business units and regional departments to a product line led organizational structure. At the same time, supported by reform projects such as finance and human resources, Huawei has carried out comprehensive business process reform. The third reform and adjustment of the organizational structure has made full contributions to the redistribution of power and the improvement of the operational efficiency of the organization, enabling Huawei to establish an organizational operation system that is in line with international standards (Xu Zhijun, 2021). The adoption of product line forms can more effectively engage in extensive communication with customers, and timely identify and meet customer needs, thereby effectively enhancing Huawei's international market competitiveness (Yu Chengdong, 2020). 

Since 2013, Huawei has become a diversified enterprise and formed three business systems: operator business, enterprise business, and consumer business. The organizational structure will still maintain a matrix structure in the future, but it will dynamically change with strategic adjustments. When challenges arise in the external business environment, the structure shrinks and overlays to streamline personnel (Shi Changshun, 2020). 













Chapter three : Huawei transformation factors
3.1：Internal and external factors
Advantages: during Huawei's development period, as the company expands in size and faces different market environments, it continues to break through old systems and carry out management reforms. Huawei's internal factors have always been centered around adhering to its development strategy, and have repeatedly implemented enterprise oriented change management to strengthen the company's focus on development strategy, Huawei has repeatedly carried out enterprise change management in order to further consolidate its business model. As Huawei developed, it found that foreign customers did not understand Huawei's core values. Therefore, Huawei began to spread its core values internationally (Xu Zhijun, 2019). With the increase of international employees, their human resource management also needs to be in line with international standards. Huawei's human resources have undergone significant changes in employee management, from simple personnel management to strategic human resource management, and finally to international human resource management. In different stages of development and facing different challenges, Huawei's human resource management has adopted targeted reform measures. The purpose is to consolidate the development strategy as the center and organizational structure as the basic work point (Che Xiaoqiang, 2019). In the rapidly changing era, on the one hand, Huawei needs to continuously adjust its strategy based on changes in the external environment, and on the other hand, the organization also needs to face the requirement of strategic consistency in its strategic implementation. Huawei's leadership structure gradually changes with the development of the organization to adapt to the changing business environment and match its own development strategy. Gradually evolving from a single leadership structure to a management team. Finally, there is a rotation of leadership positions. The change of leaders has also brought changes to Huawei's strategic objectives, organizational structure and decision-making mechanism in different periods (Dong Daming, 2019). 

Disadvantage: during Huawei's transformation period, the technology department needs to continuously learn new knowledge and technology. With long-term experience accumulation, decision-making can be relatively correct, but the efficiency of decision-making began to decrease. For the span upgrade of technology, the difficulty of decision-making is also increasing, knowledge updates are relatively lagging, and the accuracy of decision-making is significantly reduced. Moreover, Huawei's decision-making process is relatively opaque, and a large number of tasks are concentrated on the core management, which limits the flexibility and adaptability of the company. And Huawei's corporate culture has always been very tough and conservative, creating some resistance to internal changes, leading to slow progress (Liu Xingming, 2021). During internal changes, managers collectively reduced their salaries, resulting in employee turnover and a slowdown in the process of change. This is also a stage that every company undergoes during its transformation period, and the transformation of an enterprise will be accompanied by pain (Zhang Zhiyong, 2015). 

Opportunity: Huawei's expansion into overseas markets is the best opportunity for development and transformation. In the early stages of Huawei's transformation, as the pain of transformation intensified, there were no significant financial achievements. And competitors tried to block Huawei from entering overseas markets, at this stage Huawei was on the verge of collapse. So with the help of pressure and the maturity period of product development management change, proactively expand globally, especially for developed markets (Liu Xiangdong, 2020). After long-term planning and layout, in order to make more effective use of global resources, Huawei has formed several operation centers and resource centers around the world. If Huawei does not quickly expand its product coverage globally, it will be a waste of investment and a loss of opportunities. And to be familiar with the market, win the market, train and build the team in the fight in the overseas market. If international team cannot be quickly established, Huawei will be eliminated once the Chinese market is saturated (Xiao Hua, 2021). 

Threat: in recent years, due to the slow growth of the world economy and the further strengthening of trade protectionism, competition in the communication equipment industry has become fierce. In early trade disputes, restrictions and sanctions were imposed on China's communication industry. The decision to add Huawei to the entity list has restricted parts of the supply chain, Huawei has to make a new strategic layout. Today, Huawei collaborates with domestic suppliers through self-developed technology, the risks in this area are gradually being mitigated. This is also an important driving factor for Huawei to strengthen internal management changes (Huang Youcheng, 2021). 

3.2：Stakeholder
Stakeholders refer to the interested parties involved in economic events and policies, Huawei has involved multiple stakeholders during its transformation period. Company employees are one of the most important stakeholders. Employees need to clarify how to adapt to change and achieve Huawei's goals. They also hope to obtain clear role definitions and experience accumulation, making positive contributions to the company. In the process of enterprise transformation management, the company leadership needs to communicate with employees and participate in their processes, ensure that employees understand the background, goals, and strategies of change, and provide appropriate training to promote professional literacy to support change (Zhang Chenyang, 2021). Customers are an important factor in the development of enterprises and also one of the most direct beneficiaries. In response to measures or product changes, Huawei continuously invests resources to meet user needs and collects feedback from customers through market research, in order to better create new value points and improve user value experience (Huang Youchan, 2019). Suppliers are also indispensable stakeholders, which can directly reduce costs and expand business scope for Huawei. Huawei is committed to finding potential suppliers to assist in product innovation and technological optimization. At the same time, Huawei will provide a reasonable and good cooperation environment to maximize its rights and interests and reach a long-term and stable cooperative relationship. Huawei actively manages the supply chain to gain continuous cost advantage and improve the high integration between suppliers and companies to ensure timely and reliable satisfaction of customer needs. Suppliers are also one of Huawei's reserve forces in the difficult transition period. Partners as an important part of the change management process, Huawei's partners have various production and research and development capabilities and resources. They play a driving role in how the company's interests continue to expand after organizational change (Ji Nian, 2021). 

3.3：Resistance in the process of change
The resistance faced by Huawei during its internal reform mainly includes organizational structure adjustment, market competition and institutional innovation. Organizational structure adjustment is one of the cores of Huawei's reform. To achieve this change, Huawei also need to face many obstacles, because more members have become accustomed to the existing environment, processes and organizational structure. The necessary prerequisite for realizing the new organizational structure change is the communication between internal and external. Huawei needs to conduct internal communication and decision-making unity, and communicate with partners to ensure that the change strategy meets the market demand. Industry competition and market uncertainty are another major obstacle to Huawei's change management. Huawei not only pay attention to the improvement of its technical level, but also pay attention to the development of its competitors and understand the changing trend of the market in order to make targeted changes. Institutional innovation is also a major obstacle in the process of Huawei's change management. The new system will inevitably encounter many difficulties, because it takes a lot of time and energy to separate from the old system and build a new system. At the same time, the change of system and process also means that each member needs new training and guidance in order to better understand and adapt to the new system and process (Long Yongtu, 2021). In the face of resistance, Huawei takes measures to improve employees' sense of participation and enhance their sense of identity with enterprise changes, which is conducive to strengthening employees' support for the change plan and reducing resistance. Dealing with specific problems in time is another way for Huawei to cope with resistance. Huawei remains sensitive when formulating its change strategy, find new situations and challenges and make timely responses and adjustments. Solve the problem in time, and don't let it ferment into a major problem, thus reducing resistance and promoting change. In the process of identifying and solving these obstacles, in order to realize successful changes and further development of Huawei (Liu Hao, 2020). 

3.4：Transformation model
Based on John P. Kotter's theory of change in the process of large-scale change, Huawei has added a change mode that is in line with its own situation and development in actual implementation. The eight steps of John P. Kotter's theory of change include: creating a sense of urgency, building a leadership team, planning a strategy, communicating change, empowering execution, short-term results, continuing to deepen, and integrating results into the culture. In the early stage of change, Huawei made clear the need for change and the reasons for promoting it, and also conveyed it to all stakeholders. After that, a team with leadership is set up to promote the change process, formulate the change strategy and get the support of stakeholders. Develop a clear plan of change objectives and strategic direction. Communicate the direction and strategy internally to get more support, and make sure everyone understands the meaning of change and their responsibilities. Stimulate the enthusiasm and confidence of employees through the goals that have been achieved in the short term. After that, consolidate the short-term achievements of the change, effectively grasp the business knowledge and technical solutions needed in each stage, and make it a stable foundation. Finally, establish a new enterprise internal culture to promote long-term effective change and sustainable development. The analysis of the overall process of Huawei's transformation is based on Kurt Lewin's three-stage transformation model. Unfreeze stage: Huawei remains relatively stable in the initial stage of change, while identifying the aspects that need to be changed. At this stage, the preliminary work is prepared, such as formulating a clear reform goal plan and building a team, to lay the foundation for the subsequent process. Start the change after making sure the preparatory work is in place. Change stage: in this stage, as the core part of the change process, Huawei makes changes by taking practical reform measures, such as adjusting the organizational structure and establishing new processes. Follow up every detail of the process and ensure that the process is gradually advanced to a higher goal. Freeze stage: this stage is aimed at consolidating after successful change, while monitoring and managing processes to ensure sustainability of the change and stabilize the new state. Huawei institutionalized the results and maintained the status and standardization through continuous optimization (Liu Haitao, 2019). 



Chapter four : Conclusion
Overall, Huawei has undergone multiple corporate transformations, which have had multiple impacts on the company's future development and business strategy. More focused on core business: Huawei will continue to optimize and consolidate its business structure, focusing more on core business areas, especially in the leading telecommunications network equipment, smartphones, and consumer business areas (Liu Haixia, 2020). And Huawei also leverage digital technology and platform advantages to carry out broader innovation and find new growth points. Enhancing research development investment and product innovation capabilities: with the increasingly fierce market competition, Huawei continues to enhance its research and development investment and product innovation capabilities to maintain its leading position in the technology field. And further strengthen cooperation with customers and partners to promote technological innovation and application. Digital transformation: Huawei promotes its digital strategy based on its experience in the process of transformation. Optimize internal operation and management through digital technology and data analysis, and accelerate the realization of digital transformation and change of enterprises. Digital transformation can help Huawei improve efficiency, speed up decision-making and improve customer experience, so as to achieve continuous growth and progress of business and organization. Explore new growth opportunities: with changes in consumer demand and market environment, Huawei actively seeks growth points in new technologies and business areas. For example, in the fields of smart home and electronics, Huawei has launched a series of innovative products and solutions, and has increased its investment and layout in these fields, hoping to explore greater market share and business opportunities (Xu Yuezhi, 2019). 

















Chapter five : Suggestions
Here are some specific suggestions and measures for Huawei's transformation and future development. Improve the ability of independent innovation: in terms of organizational structure, a more stable research and development team can be established, and team members can be encouraged to communicate and collaborate in the development process. In terms of technological research and development, research processes and resource allocation can be continuously optimized to better meet market demand. Transforming into a service-oriented enterprise: when designing and developing products, consideration can be given to their reusability and scalability, in order to provide customers with more personalized solutions. Continue to strengthen cooperation with partners, explore more business models, and promote mutual benefit and win-win results. Establish and promote comprehensive digital transformation, guide the industry to popularize digital technology, and create an innovation driven growth model (Li Yinan, 2020). Strengthen social responsibility and brand image: actively participate in sustainability, environmental protection, public welfare and charity, enhance the company's social responsibility image. Through professional brand building and differentiated marketing strategies, to strengthen the brand influence and visibility, achieve the upgrade to the "global brand". Continue to seek international development opportunities: strengthen the insight of the global market, determine the market demand and develop new business models, in order to enhance the competitiveness of the enterprise in the global market. Adopt diversified investment strategy, seek opportunities to expand market share and introduce technical talents through overseas company acquisition and cooperation, support the further international development of the company. Further improve the global supply chain system and improve enterprise management efficiency (Wang Wei, 2021). 
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