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[bookmark: _Toc120070002]Executive summary
This report presents an analysis of Huawei's change in recent years. Firstly, through Lewin's force field analysis, it explores the forces driving change in Huawei's change process, such as intensifying international competition, expanding market demand and strong leadership drive, and the forces constraining change at the individual, organisational and cultural levels. This is followed by a specific analysis of Huawei's change process using Lewin's three-step model and Kotter's eight-step model. This is followed by a critical analysis of Huawei's change process as a whole, in which it is argued that there are some desirable features such as deep involvement of the top management, good use of external forces to drive change, and gradual advancement of change, while there are also some areas for improvement such as excessive pressure on employees and increased organisational complexity. Finally, conclusions are drawn and recommendations are given for change to be driven by crisis awareness and strategic vision, to pace change, to use new strengths to break through old ones, and to use dual thinking to achieve a dynamic balance.
[bookmark: _Toc462105641][bookmark: _Toc1813321483][bookmark: _Toc2121453008][bookmark: _Toc839289358][bookmark: _Toc1529379081]Introduction
[bookmark: _GoBack]Founded in 1987 by Ren Zhengfei in Shenzhen, China, Huawei is the world's largest telecommunications network solutions provider, the world's second largest telecommunications base station equipment provider, the world's second largest telecommunications provider, the world's third largest smartphone manufacturer, and the world's leading information It is also the world's leading information and communications solutions provider. Huawei has established more than 100 branches worldwide, and its products and solutions are used in more than 170 countries and regions, serving one third of the world's population (huawei, 2022).
The history of Huawei's development can be broadly divided into 4 stages. In the first stage (1987 - 1994), during the start-up period, Huawei quickly captured the market by acting as an agent for Hong Kong products as well as developing products on its own, using a low-cost approach. In the second phase (1995 - 2003), Huawei focused on product development, using a low-cost strategy to penetrate the international market. In the third phase (2004 - 2012), Huawei adopted a win-win strategy for partners to transform the company from a telecoms equipment provider to a telecoms equipment service provider. In the fourth phase (2013 to the next few years), Huawei set up an organisational structure based on three dimensions: customer, product and region, with organisations working together to create value for customers(Technology Zhang says Digital, 2023).
[bookmark: _Toc1042443424]1. Lewin's force field analysis
Anything in a steady state is in a force field where the forces acting (drivers) and the forces acting against (constraints) are in balance(MBA Think Tank Encyclopedia, 2021) .For organisational change to be successful, the driving force must be greater than the restraining force, either increasing the driving force or decreasing the restraining force, thus breaking the balance and achieving the desired target state. The following is an analysis of the driving and restraining forces in Huawei's change process.
[bookmark: _Toc1175034942]1.1 Drivers of change
1.1.1 Increased international competition
From the perspective of the global political environment, global economic integration is the general trend, but trade barriers will persist in various countries for the sake of their own interests(Wang et al., 2022). At present, under the influence of the global economic crisis and the post-epidemic era, economic recovery is sluggish and international competition is increasingly fierce, along with the threatening theory of China and the rise of trade protectionism against China. Huawei has also become the target of attacks by developed Western countries (especially the US) due to its success in the international market. Huawei is facing endless restrictions and suppression, and only change can give it a chance to survive.
1.1.2 Expanding market demand
With the development of the economy, the growing maturity of customers' consumer attitudes and the increasing abundance of products in the market, customers' demands are becoming higher and higher. Customers' needs are becoming more diverse and individualised, leading to increased demand uncertainty and higher requirements for product performance, quality, price and delivery times, requiring Huawei to adapt to changes in customer demand, and the changes derived from this driver will become increasingly important(Little helper of IPD knowledge, 2023).
1.1.3 Leaders push hard
To sustain development, companies must take the initiative to seek change(Huang, 2022), which has always been the view of Ren Zhengfei, the helmsman of Huawei. Behind this is his profound sense of crisis. In his more than 30 years of entrepreneurial career, he has always been thinking of danger and seeking new changes. Under his leadership, Huawei has never stopped changing. As the "architect" of Huawei's history of change, Ren Zhengfei has profoundly influenced the development of Huawei's change.
[bookmark: _Toc552652382]1.2 Constraining forces for change
1.2.1 Resistance at the personal level
Huawei is in a high-tech industry, and in order to meet the market demand, new advanced technologies are constantly incorporated in the process of change. Some employees may have doubts about their own abilities and fear that they will not be able to cope with the changes, so they are reluctant to push for change. In addition, change means that the balance in the organisation is broken and employees have to adjust their work habits and ways of working(know, 2021). The instinctive fear of the unknown may cause employees to worry about their personal psychological well-being, which in turn may create psychological resistance to change.
1.2.2 Resistance at the organisational level
Huawei's internal organisational structure has been relatively stable after more than 30 years of development. Once change is carried out, the original management levels and functional structures will change, and the distribution of interests and rights will inevitably be affected. If the objectives of corporate change are not in line with those of the teams, the teams will adopt an uncooperative attitude to resist change in order to maintain the original structure of the organisation and thus safeguard their interests and power(Zhang, 2022).
1.2.3 Resistance at the cultural level
[bookmark: _Toc561810999]Huawei has gradually accumulated and formed more unified values, ways of thinking and codes of conduct in the process of development, and these group consciousnesses have existed for a long time in employees' perceptions, and employees have a deep sense of identity(Ni, 2020). It is because of the lag in organisational culture change that contradictions arise between the original organisational culture and the new organisational structure, making the new organisational structure unable to achieve smoothly, seriously affecting the smooth implementation of organisational change in enterprises.
1.3 Solution measures
1.3.1 Strengthening learning and training
A large part of the resistance to change in Huawei comes from internal employees, who do not have a clear understanding of corporate change, making them worried about their future development and thus unwilling to participate in the change process(Molino, Cortese and Ghislieri, 2021). Therefore It is necessary to help employees master more advanced knowledge concepts and skills through continuous training and learning in order to improve their working ability. It is also necessary to strengthen the publicity of organisational change within the company, so that employees can have a more correct understanding of the change work carried out by the company and participate in it more actively to promote the smooth development of Huawei's change work.
1.3.2 Focus on the evaluation of the change process
In order to ensure the smooth implementation of change and high-quality implementation, Huawei in the process of continuous promotion of change, but also the entire process of organizational change of enterprises to carry out real-time assessment work, timely discovery of the problems in the process of organizational change, so as to develop more effective improvement measures to ensure the scientific and rational nature of the work of organizational change of enterprises, to reduce the risk of organizational change of enterprises in the process In order to improve the quality of the organisational change process. In addition, continuous evaluation and analysis of the process of organisational change within the enterprise can enable the employees to understand the status of organisational change within the enterprise in real time, thus effectively alleviating the anxiety of the employees, stimulating their motivation and promoting the long-term orderly development of organisational change in the enterprise.
[bookmark: _Toc2019347981]2.Lewin's Three-Step Model 
Lewin's three-step model uses the process of changing the shape of an ice cube as a metaphor for organisational change, in the same way that ice needs to be melted and then refrozen(Hospodková et al., 2021). The thawing process is the process of breaking the original equilibrium, and after the thawing is completed and the change is implemented, the new equilibrium needs to be refrozen to maintain a stable state. In the process of reform, Huawei follows the principle of "first rigidity, then optimization, then solidification (huawei, 2022)" according to the actual situation of the enterprise, which is a gradual reform method and also the "Huawei-style" application of Lewin's three-step model.
[bookmark: _Toc349959479]2.1Rigidity first
The first rigidity means that the advanced management model of foreign enterprises is accepted directly and compulsorily, and the initiative is taken to meet the needs of foreign enterprises by cutting the feet to fit the shoes(Liang et al., 2020).The rigidity of the process actually gave the innovation a chance to sink in within the company, and the employees had to be aware of it and understand it, which created the basis for the full penetration of the innovation and laid a solid foundation for the subsequent optimisation of the changes. Huawei, for example, has worked with Hay to transform its human resources management. The job system, qualification system, compensation system, performance management system, employee quality model and leadership quality model were all introduced from the company (Yan, 2022).
[bookmark: _Toc1958738067]2.2 Post-optimisation
Post-optimisation refers to taking a critical view of the advanced management system introduced, and on the basis of Huawei's actual development, absorbing the system that suits itself, while discarding the unreasonable system, taking the essence and discarding the dross, and continuously optimising it to eventually form a more perfect system. After Huawei introduced Ha y's human resources system for a period of time, it broke the original system of Hay and made innovations according to Huawei's actual situation (Yan, Hu and Dong, 2021).
[bookmark: _Toc1733867206]2.3 Reconsolidation
The process of reconsolidation is the process of routinising and standardising the results of change, crystallising the results of reform in an institutional way to guide future practice. Huawei has continued to make changes in the course of its development, and the results of its changes have resulted in the Huawei Basic Law(baidu, 2022), which has been constantly updated in line with Huawei's changes, regulating the company's organisational structure, management system, processes and norms accordingly.
[bookmark: _Toc1900525099]3.Kotter's Eight-Step Model 
Unlike the traditional cognitive path of 'analyse-think-change', Kotter believes that 'see-feel-change' is more in line with the reality of change(Kotter, 2012, p.47). In his view, the key to change is to move people's hearts and minds and thus change their behaviour. Under this path, change can be broken down into eight steps, which are analysed below in relation to the change at Huawei.
[bookmark: _Toc453573415]3.1 Establishing a Sense of Urgency
Kotter sees building a sense of urgency as the first task in driving change. A sense of urgency is the urgency of an impending crisis, but it is also the urgency of change. A sense of crisis is always engraved in Huawei's DNA(Zhou, 2022). Huawei has repeatedly stressed at company meetings that the global economy will face a recession and a decline in spending power, and that Huawei should change its thinking and business approach from pursuing scale to pursuing profits and cash flow to ensure that it will survive the crisis over the next three years. "Make surviving the crisis the main agenda, shrink and shut down marginal businesses across the board, and pass the chill on to everyone."
[bookmark: _Toc1788922702]3.2 Forming a Powerful Guiding Coalition
Change is a long and arduous task that cannot be completed by any one leader on his own. A strong enough leadership team is an important guarantee for the smooth progress of change. In the change process, Huawei has set up a change management structure with three levels: a change steering committee, a change project management office and a change project team. The Change Management Committee is under the direct responsibility of the rotating Chairman(Jing, 2021). This committee has a high status in the company, reflecting the importance Huawei's senior leadership attaches to change.
[bookmark: _Toc1652794514]3.3 Developing a Vision and Strategy
For change to be truly successful, it must have a clear vision and strategy. A clear vision will determine the strategy for change and can inspire, motivate and unite the change team and all the people in the company. In 2017, Huawei proposed a new vision for corporate development: "Bringing the digital world to every person, every family and every organisation, and building an intelligent world where everything is connected(ixdc, 2021)". Subsequently, Huawei defined a blueprint and framework for digital transformation based on the vision: "Realise a fully connected intelligent Huawei and become an industry benchmark".
[bookmark: _Toc816422853]3.4 Communicating the change vision
The vision needs to be communicated to every employee from the top down, so that we can walk in the same direction with one heart and one mind. Huawei has been guiding its employees to understand its vision in many ways and through many channels, mainly through 1. For example, in the process of formulating the Basic Law, revisions were made on the basis of discussions among all employees; 2. the core of the corporate vision was distilled in simple and concise language, so that everyone could understand and practise it; 3. cognition was strengthened in various ways, such as case discussions and self-summary, etc. Especially influential was the publicity of outstanding employee deeds.
[bookmark: _Toc1345869688]3.5 Empowering broad-based action
Change is often accompanied by a redistribution of benefits, which is bound to encounter resistance, and empowerment and empowerment are the best tools to eliminate resistance. In this process, Huawei has taken three main initiatives: adjusting the structure, changing the system and practising its skills. First, to adjust the structure, that is, to adjust the organizational structure, Huawei's organizational structure from the beginning of the start-up of the linear functional system to the division system, global matrix structure, and finally become the current modular matrix structure. Secondly, to turn the system. Huawei focused on reforming the human resources system. The third was to train our skills. Huawei provided suitable and continuous training to help managers and employees acquire new knowledge and skills(Xiong, 2021).
[bookmark: _Toc586592365]3.6 Generating short-term wins
Short-term wins provide strong evidence of change efforts, reduce scepticism in the organisation and provide a strong incentive for change agents and participants(Haynes-Maslow, Osborne and Jilcott Pitts, 2018). Huawei's basic guideline for change is to "adhere to the principle of starting with a practical purpose and achieving an applicable one". Throughout the process of change, we insist on improvement, refinement and betterment, and oppose boldness and impetuousness. Huawei's IT infrastructure construction, integrated product development and integrated supply chain management system are based on lessons learnt from IBM, without blindly and fragmentedly changing large processes and procedures until they are understood.
[bookmark: _Toc1907938825]3.7 Consolidating gains and producing more change
Short-term wins are only phased successes, but only continuous and in-depth changes, from local to systemic changes, can make the changes ultimately successful. Huawei has decisively targeted market pain points and started systematically launching changes in the commercial market and distribution business in 2022. Specifically, Huawei has taken a series of change initiatives from the organisation, channel system, products, marketing, IT platform and other aspects to provide end-to-end services to comprehensively cover partners' needs and more efficiently empower SMEs' digital transformation(Technology says, 2023).
[bookmark: _Toc502014771]3.8 Anchoring new approaches in the culture.
Change has only a beginning, not an end. Change is an ongoing process for companies, and integrating change into the corporate culture is the key to successful change. Huawei has a deep culture of change. Huawei spends more than 10% of its annual sales revenue on research and development, and its R&D staff accounts for 45% of the total number of employees - these figures are widely known. However, another key statistic that is rarely mentioned in Huawei's growth is that Huawei spends 3% of its total sales revenue on corporate change every year. Huawei's success is the result of the importance it places on corporate change.
[bookmark: _Toc2046490781]4.Evaluation of Huawei's changes
[bookmark: _Toc1272465915]4.1desirable points
4.1.1 Deep involvement of senior management
Huawei clearly stipulates that all changes are "a handful of projects" and that a handful of people is the first person responsible for change, which is very important for change to take root and blossom in the company(Warwood Strategic Consulting, 2023). The success of change is facilitated through the active promotion and attention of leaders and core executives. The forces that hinder change are cleaned up in a timely manner. In the process of change, Huawei has dismissed or demoted many cadres and personnel who did not cooperate with the change.
4.1.2 Leveraging external forces to drive change
In Huawei's change process, there is an important force - the external "management consulting" think tank, it can be said that Huawei is a company that grew up on "consulting"(Paper, 2021). Huawei cooperated with IBM for process management change and enterprise information construction, and with Accenture for customer relationship construction. In the process of change, Huawei gives full trust and rights to the consulting companies, so that these consulting companies can make good suggestions in the change of Huawei.
4.1.3 A step-by-step approach to change
Huawei takes an incremental approach to change, and does not rush through change, but sees it as a continuous state, a long-term process that advances change step by step(Mao, 2022). After fully absorbing external experience, it is continuously optimised until it is eventually transformed into a standardised and institutionalised process.
[bookmark: _Toc1692476579]4.2 Inadequate points
4.2.1 Excessive pressure on employees
Huawei's development and growth is accompanied by continuous change, in the process, there is a discrepancy between the speed of development of employees and the speed of change of the company, and the work pressure of Huawei employees is also increasing day by day, which is evident from Huawei's much-criticised "overtime culture(Wang, 2022)". From a psychological perspective, the constant change brings innovation in work style and content, which will inevitably eliminate those who cannot keep up with the times; from a physiological perspective, working too long is a loss of health, Huawei employees "overworked death" has been repeatedly reported.
4.2.2 Increased organisational complexity
As mentioned above, Huawei follows the principle of "first rigidity, then optimisation, then solidification" in the change process, and for the "rigidity" stage in which external experience is rigidly absorbed and rigidly applied for change, the new systems and processes introduced directly do not fit perfectly with Huawei. This will not only increase the complexity of Huawei's organisation, but may also lead to a reduction in efficiency.
[bookmark: _Toc2032958738]Conclusion
This report analyses a series of changes Huawei has made in recent years, and it can be seen that Huawei has taken a variety of change initiatives that have, on the whole, contributed to Huawei's development, and it can be said that Huawei's development and growth today cannot be achieved without these constant changes. Behind Huawei's changes is the company's desire for growth and development, and the inevitable development of the market. Huawei's change initiatives are in fact a microcosm of China's economic development, in which the reasons for Huawei's success can be seen as well as the areas where Huawei needs to improve.
[bookmark: _Toc1472685796]Recommendation
[bookmark: _Toc1681141697]1.Crisis awareness and strategic vision together drive change
At a time when neither the global political situation nor the global economic development is optimistic, Huawei's senior leaders should maintain a high degree of crisis awareness(Maor, Sulitzeanu-Kenan and Chinitz, 2020), focus on key contradictions in a highly uncertain environment, cut into key areas of change with precision and accuracy and continue to drive change. At the same time, strategic upgrades driven by Huawei's strategic vision should remain deeply rational and focused on specialist channels and established businesses.
[bookmark: _Toc506157900]2.Grasp the rhythm of change
Huawei has to grasp the rhythm of strategic upgrading and change evolution, handle the relationship between dynamic upgrading and stability, actively promote management changes during the change period, break the original inertia and operational system; in the balance period to strengthen the effectiveness of the changes already achieved, and continue to promote the depth of change. Plan and then move, through urgent use first, not seeking perfection, rational and practical, gradually obtain progress and harvest.
[bookmark: _Toc813099533]3.the courage to use new advantages to break through the original advantages
One of the most important abilities of enterprise survival is self-transformation and self-breakthrough(Jiang et al., 2022). In the change, the core strengths of enterprises in the past often become the core obstacles, resulting in missed opportunities for change. Huawei in the change, to dare to break the existing advantages, in the strategic vision of the guidance, through strategic upgrading and management transformation to build new capabilities and new advantages.
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