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1. Case Description
[bookmark: _Toc129975872]1.1 Company Profile
Founded in 1936, D is a family-owned company that has always embraced the following values: Stewardship, integrity, and diligence; trust and respect for others; innovation; risk-taking; customer support; and the promotion of internal incentives. Headquartered in the United States, the company was founded primarily as a manufacturer of molds and tools and has since expanded its product offerings to include the entire outdoor power equipment through relentless efforts and development. Today, it has become a leading global manufacturer and leader in the industry. Meanwhile, we have established branches in many countries around the world, such as Mexico, Germany, China, Canada, Hungary, etc., and 9 branches in the United States alone. With superb design, first-class production facilities and a team of hard-working people, D has been able to innovate and win awards for its products. 

As an important part of D's global strategy, the first D Asia Pacific facility was opened in the fall of 2007. With nearly 400 employees, the Asia Pacific branch covers an area of over 50,000 square meters; the main products manufactured are outdoor equipment products and accessories, and its main customer markets are in the United States, Canada, and Europe; the company has received IS0 9001 certification in 2008. Mowers are a small part of the head office's market share, and the Asia Pacific branch is a small company compared to its other sister factories, and the company's operating profit has been negativing for 9 years. However, its existence is strategically important, not only as the only factory in the Asia Pacific region, but also as a "fundamental" support for the Asia Pacific business. Therefore, the development of the Asia Pacific plant is crucial to the achievement of its global strategic goals.

[bookmark: _Toc129975873]1.2 Global market competition status
In recent years, private enterprises in the manufacturing industry in various countries have been growing and developing, and they have rapidly developed and started to rise in the market of this industry, and their market share has been increasing year by year, and they have been attacking the city and continuously seizing the domestic and even international markets(Aryeetey and Aryeetey 1998, Arthur 2006). 

Asia Pacific D used to produce mainly as a processing plant for export to the U.S. group head office and sister companies in other countries, with the main production orders coming from the U.S. group head office for distribution. After seeing data on the distribution of APAC mower exports to the rest of the world in 2015 (Table 1-1), the U.S. group headquarters decided to implement a strategic overhaul to drive change and bring APAC D to market. As you can see from the regional distribution of export volume and value in Table 2-3 below. With the changes in market patterns and socio-economic patterns, Asia Pacific D must choose to change and vigorously develop new products and services that are suitable for the preferences of Asia Pacific customers, while proposing the In Region For Region (IRFR) development strategy for Asia Pacific(Nagle 1970).

	Country Name
	Sales Amount ($)
	Sales Share (%)
	Volume 
	Volume Share (%)

	Germany
	99,710,740
	15.68
	1,168,778
	15.72

	United States
	95,995,883
	15.1
	876,474
	11.79

	United Kingdom
	64,906,726
	10.21
	983,370
	13.23

	Netherlands
	43,959,668
	6.91
	618,139
	8.31

	Poland
	34,198,233
	5.38
	316,706
	4.26

	Australia
	32,528,685
	5.12
	293,526
	3.95

	French
	27,862,377
	4.38
	297,082
	4

	Denmark
	27,519,233
	4.33
	211,214
	2.84

	Italy
	22,065,221
	3.47
	289,704
	3.9

	Japanese
	20,709,027
	3.26
	179,005
	2.41

	Belgium
	17,353,911
	2.73
	212,350
	2.86

	Canada
	13, 073,704
	2.06
	116,650
	1.57

	Finland
	12,468,751
	1.96
	137,422
	1.85

	Russia
	12,413,721
	1.95
	247,848
	3.33

	The Czech Republic
	10,902,276
	1.71
	137,253
	1.85

	New Zealand
	7,940,820
	1.25
	74,858
	1.01

	Sweden
	7,415,818
	1.17
	80,864
	1.09

	Switzerland
	6,694,747
	1.05
	51,682
	0.7

	Estonia
	6,005,115
	0.94
	54,856
	0.74

	Ireland
	5,752,691
	0.9
	44,800
	0.6

	Croatia
	3,907,036
	0.61
	44,245
	0.6



Table 1-1

[bookmark: _Toc129975874]2. Problems of the company before the implementation of change management in Company D
[bookmark: _Toc129975875]2.1 Asia Pacific branch is not clearly positioned within the group.
The U.S. group headquarters was unclear about the positioning of Asia Pacific D within the group. Previously, it was only used as a production and manufacturing base, built in the export processing zone, and most of the materials imported through processing and manufacturing assembly and packaging, and then exported to the United States, Australia, Europe and other distribution centers warehouses, and orders were also assigned by the U.S. headquarters. Since March of last year, Asia Pacific D Company's global strategic landscape has undergone a major adjustment to SBU Strategy business unit operating strategy, so Asia Pacific D Company Asia Pacific APAC has become an independent operating part. As a result, APAC D has become an independent operation. APAC D has to change from its previous planned economy model of "living off the US" to an operation and development model that relies on the Asia-Pacific region as its market, and to develop products and services that are preferred by Asia-Pacific customers. In short, the development model of "self-production and self-marketing".

[bookmark: _Toc129975876]2.2 Confusion in the internal management of the branch
Asia Pacific D company with the global strategic pattern of change, has now faced the following serious situation: organizational structure confusion, reporting to unclear; employees at all levels and even the middle management of the work motivation is not high, extremely low efficiency, some employees and even negative idleness, unclear authority, and responsibility(White and Lawrence 2020).

First, Asia Pacific D, as the only manufacturing plant in the Asia Pacific region, has a bloated internal organization, a dysfunctional organization, and a lack of important support departments such as HR, finance, quality, continuous improvement, and import/export, which has seriously affected the daily operations of Asia Pacific D. Since the organizational relationships and reporting lines were not in the factory, these support departments did the same thing well or badly, and the management of factory operations had no say, thus the factory was not well supported(Al‐Mashari and Zairi 2000). The organizational structure before the change is shown in Figure 2-1.
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Figure 2-1

Second, management effectiveness is low. But the weak professional ability, low enthusiasm, no motivation, especially the lazy style developed by the planned economy mode of "eating by the beauty" for many years, has made them form a working state of waiting for the decision of the superiors, passing the buck to each other, no passion, getting by and getting by, and going around problems. Although a few personnel are aware of the inadequacy of the company's management, they are used to it and are not willing to change.

Third, unclear division of labor and poor communication. The work of each department crosses each other, and everyone grabs some achievements, but no one comes out to be responsible for any problems(Hofstede and Minkov 2010). Since there is no unified opinion among managers of each department, and it is sometimes difficult for the senior leaders to make a decision, it causes a lot of work to be delayed, which directly affects the progress of operation(Sambasivan and Soon 2007). 

[bookmark: _Toc129975877]3. Asia Pacific Branch Change Management
[bookmark: _Toc129975878]3.1 New Strategy Development
First, the strategic position of APAC D in APAC and the strategic direction of APAC and the blueprint of manufacturing as the only manufacturing plant in APAC are clearly defined. Vigorously guide the strategic business goals and directions of APAC, so that each employee is concerned about the future of the company and clearly knows the direction of the company's development, which is also closely related to the individual employee's career in the company(Tien, Jose et al. 2021). It is in response to this direction of development that D Corporation Asia Pacific needs to grow healthily and sustainably, increase its competitiveness and influence in the marketplace, and must improve its overall operations through an innovative change management approach to achieve its strategic goals and strategic mission for Asia Pacific(Donkor, Donkor et al. 2018).

Second, redefine what it means to be a Leader in Asia Pacific and use it as a guiding principle for Asia Pacific operations:

Under the guidance of these principles
L - Localize where possible and Leverage DTM scale to exploit opportunities.
E - Evaluate opportunities rigorously to select the highest long term return projects.
A - Act swiftly by becoming an Agile organization one step ahead of the competition
D - Deliver products, services, and returns that delight customers and shareholders
E - Execute relentlessly throughout all areas of the business
R - Reinvest profit from Australia turnaround to seed next level market growth

Then, change the brand focus strategy for the products: There are multiple brands in the Asia Pacific region and no clear dividing line between each brand. The company's Rover and Cub Cadet brands are now defined as the premium brands, and the Troy-Belt, MTD and Scott red brands are combined under the Rover brand, while the Bolens brand is invested as the lower end to compete with domestic brands in Asia Pacific. Other brands will be phased out and the Asia Pacific brand focus strategy is shown in Figure 3-1 below.
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Figure 3-1

[bookmark: _Toc129975879]3.2 Asia Pacific Branch Organizational Structure Adjustment
The next step is to adjust and optimize the organizational structure and personnel composition of the company. We analyze and identify the root causes of each problematic element from the strategic perspective of the organization to improve the operational efficiency of the entire organization. The responsibilities of each department were clarified by reorganizing functional departments, improving departmental functional relationships, and streamlining the structure. The correspondingly adjusted organizational structure of Asia Pacific D is shown in Figure 3-2.
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Figure 3-2

Compared with the organizational structure before the change (Figure 2-1), the organizational structure of Asia Pacific D was greatly streamlined after the change, not only reducing four middle-level managers from the original one, but also improving the functional structure of the factory(Worren, Ruddle et al. 1999). The general assistant position was added to help the general manager deal with daily complicated affairs, and the administrative specialist was upgraded to general secretary and administration to help the general manager deal with all kinds of data and reports, etc.(Donkor, Donkor et al. 2018).

[bookmark: _Toc129975880]3.3 New corporate culture construction
Only by reconstructing the corporate culture can we completely change the status quo to change the human behavior, which mainly starts from the following three aspects: system construction, values and operation concept, vision and strategy(Ke and Wei 2008).

First, system construction: The company system is a hard culture used to regulate the daily behavior of employees and is a code of conduct, which is one of the important elements of corporate culture. It is mainly manifested in the following three aspects: 1.regularly organize the original system, and modify or abolish the non-conforming ones in time; 2.establish and improve a set of system to provide the basis for the daily management of the enterprise; 3.establish an orderly management mechanism to ensure that the established system can be effectively implemented(Lei, Slocum et al. 1999).

Second, values and operating philosophy: determine several directions of change: 1.to all employees clearly know what the company's values are, just know is not enough, but also to understand its specific connotation(Orlikowski and Hofman 1997); 2.improve the professionalism of employees; 3.unified values and operating philosophy to improve the competitiveness of enterprises; 4.values to penetrate into the daily work, to play its role of guidance, discipline, guidance, unified employees' thoughts, concepts and behaviors(Phillips 1983).

Third, vision and strategy: The key to success is to harness the energy of key people in the organization and convince those involved to understand and gradually embrace the new APAC strategy, and the best way to do this is to plan the company's vision together.(Lei, Slocum et al. 1999)

[bookmark: _Toc129975881]4. Asia Pacific Branch Change Management Results
Asia Pacific D in 2015, after a series of change management measures, reforms, and the implementation of a series of change management cross-departmental improvement projects and activities(Hamraz, Caldwell et al. 2013). Several major breakthroughs were achieved in just over a year, resulting in tremendous achievements and creating the first profitable turnaround of the company in 10 years. In the past year, we have broken several historical records in terms of safety indicators, company profits, blade production, and complete machine production(Pietersen 2002).

Firstly, we designed a model suitable for change management of the company and used it as a basis to drive the change management of the whole company. By describing the basic situation of the company's problems and challenges before the change, analyzing the internal and external environment, and formulating the company's future development strategy for the Asia-Pacific region to meet the new challenges, we defined the change management roadmap, which mainly starts from defining the strategic position of APAC D in the Asia-Pacific region and the strategic direction of the Asia-Pacific region, to being the only manufacturing plant in the Asia-Pacific region(Gill 2002). The roadmap starts from defining the strategic position of APAC D in APAC and the strategic direction of APAC, to the manufacturing blueprint as the only manufacturing plant in APAC. The roadmap starts from the clarification of APAC D's strategic position in APAC and the strategic direction of APAC, to the manufacturing blueprint as the only manufacturing plant in APAC.

Then the change management of human resources to change the old concepts of employees; new management principles and monitoring mechanisms are proposed and established to improve the management level(Andrews, Cameron et al. 2008). Furthermore, the management system is rebuilt to clarify new decision-making principles and procedures; inter-departmental cross-training system is carried out to break down departmental barriers, and principles of inter-departmental improvement activities are developed. Finally, a new corporate culture was constructed, and an atmosphere was gradually formed during the advancement of the previous four change parts, slowly forming a positive corporate culture(Farias and Johnson 2000).

After more than a year of efforts, we have been vigorously promoting the change management of the management company around the above parts. So far, the components of change in Asia Pacific Dare interrelated, and the management methods and management systems are all complementary to each other. Gradually, the role of an entrepreneurial role model has been established, and the perception of employees is changing. By adjusting and optimizing the company's organizational structure and thus the personnel structure, the indicators of the company's effective operation have now been significantly improved and the management system is being constantly improved(Kerber and Buono 2005). 

With the implementation of the above measures, the management of Asia Pacific D has gradually become more orderly, with everyone doing his or her own job, and for the first time, the company has turned a loss into a profit. The operating indicators of the plant for the past three years are shown in the following table (Table 3-1):

	No
	Process
	DTM Suzhou Plant Operational KPI DTM Suzhou 
	FY14
	FY15
	FY16

	1
	FA
	Profit
	-1.70%
	-0.20%
	6%

	2
	FA
	Sales Revenue
	86%
	97%
	1 05%

	3
	Q
	Scrap rate
	1.20%
	0.90%
	0.53%

	4
	IP
	AFR (PPM)
	3261
	2180
	1521

	5
	Q
	Total DPPM
	4568
	4129
	2981

	6
	FA
	Inventory Turns
	6.7
	8.5
	11.2

	7
	Cust
	Customer OTD 
	85%
	93%
	98. 4%

	8
	IP
	Suppl: ire OTD
	82%
	89%
	92%

	9
	Cust
	Warranty Claims cost (after sales)
	1 0894
	9734
	6503

	10
	Q
	Supplier Rejects
	95%
	97.30%
	98%

	11
	IP
	First Pass Yield 
	93.20%
	94.10%
	97%

	12
	IP
	Machine downtime 
	5.40%
	3. 20%
	1. 90%

	13
	IP
	Schedule Attainment
	85%
	92%
	98%

	14
	IP
	Labor Efficiency 
	89. 70%
	92. 40%
	95.80%

	15
	IP
	Uptime 
	72%
	83%
	85%

	16
	IP
	Total Productivity
	2.4
	1.9
	1.7

	17
	IP
	New Program Launch without DP for SOP
	91%
	93%
	96%

	18
	IP
	Expense vs Budget
	115%
	1 02%
	95%



Table 3-1

[bookmark: _Toc129975882]5. Case Study and Summary
[bookmark: _Toc129975883]5.1 Asia Pacific Branch Change Management Model
By analyzing the whole change management process of Asia Pacific D, the change practice of the company is closely integrated with the theory(Gattorna 1998). Using SWOT analysis, the change management thinking of Asia Pacific D is composed of three parts: input problem, change perspective and output change results, which can be clearly drawn in the figure below (Figure 4-2). These three components are: First, the input problem. In Chapter 2 of this paper, we describe the problems that existed before the change in Asia Pacific D, so that we can find the focus and direction of change. Second, the perspective of change. The whole change process revolves around two perspectives, from five aspects: strategy, organizational structure, human resources, system, and corporate culture(Siebert, Paton et al. 2015).


Figure 5-1

[bookmark: _Toc129975884]5.2 Restructuring corporate culture.
For a long time, the employees of Asia Pacific D, their thinking is relatively old-fashioned, the lack of ownership of the work of the consciousness, get by and do not care about the future and development of the company(Taylor 2020). At the beginning of the Asia-Pacific company, although the headquarters core values posted on the company's bulletin boards and employee handbook, but in the daily behavior of employees simply cannot see the shadow of corporate values, only in the "wall"(Waggoner 2020); some employees cannot even say the name of the company in English and Chinese. From the management point of view, the following five aspects are the main areas for improvement: corporate management system, corporate values and operating philosophy, shared vision and strategy, corporate ethics and morality, norms and corporate image(Hammer 2001).

[bookmark: _Toc129975885]5.3 Talent localization
In this case, the localization of talent is of great importance to the successful implementation of change.

Since the world economy entered the globalization track decades ago, many multinational companies investing in the Asia-Pacific region have implemented localization strategies to adapt to local customs, culture, social customs, rules, "unspoken rules", etc., that is, "follow the local customs"(Driva, Pawar et al. 2001). In these localization strategies, the first is the localization of talent. Foreign-invested enterprises in the Asia-Pacific region to stand firm on this land and grow, there must be a number of familiar with the Asia-Pacific region politics, economics, culture, law and other talent to join the company organization to advise, develop the market; at the same time, the use of local talent, but also to show respect for the local people, in front of the local people and the government and society to establish a good image(Driva, Pawar et al. 2001, Qi 2013, Anlesinya, Dartey-Baah et al. 2019).

[bookmark: _Toc129975886]6. Conclusion
This paper is based on the change management process of Asia Pacific Company D as a case study to summarize the past, learn from history, and provide guidance for further changes in the future. In combing the change management process of Asia Pacific D, it was found that at the beginning of Asia Pacific D, the crude management method met the management requirements at that time to a certain extent due to the small production scale, few product categories, and simple processes of the company. However, as the company grew, the number of employees increased, the number of product categories grew, and the process became more complex, coupled with changes in the external market competition, the previous crude management methods could no longer meet the needs of further development(Evans 2020).

This paper is based on business management theory, and at the same time combined with the actual situation of the enterprise, the change methods adopted, and the results received are summarized as necessary, and the conclusions are as follows: First, we find the core problem. Before the change, there were two major problems in Asia Pacific Company D: firstly, it was not well positioned within the group; secondly, the internal management of the company was chaotic. Secondly, we found an effective method. Asia Pacific Company D adopted a series of change countermeasures to meet the specific situation in the change and promoted them from top to bottom. Finally, timely summary. The change achieved a stage of success, timely summary analysis, and summarize the experience to provide guidance for further change.
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● Identify the main issues facing the company
 ● Establish the direction of change


Input


● Strategy
● Organizational structure
●Human Resources
● System Culture


Change perspective


● Plant operation performance indicators KPI 
●Corporate culture and values, employee satisfaction, etc.


Output
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