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[bookmark: _Toc303][bookmark: _Toc13863]Executive Summary
    This paper introduces the transformation process and principles of Bala Jewelry Company. Many people believe that organizational change is caused by serious problems within the objective environment and organization. In fact, enterprise managers also play a significant and even decisive role in organizational change. The author deeply recognizes the important role of leadership in the process of change by studying the course of enterprise change and combining it with the example of change at Bala Jewelry Company. This paper also utilized Lewin et al.'s organizational change model to conduct in-depth analysis and evaluation of the company's change situation, and further understood the theoretical significance of the change model through examples.    



























1. [bookmark: _Toc1580]Introduction
Bala Company is a jewelry chain company located in Guangzhou, China. The company was founded in 2001. The founder of Bala Company is a person who enjoys innovation and product research. Through years of operation, it has expanded multiple branches. The COVID-19 in 2019 has brought a heavy blow to the company. After the impact of the epidemic for nearly three years, the company's senior management clearly felt that the company and its own suppliers are changing, and the styles and samples of the raw material market are no longer as fast updated and rich as before the epidemic (Chuprov, 2015). Performance growth is turning rapidly, and bad news is coming one after another. Everyone is in the midst of it, with poor expectations for the future and anxiety about reality. The three-year epidemic has almost caused the company to lose more than half of its performance. During the epidemic, the company's senior management also tried to lead the team to carry out Livestreaming sales and online sales, but the effect was not very good, and no truly effective sales channel strategy was formed. The founder of the company realizes that the crisis has arrived, and if the company is not prepared to take measures, it will enter an irreversible situation. Finally, the company has undergone changes in the past two years, including changes in the service methods and employee management of each store. This paper will analyze Bala's transformation process and results. It will determine through analysis what are the dominant factors behind this change, what are the reasons behind it, and what forces and factors have perfectly opposed the forces that hinder it. And it will also critically evaluate whether this change is beneficial or hindering for the organization. In this process, this paper will evaluate key internal and external drivers such as culture, leadership, power, and economic environment by examining them. 

This document will utilize and reference theoretical models, ideas, and concepts to identify the factors that hinder change and their causes in the process of change. This article will utilize a series of data sources, including theoretical models, published literature, secondary research, and network diagrams, to provide information, tools, and arguments for the author's analysis process.

2. [bookmark: _Toc2030]Planned Change

This is a plan that has been brewing for two or even three years, which is a global plan made by the company's senior management after comprehensive and systematic research on the diagnosed problems. The senior management of the company will plan to hold multiple meetings, conduct investigations and research, and come up with the best action plan. Then, the plan will be implemented step by step, and the changes will be carried out simultaneously with the adjustment of organizational policies, work systems and management methods, and personnel training. Because from the moment of the outbreak of the epidemic, at the end of the Chinese lunar calendar in 2019, on the Chinese New Year's Eve, military doctors from Shanghai were urgently deployed to Wuhan, which also has a branch of the company. At that time, the senior management of the company had already sensed that things were not going well. Three long years have passed, and the CEO of Bala Jewelry Company has never relaxed his nerves. Every day, his expenses and revenue hover at the financial critical point(Jeffrey et al. 2013). Although online sales also generate some revenue, the management understands that the end of the epidemic is the beginning of change.

3. Kurt Lewin Force Field Analysis

The occurrence of the COVID-19 has directly led to a sharp decline in the number of consumers. At the same time, more consumers are willing to shop through the Internet, The digital marketing model has gradually become the mainstream of the market. These negative effects have directly led to the reduction of the company's income. As a profit making organization, it will have a strong overwhelming force to pursue profits, and ultimately lead to the proposal of reform.

Lewin (1947) proposed the field theory, where the force field analysis method is the core content of the field theory. After analyzing the process of company change, we have identified the following factors that encourage and inhibit change. If the force that ultimately promotes change is greater than the force that hinders it, as shown in the figure below, change will inevitably occur.

[image: ]
Figure 1: Force Field Analysis (Lewin, 1947) 




[bookmark: _Toc3687]3.1 Driving force of change

The external reason for the change is that the change of the market environment leads to the reduction of the company's consumers. The internal reason for the change is that the company's senior management realizes that the development of the enterprise is entering a bottleneck and needs to be further upgraded. A grain of sand from the times, falling on a person's head, is a mountain. Any industry or enterprise is a trend oriented product of this era, and cannot escape without it. The so-called worst-case plan is not to sit idly by, but to focus on the worst, make the fullest preparation, work in the right direction, and strive for the best results. The epidemic is the biggest crisis and problem that Bala Jewelry Company has encountered in its industry for 20 years. Every crisis is a reshuffle of the industry, and every crisis is a restructuring of the industry. The epidemic has brought negative impacts to the jewelry industry, but it is also giving birth to consumption methods, production methods, and the formation of new industries, bringing some new development opportunities and new space to the jewelry industry. As long as enterprises comply with historical changes, have firm confidence in development, and seek opportunities for change from crises, they will definitely achieve a new round of development.

Secondly, the senior management of Bala Company belongs to transformational leadership, which has become one of the most popular leadership theories since its introduction in the 1980s. When a company needs to undergo change, the power of leadership is also demonstrated through aspects such as company development orientation, organizational culture vision, personal development, and organizational change strategies, providing a leading role for organizational change.

Thirdly, some middle-level and grassroots managers of Bala Company will also recognize the necessity of change and provide organizational motivation and guidance for change.

Fourth, customer needs are the Weather vane of every enterprise's action. In the past three years of epidemic prevention, without the support of e-commerce and the digital economy, Bala jewelry stores would no longer exist. Because customers are forcing merchants to explore and strive in e-commerce and the digital economy. During the epidemic, customers need the company's products and can only purchase them online. If the company does not provide such services, they will lose customers. This feeling is mutual, and the company also realizes that e-commerce and Digital transformation must be the most important development trend and innovation direction of the company. This is a cause that fits in well. Only in the Digital transformation can the online and offline resources be fully integrated and applied. The popularization of e-commerce and digital technology has promoted the Digital transformation of the clothing industry, as well as the jewelry industry. The company is being pushed onto the path of change by this invisible force. From marketing methods to service methods, Bala Company is being driven forward by customer demands. 
[bookmark: _Toc551]3.2 Resistances to change
The manifestation of resistance to change is divided into open and direct resistance, as well as potential or delayed resistance. Direct and public resistance is relatively easy to detect, and managers can instantly recognize it(Ahmed, 2010). Addressing potential or delayed resistance to change will face greater challenges. The potential resistance is very subtle, as it may reduce employees' loyalty to the organization, lose work enthusiasm, increase error rates, and increase absenteeism due to illness. Managers need to observe carefully to discover. Similarly, when a change first appears, it may only produce a small reaction, but after a few weeks or months, the resistance is exposed (Sherif, 2013). Bala Company is facing such a problem. Bala Company was founded successfully by one person, and the company's management model is vertical management. The managers of employees in each branch often do not participate in the decision-making of major matters in the company. When the top management of the company feels that a change is being made and has an impact on them, employees at the grassroots level will not obstruct it before the change. This brings hidden dangers to the company's transformation(Sasidharan, 2012).

Before the change, Bala Company's resistance to change mainly came from the opposition and lack of understanding of individual investors, which is easy to solve for a group of people with common interests and goals. When all senior executives recognize the necessity and benefits of change, they will naturally eliminate resistance. For the obstacles from grassroots and middle-level managers in the process of change, Bala Company adheres to its own ideas and decisions during the change process, and is not affected by external resistance, because the economic environment and historical trends do not allow the company to stand still.
[image: ]
Figure 2: Resistance to change (

As shown in the above figure, Bara jewelry store has made changes despite numerous obstacles. After several rounds of expert training and planning, the store staff began to complain. The reason is simple. Now, experts require employees to develop standards, procedures, and norms. Although employees feel good, they find it difficult to operate. Most employees say that the new theories and methods proposed by experts are too difficult for them to implement. But they have a rational and determined decision-maker. No matter how employees complain, they cannot shake the decision-maker's decision. If someone fails to comply with the requirements and regulations of the consultant, they will also be punished. Decision makers still firmly support the new standards of experts, and Bara Jewelry Management Company remains firmly on the path of change and has achieved success(Bernoux, 2002). Through literature review, the author has also identified different coping strategies that managers can implement in response to different resistance to change (Hussain et al, 2016):

[image: b83958cadb080cb5a164dc3d861a2bc]
Figure 3:Methods for dealing with resistance to change (John & Leonard, 2008)

[bookmark: _Toc4985]
4.Lewin's three-step model--Freezing and refreezing

Lewins proposed that the three important components of change are thawing, change, and refreezing(Meredith & Minkler, 2016). According to the example of Bala Jewelry Company, the company is in the "thawing" stage, making all employees understand and accept why the change is needed. Do a good job in ideological work, communicate clearly with employees about the current situation, vision, gaps, and how to change the company. After the thawing process is completed, the company begins to make changes. The company will propose a new plan and have all employees and teams execute it according to the plan.
[image: IMG_256]
Figure 4:

In the stage of "re-freezing", the company will realize that everyone has inertia. Therefore, in the process of transforming new and old behaviors, the company will use methods such as rewards and punishments to solidify the new behavior patterns generated by employees according to the new system and plan, ensuring that the change will not recur. Bala's approach has made the outcome of this change a habit for everyone in the company and made everyone aware that the company has undergone a change, rather than an event. For example, during the epidemic, the reward and punishment mechanism of Bala Company was limited by frequent changes in workplace and working hours, and the reward and punishment mechanism did not fully play its role in human resource management. Having been under a loose and relatively unstructured management mechanism, some employees often exploit loopholes in company management, such as being late, absent, not actively working online, and having inadequate service attitudes; Although some employees mechanically adhere to the basic management system, they are also affected by employees who do not comply with the system, resulting in a decrease in work efficiency. The senior management of the company has been aware of this issue during these three years and plans to change the current situation in the latest change. The senior management of the company will establish a more comprehensive and reasonable reward and punishment mechanism, which is applicable to both online and offline employees. As long as people follow the company's new transformation requirements and procedures, everyone will receive corresponding rewards. If the team or individual has achieved good performance on this basis, the rewards will be doubled. On the contrary, if someone intentionally violates the company's new system or even damages the company's changes, the company will also impose punishment.

Of course, whether in a stable stage of enterprise development or when the enterprise encounters a crisis, the senior management of the company cannot tell every employee what specific work should be done, but they have always ensured that all employees are aware of the company's vision and goals, which is to enable every female employee entering the store to leave with a smile, and even become more beautiful due to the products of the store. Everyone from the district manager to the store manager, and then from the store manager to the staff, places their focus on this determination and vision, ultimately enabling each store to achieve organizational change in a flexible and ever-changing manner. The interaction and daily management of processes are also served around this vision, and the entire company operates with a value orientation that has become the soul of the enterprise(Derman et al, 2010). The goal of achieving the consolidation of change through continuous practice of the company's vision works together with the aforementioned reward and punishment system. In short, Lewins' theoretical model of change not only provides theoretical support for the transformation of Bala Company, but also serves as a theoretical driving force in the transformation process of Bala Company(Gileva, 2021).

     
[bookmark: _Toc23310]5.Kotter's Eight Step Model for Leading Change--Change Strategies

The company uses Kotter's "Eight Steps for Leading Change" process model, which is often referred to as an extension of Lewin's three-step approach(Alhaderi, 2021). The basic idea of this model is to stimulate a sense of urgency for change and maintain this momentum. This guideline is very suitable for the current situation of Bala Company, and senior management needs an effective action plan that can adapt the company to the current market environment. This action plan should be formed under the guidance of this model(Finney & Corbett, 2007).

The first step of the Kotter model is to create a sense of urgency in the company's change plan. Bala company has done a great job in promoting this aspect, and every employee is aware of the current market situation of the company. During the nearly three years of the epidemic, the company's senior management has continuously promoted the importance of change and the change plan to employees. The second step of the model is to establish a guiding alliance. According to the plan, the company's senior management held multiple meetings, investigations, and studies to make the best action plan, which was unanimously approved by all department managers at the grassroots, middle, and senior levels. This change was proposed by the main controlling shareholder of the company, who conducted market analysis and environmental forecasting on other shareholders and members, and presented the company's declining performance and internal situation to investors, jointly analyzing the pros and cons, and establishing their own alliance. In addition, the company founder hired a completely independent change consultant specifically responsible for the execution of change plans. In addition to helping the company provide the best change plan and design draft, the change consultant will spend most of their time conducting relevant employee training work with the human resources department(Cai et al, 2017).

The third step of the Kotter model is the formation of strategic ideas. Bala Company has made changes in three aspects. Firstly, the company further upgrades its stores to improve their service levels. The advantage of a store comes from its uniqueness. When asked about the reason for going to physical stores for shopping, consumers often respond with "being able to see, touch, and use the product", "being able to get the product immediately", and "I am more certain if the product is suitable". The proportion of these answers reached 60%, 53%, and 33%, respectively. It is worth noting that these factors are usually unique advantages of physical stores that e-commerce cannot meet. When the reasons are examined by why consumers shop online, there are only two that are unique to e-commerce and cannot be replicated in physical stores. They are "shopping online 24 hours a day" to attract "no need to go to physical stores". This indicates that physical stores will still have an irreplaceable position, at least for the foreseeable future. People often use the term 'showroom phenomenon' to describe the awkward position of stores, and survey data confirms the existence of this phenomenon: up to 68% of respondents said they would deliberately visit physical stores to view products and ultimately complete their purchases online. But another piece of data confirms that the "reverse showroom phenomenon" also exists: 70% of respondents said they would deliberately view products online, but ultimately go to physical stores to complete consumption. That is to say, there is no subordinate relationship between the online and offline channels. In the eyes of consumers, the boundary between digital and physical channels has become insignificant, and they are more accustomed to switching back and forth between the two channels. Therefore, the company's storefront must be upgraded, and the decoration of storefronts in various regions should be vivid and consistent. Not only should the storefront be consistent with each other, but the store style should also be consistent with that of online stores. At the same time, the salesperson's sales and service methods should also have the unique characteristics and characteristics of the company. The company's change consultant will provide training specifically for both online and offline employees(Spencer & Winn, 2005). Secondly, the company needs to improve its service and sales methods. The Digital transformation of the jewelry industry is accelerating from the demand side to the supplier side. The company has established digital stores at the fastest speed, and has increased efforts to carry out live broadcast, community marketing, cross-border e-commerce, online exhibition and other activities to promote the complementary advantages of multiple channels and platforms. At the same time, the existing service methods were changed, and the change consultant provided unified training to the teams of various stores in the company. Because this fundamentally changed service and sales approach requires efforts from both hardware and software, with hardware settings mainly focused on digital labor tools, online store design, and offline store adjustment measures; In terms of software, all employees need to work together. In addition to using a powerful digital platform for product trading, sales strategies such as customer management, service standards, membership management, and market development should also be emphasized. These strategies should be translated into work regulations and behavioral guidelines among employees, identifying customers from both online and offline perspectives, establishing customer profiles, managing customers, and increasing product exposure in front of customers. The third point seems simple: the company will further improve its reward and punishment system. This is a means of motivation and the determination of senior management to implement the reform system(Hao et al, 2020. ).

The fourth step of the Kotter model is to mobilize more people to support change, forming a source of strength within the organization. This was only reflected in the later stages of Bala Company. In the early and middle stages of the change, from middle-level managers to grassroots managers, and even ordinary employees, there were complaints and criticisms about the training of change consultants and the new assessment system. On the one hand, it is due to not adapting to new service methods, and on the other hand, it is unable to continue the inertia during the epidemic, which has touched the interests of multiple parties(Nebojša, 2012). 

The fifth step of the Kotter model is to use different methods to eliminate obstacles in the change process. Bala Company gradually adapts its employees to the implementation of change through strong leadership and determination to change, after all, if the change is not successful, the company will face even more painful crises. When it comes to the sixth step of the Kotter model, the company puts the change into action. In order to maintain the enthusiasm of all employees for change, Bala company managers can identify some short-term achievements in this process and reward relevant personnel to ensure the enthusiasm and motivation of all personnel. Subsequently, the company entered the steps of maintaining a state of change and accelerating the process of change. In the end, the company will complete the change and make the changed state a work habit for everyone(Okoth, 2013).

6. [bookmark: _Toc8224]Evaluation of change and Effectiveness
Firstly, the changes did not lead to the company entering into management chaos and causing economic losses. As the result of the position analysis, in an era when the market enters a low growth stage and consumers are no longer enthusiastic about consumption, if the enterprise remains unchanged, it may lead to a significant reduction in the company's revenue. Bala's revenue has remained stable, indicating that the company's transformation has minimized its losses. 

Secondly, this change has improved and optimized the service philosophy and methods of all personnel, improved their learning ability and service awareness, and laid a solid foundation for future company changes and service upgrades. This has indirectly reduced the future training and development costs of the enterprise. Thirdly, there is no doubt that after this transformation, Bala Company's market competitiveness has been significantly improved.

7.Conclusion
It is easy for companies to evaluate and judge the success of changes in enterprise hardware. Whether the company's online sales platform has taken on a new look, whether there is a cooperative link between offline physical stores and online storefronts, whether the store decoration style is consistent, whether the supply chain can provide products to the sales and logistics ends in real-time on demand, and whether cross-border sales business is smooth can be detected through daily observation. However, the evaluation of software changes still requires professional change consultants and professional assessments from the human resources department, and even requires further evaluation through weeks or even months of sales performance. Fortunately, one of the transformation projects of Bala Jewelry Company is the upgrade of the human resource assessment system. The company not only intuitively affirmed the results of the hardware management reform, but also utilized the latest company assessment system to fully understand the changes in personnel service level and service awareness, confirming that the company's transformation was relatively successful(Aristova &Bachurin, 2014).

8. Recommendations 
This change provides a guarantee for the survival of Bala Company, but the harsh market environment has not changed, and Bala Company still faces many challenges in product sales. One of the contents of this transformation is the improvement of stores and the upgrading of services. The company's change consultant disseminates the latest service concepts and values to every employee, and at the same time, employees' learning ability and ability to transform knowledge into practice are also improved in their work. Therefore, Bala company should not give up such opportunities, and should regularly pass on advanced service concepts and methods to employees, making the organization a learning and innovative organization, and integrating employees' career paths with the company's vision. Ultimately, the organization unites with all the forces that can be united to improve its competitiveness.
Secondly, with the implementation and development of digital, Platform economy and online and offline combined sales, enterprises need to make in-depth research while using these sales channels to establish a more systematic, mutual aid and more operable multi-channel marketing system, so as to further amplify the results of this reform. Finally, while maintaining the company's good performance, it is necessary to strengthen the establishment of human resource management and evaluation systems, pay attention to the improvement of employee salaries and benefits, and ensure the stability of the company's various resources.
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