



Assignment 1

[bookmark: _Hlk99130259]Changes and development of Haidilao enterprise culture




















BMMB7007 Human Resource Management
Changes and development of Haidilao enterprise culture
Cunwen Huang 2106246
23rd March 2022





















[bookmark: _Toc89937726][bookmark: _Toc90502195][bookmark: _Toc99129743]Executive summary
This dissertation studied the corporate culture management of Haidilao. I conducted in-depth analysis about the corporate culture of Haidilao through interviews, surveys, and literature study, as well as both Chinese and oversea enterprise culture management theories. First, I introduced the development and current situation of the Haidilao enterprise culture management, with the theory of enterprise culture. Second, I proposed a survey based on the current situation of the Haidilao enterprise culture management, conducted in-depth analysis of it, and detected its achievement and problem of enterprise culture management. Finally, because the Haidilao enterprise culture management had helped it achieving such great development in the past years, the problem of current enterprise culture management also has a great impact on its development. So, I conducted in-depth factor analysis on the current enterprise culture management of Haidilao and presented the proposal and strategy of changes and development. The thesis of this dissertation is how to help Haidilao keep its changes and development and development with time and make its enterprise culture better suit its development. 
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[bookmark: _Toc89937727][bookmark: _Toc90502196][bookmark: _Toc99129744]Introduction
  With the development of any enterprise, new and different problems will appear with the change of time and environment. Now Haidilao has made its founder Zhang Yong feel in danger. With the changes of internal and external environment and the development of the times, Haidilao's existing enterprise management culture still cannot adapt to the development of the enterprise and the progress of the times. To maintain a dynamic enterprise with strong competitiveness and sustainable development, we must follow the development of the enterprise and let the enterprise's management culture embrace change. Based on the basic theory of corporate culture, this paper analyses the current situation, achievements and existing problems of corporate culture management of Haidilao, and then puts forward the strategies and schemes of corporate culture management reform that Haidilao should carry out at present according to the impact of its achievements and existing problems on the development of the enterprise.

1. [bookmark: _Toc99129745]Overview of Haidilao
  Haidilao was founded in Jianyang, Sichuan Province, China in March 1994. At the beginning of its establishment, only four people supported a small store with four tables with 8000 yuan. Now, after more than 20 years of development, it has become a well-known hot pot chain in China. There are more than 60 chain stores in China, more than 20 chain stores in Beijing, and branches in Beijing, Shanghai, Sichuan, Xi'an, Zhengzhou, Shenyang, Tianjin, Nanjing, Qingdao, Hangzhou and Suzhou. In 2020, the total sales has reached 2.5 billion yuan, and the whole team has reached more than 10000. The enterprise has won the honorary title of "China's top 100 catering enterprises" for three consecutive years.
  There are three corporate goals of Haidilao: the first is to create a fair and just working environment, the second is to make the values of changing fate with both hands become a reality in Haidilao, and the third goal is to bring Haidilao to the whole country（Huang Tieying，2011）. The pursuit of fairness is what people are born to desire, and Haidilao gives employees this environment. If they work hard, Haidilao will realize their dreams. Every employee's passion will be stimulated, their potential will be tapped, and they will give full play to themselves with the greatest initiative. In an enterprise with such employees, it will develop itself successfully at the fastest speed.

2. [bookmark: _Toc90502201][bookmark: _Toc99129746]Main discussion
  Since its establishment, with the improvement of scale and popularity, Haidilao has played a great role in its development, and its own corporate culture has also made great achievements. However, in the process of its development, corporate culture also has many shortcomings and problems. Let's discuss them one by one.
[bookmark: _Toc99129747]Deficiencies of scientific management system and process
  “Rule of man” has always been the most famous feature of Haidilao. Haidilao employs not only their hands, but also their brains of the employees. In their daily actual work, there are many things that other restaurant employees can't do. They can make their own decisions. The most prominent feature of the “rule of man” management in Haidilao is authorization. Even ordinary front-line employees have the right to give discount and free orders for guests. The store manager has the right to sign a contract of 30,000 yuan, the community manager has the right to sign a contract of 300,000 yuan, Zhang Yong has the right to sign a contract of more than one million yuan, and the deputy general manager, chief financial officer and regional manager have the right to sign less than one million yuan. This kind of authorization seems incredible to other restaurant leaders. However, Haidilao has done it and achieved great results - giving full play to the employees' work enthusiasm, initiative and creativity, but there are also many negative effects behind this positive effect. When we investigated Haidilao, we also found that many store employees actually used the valuable authorization given to employees by the company as a tool. When guests got the check-out ticket, they were baffled to find their extra dishes. When they heard the waiter say it was free, they were even more baffled. Because the customer satisfaction of employees in the store is a sign of their service level, and the check-in rate of employees is an assessment index. At this time, employees will inevitably report their own homes when serving customers and use authorization to please customers in the service process. In the process of the rule of man of Haidilao, it has indeed played an unspeakable positive role in the development of enterprises. However, with the expansion of enterprise scale and the continuous development of enterprises with the change of environment, this simple rule of man management has increasingly become the bottleneck of Haidilao's progress. Because in the actual management process, people feel different when they encounter problems, different people have different treatment methods, and there is no unified standard. In addition, most of the employees of Haidilao come from poor areas, have little cultural education, have low cultural quality, and are not familiar with the lifestyle and habits of people in the city. It is inevitable that things will not be enough, or they will not do well, or you'll overdo it and show too much enthusiasm, which makes people feel uncomfortable. The disadvantages of the rule of man are now also reflected in the superior to the subordinate. The superiors of Haidilao move the subordinates with love and sincerity. They love and manage the subordinates in their own way. In this way, it is inevitable to manage with personal will and emotion.
  Let's take an example to illustrate: Xie Ying was a community manager in Beijing at that time. At that time in order to standardize some behaviours of employees, improve the quality of employees and improve the image of Haidilao employees from rural areas, Haidilao stipulated employees were not allowed to run red lights when crossing the road, step on the lawn when walking on the road, spit everywhere and so on. Once, an employee stepped on the lawn on the road. Xie Ying asked the employee to review at the employee meeting, but the employee was also stubborn and refused to agree. Xie Ying made the decision to dismiss the employee in a rage. This decision shows the subjective one sidedness of Haidilao at the management level at that time. The company has no specific rules and regulations to follow, but only according to the decision of the manager. Fortunately, Yuan Huaqiang, the regional manager, finally learned about this matter. After communicating with the employees, he was transferred from this store to another store and became an old employee who worked in Haidilao for more than four years. It can be seen that the fate and retention of an employee is subjectively decided by the senior management. Should the employee be dismissed? There is no answer at the management system level of seabed fishing. Even this employee doesn't know whether he should be dismissed or not, and whether Xie Ying has the right to dismiss herself. Whether she leaves or stays, it depends on her management leadership. Different leaders will have different results, which depends randomly.
[bookmark: _Toc90502203][bookmark: _Toc99129748]Talent training mechanism of Haidilao
  The talent training mode of Haidilao is well-known in the industry and is one of the characteristics of Haidilao — apprenticeship training system. At the beginning of the founding of Haidilao, it was this apprenticeship system that the founder Zhang Yong copied different versions of “Zhang Yong”, Zhang Yong copied Yang Xiaoli, Yang Xiaoli copied yuan Huaqiang and Yuan Huaqiang copied Lin Yi. These different apprentices brought out by the master all have the shadow of “Zhang Yong”. Obviously, this apprenticeship system in the era of small farmers cannot escape the cronyism of personnel management. There is an unwritten rule in Haidilao that every community manager must bring an apprentice. If Haidilao wants to open a new store, the apprentice can take office as the manager of the new store after being trained and qualified. In this way, the community manager constantly trains new managers to prepare for the opening of new stores. When there are more apprentices trained by the community manager, he will gradually become a regional manager. It can show that this kind of apprenticeship talent training has become the main management talent training mechanism of Haidilao. In today's modern enterprise management, apprenticeship talent training has been rarely seen, but in the “rule of man” management of Haidilao, it must be said that it is a strange landscape. Of course, the criticism is self-evident. Not to mention that it runs counter to the training mechanism of scientific management talents, but that its mentoring system itself cannot have the same thinking and ideas between people. The great master taught the second master, and the second master cannot have the same thinking and will as the great master. The second master then continued to teach the third master in his own way. The three masters brought out cannot be completely the same as the two masters. They are passed down one by one. When the enterprise reaches a certain scale and the last master takes charge of it, the last master will be completely different from the first master. Even if it is somewhat similar, they will be completely different. Therefore, if the current master apprentice system of Haidilao is not reformed in the talent training mechanism of modern enterprise management, the next Haidilao will have to face the talent crisis and the future Haidilao will no longer be the current Haidilao. 
 
3. [bookmark: _Toc90502207][bookmark: _Toc99129749]Conclusion  
  In the management of undersea fishing, the soft management that cannot keep up with the rigid management greatly increases people's chances of making mistakes, and it seems that some are so unfair and reasonable. In enterprise management, the first is experience management, the second is system management, and the third is cultural management. For example, in the case of Haidilao, without a perfect standardized management system, that is, without the second stage of enterprise management, it directly goes to the third stage. In this way, there is a short layer in the enterprise management, which will inevitably affect the development of Haidilao enterprise, and it is not so solid.
  Under the current situation, not assessing the profit index in the management, not taking profit as the goal in the enterprise strategic policy, and completely separating the material attribute and spiritual attribute of the enterprise at the current stage of Haidilao will inevitably affect the role that Haidilao corporate culture should play in Haidilao enterprise, resulting in the development of the enterprise slowly entering a morbid state. At the current development stage of Haidilao, whether it can combine the material attributes and spiritual attributes of the enterprise and make Haidilao stronger and bigger is an urgent problem to be solved in Haidilao's corporate culture.

4. [bookmark: _Toc89937741][bookmark: _Toc90502208][bookmark: _Toc99129750]Recommendations
a）Combination of humanistic management and scientific and standardized management of enterprises
  As far as the current submarine fishing is concerned, the rule of man management has played its due role in its initial stage. In the current stage of development and its subsequent development process, it will no longer be desirable to implement the rule of man management without standard quantitative and scientific management. At present, scientific management is the only way for Haidilao. The institutionalization and standardization of the enterprise, combined with the rule of man management that has been brought into full play in Haidilao, under the standardized management of the enterprise, we can make use of various welfare policies and promotion channels and other incentive measures to carry out humanized management and give full play to the enthusiasm and creativity of employees, so that Haidilao can go longer and farther.
b） Improve the innovation level of enterprise culture and the attention of management and employees 
  Innovation is to constantly transform creative ideas into useful results to make their own enterprises become creative organizations. The management of an enterprise should transform their organization into a creative enterprise organization. The first thing they need to do is to stimulate and cultivate innovation among employees within the enterprise. As far as the current Haidilao is concerned, in its early stage of entrepreneurship, it has won the market development through service innovation. With the continuous development of Haidilao and the expansion of its scale, its strategic objectives and policies are also in the process of continuous adjustment and change. However, the corporate culture of Haidilao has remained unchanged, which obviously does not meet the needs of the overall development of the enterprise. Only when the corporate culture is continuously improved with the change of the overall strategic objectives and policies of the enterprise, can it meet the needs of the development of the enterprise and better pave the way for the development of the enterprise.  
C）Reform the internal talent training mechanism
  First, we should improve their professional quality and overall appearance among the current employees to change the poor sense of propriety in the process of customer service due to the low quality of employees. Either the service is not in place, or it is too enthusiastic and unbearable. To change the overall basic quality of the current employees, we must first establish a learning team, so that the whole Haidilao employees can become a member of this learning team. Secondly, we should boldly introduce excellent talents and improve the management level and level of the enterprise. At present, except that the technical director and financial director are directly employed executives, all other executives are promoted step by step by the most grass-roots employees in the enterprise. As a result, the cultural level of the whole Haidilao is low and the professional quality is not high. In the actual work process, it can only be managed by empiricism, and there can be no major professional breakthrough. In the past, to stimulate the enthusiasm of employees, the promotion channels in the enterprise did not recruit educated and excellent professionals outside to avoid unfairness. This conservative talent mechanism will certainly hinder the development of the enterprise. In the future, Haidilao should boldly introduce professional talents. To reflect fairness, other welfare policies and promotion policies can be adopted instead of blocking the road of introducing talents. Only by introducing and cultivating talents in multiple directions and reflecting a fair and reasonable talent training mechanism everywhere from time to time, the whole enterprise will continue to introduce fresh blood and continuously form its own enterprise talent training culture. In the process of enterprise development and growth, it will not form excessive dependence on someone and form a scientific talent view.
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