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[bookmark: _Toc27387]Executive Summary
Guangzhou Dingjin Food Co., Ltd. is a South China subsidiary of Kangshifu Beverage Business. The company has not only achieved significant development through the Kangshifu brand for decades, but also relies on the development concept of continuous innovation and courage to change, gaining sufficient market competitiveness, recognition from consumers, and popularity in the consumer market. This article provides an in-depth analysis of the company's change process and development process through the organizational change model proposed by Lewin and Kotter et al., while also critically evaluating the company's change results, providing some suggestions for the company's future challenges and development.















1. [bookmark: _Toc31609]Introduction
Guangzhou Dingjin Food Co., Ltd. is a South China subsidiary of Kangshifu Beverage Business. The company was established in November 1995 and officially put into operation in November 1996. The company is responsible for the production and sales of Kangshifu Beverage in South China (Guangdong, Guangxi, Hainan, Fujian, as well as Hong Kong and Macau). Currently, the company has five comprehensive factories: Guangzhou Factory, Guangzhou Factory 2, Fuzhou Factory, Zhangzhou Factory, and Nanning Factory, There are also nearly 10 mineral water plants located throughout southern China. The Kangshifu tea beverage, fruit juice beverage, Chuanshi New Drink series, milk tea beverage, lactic acid beverage, and mineral water series produced by the company are deeply loved by consumers. According to the latest research data from AC Nielson in June 2012, Kangshifu Tea Beverage has a market share of 48.2%, firmly ranking first in the market; The juice, the new beverage series passed down, and the newly added Pepsi pure fruit juice series have made Kangshifu's market share in the diluted juice market reach 29.6%, ranking first in the market. Not long ago, Kangshifu Tea Beverage also won the honor of "2012 Chinese College Student's Favorite Brand", demonstrating its position and influence in the hearts of consumers. The reason why the company has been able to develop smoothly and rapidly to today's performance is closely related to the company's business model(Ahmed R R, Parmar V, Amin M A., 2014). Dingjin Food Co., Ltd. always pays attention to changes in the business environment, grasps the pulse of society and the environment, constantly changes its way of thinking, and timely adjusts or designs strategic decisions, business processes, and other related activities. Ensure that enterprises always have strong adaptability to cope with rapidly changing markets(Ambe C M, 2002).
2. [bookmark: _Toc3273]The Change of DingJin Company
According to the definition of organizational change, it is often said that it refers to the need for enterprises to make organizational change strategies when encountering slow organizational growth, frequent internal adverse problems, and inability to adapt to changes in the market and competitive environment. However, from the examples of most failed and successful enterprises, it is already too late to start changing when the enterprise encounters various adverse problems and is unable to adapt to the competitive environment(Burnes B., 2020). Because in the process of enterprise transformation, it is often necessary to go through a stage of declining performance and unstable enterprise conditions. If the enterprise undergoes transformation in a crisis situation, it is as dangerous as a dying elderly person on the operating table, which is equivalent to pushing the organization towards death. Of course, there are individual exceptions, but lucky people often make up a minority. One of the most important qualities that a business operator should possess is to take action in advance before a real crisis occurs in the organization. Perhaps because the management of Guangzhou Dingjin Food Co., Ltd. has been engaged in enterprise management for a long time and has a background in foreign-funded enterprise management, possessing the most professional management skills and concepts, they attach great importance to preventing problems before they occur(Liu Tieliu, 2007). When the company's top management discovered that the products produced by the company were not recognized by the market, and that members of the company working in different organizational departments began to act independently, with selfishness exceeding public welfare, and managers or senior employees at all levels suppressing subordinates, the company's top management decided to carry out drastic reforms through products and systems. Hodges and Gill (2015) in their book provide the table below to identify the typology of change:
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This is an urgent change plan, as the company's confident nature and modern large-scale processing characteristics have led to the production of a large amount of goods that are not suitable for the local market and can only be stored in warehouses. This is very dangerous for a processing enterprise with a huge investment, and the entire company needs to quickly implement effective measures to cope with this crisis. Secondly, this should be an incremental change, as seen from the changes in processing methods and workshop settings, this change has not made any changes to the company's basic products, but only in packaging, processing procedures, and workflow(Barnes C, Southee C, Henson B., 2003). Thirdly, this change is clearly more focused on operational aspects, with the main purpose of saving costs(Ampuero O, Vila N., 2006). Fourthly, this is a change that affects the entire organization (IABC/Chicago., 2011). 
[bookmark: _Toc25834]2.1 The necessity of change
Dingjin Company was originally a very simple enterprise. It was a new beverage production headquarters established by Kangshifu Holdings. As long as the processing and production were carried out in a step-by-step manner according to the headquarters' requirements, the company's senior management quickly realized that the company's original stability and balance could not meet the requirements of the local people, and the market situation was not consistent with the company's prediction. The company must break this situation through some changes, But breaking the original stability and balance is not an end in itself, but to establish a new stability and balance that adapts to the new situation, it is necessary to organically combine organizational changes and stability. Caster and Rosenzweik pointed out that the dynamic balance of an organization includes four aspects: firstly, the enterprise must have sufficient stability to be conducive to achieving current goals; Secondly, enterprises should have sustainable development strategies; Thirdly, fully adapt to external opportunities, requirements, and internal changes; Fourthly, fully innovate to enable organizations to have their own initiative for change under appropriate conditions(Martinez J B, Perez F M., 2012). The top management of Dingjin Company only joined the company after multiple levels of selection and assessment. Their wise vision identified the company's problems early on. Firstly, the enterprise management system continued the old management mechanism, with different departments acting independently, making it difficult to achieve coordination and consistency, and unable to ensure the overall collaborative strategy of the enterprise; Secondly, the products produced by the enterprise are not popular among the local people, and there are still a large number of defective products. The company has already experienced a problem of inventory backlog, and in this production system that cannot adapt to the market, it is impossible to achieve sustainable development standards; Thirdly, organizational members lack learning habits, vested interests hold onto their own rights, and even suppress employees with a learning and innovative spirit.
[bookmark: _Toc31493]2.2 Factors driving change
First of all, because Dingjin's production was dominated by Master Kang iced black tea at that time, although instant noodles had been loved by the majority of consumers at that time, consumers did not all agree with Master Kang's drinks. At that time, in Guangzhou restaurants, merchants provided hot tea, and people did not agree with Kang Shifu's ice black tea. In this situation, the enterprise is in a weak position in market competition, and the business market cannot be quickly opened The company faced serious losses, and the equipment used to produce beverages at that time was almost exorbitant. The company had already paid huge costs for the establishment and setup of the factory. If the company's products fail to meet market requirements for a long time, the company will be in an irreversible situation(Chen-Xiao L I., 2007).. That is to say, the fierce market competition environment and poor corporate status have become the main factors driving company change
Secondly, the top management of Dingjin Company only joined the company after careful selection and assessment. They not only have a long-term strategic vision, but also have a certain international perspective. In 1997, SUNTORY, a Japanese company, introduced heat-resistant PET bottle packaged tea drinks in the Chinese market using the bottle blowing equipment of Nippon Nippon Corporation. It was successful in the Shanghai market and achieved considerable economic benefits. PET bottled tea drinks can be divided into three methods, namely heat-resistant PET bottle hot filling technology, PET bottle quasi high temperature filling technology, and PET bottle sterile filling technology. The hot filling technology of heat-resistant PET bottles is based on the commercialization of heat-resistant PET bottles, using a temperature of 85 ℃ to 95 ℃ for filling, and then sterilization of the side bottle cap for 30-45 seconds to achieve the purpose of preservation. The products produced by this processing method can not only rival the hot tea in restaurants in taste, but also drive away the heat and dryness for people in the hot Guangzhou. The senior management of the company has begun to implement changes and transform towards the production of ice black tea for PET bottles(Rimdh B., 2009). Therefore, organizational leadership is also an important driving factor for the transformation of Dingjin Company(Mcaleese I, Creed A, Zutshi A.,2013).
[bookmark: _Toc21804]2.3 Resistance to change
In the process of changing the production process, not only does it come from the production process itself, but there are also many misunderstandings and objections from organizational members.
Firstly, due to lack of experience in production management, the products produced by the company often have quality problems. On the one hand, the PET bottles of the blowing machine cannot withstand high temperature filling at 89 degrees due to insufficient crystallinity or inadequate operation, and the bottle body always deforms. On the other hand, the production of heavy industry factories does not fully meet the standards, resulting in waste of various resources, increased costs, and higher delivery delay rates. The product defect rate is as high as 18%, which has brought huge troubles to the company. In this situation, the senior management has decided to hire a consultant from WeiQuan Mold Factory in Taiwan to carry out change management, planning to carry out at least three types of thorough changes to the company, including structural changes, technical changes, and personnel changes. The most impressive aspect of this series of changes is the reorganization of the processing workshop. The consultant transferred the original bottle blowing supervisor to the filling workshop as the supervisor, which caused a shock to all processing department employees. A senior on-site supervisor openly resisted and intentionally stopped the key processing procedures in the bottle blowing operation of the production line, causing the entire processing to come to a standstill and greatly delaying the delivery time(Ke, Zhang, Pei, et al., 2018). Finally, through effective communication with the consultant, a new command and arrangement were made, and the supervisor was personally guided in the operation methods of the bottle blowing project, resolving this crisis.
No matter where changes are made, there will always be opposition. Managers use communication and training to resolve and guide the psychological imbalance of employees who are not yet clear about change or may have negative effects, and to eliminate obstacles in the process of organizational change. In addition, the company strives to make people aware of the benefits of change in the early stages of the change. For example, in terms of procurement and processing, the company has made every effort to promote new workflows and rearrange and plan the old production sites and workflows that waste a lot of resources under the guidance of consultants. The consultant also specifically guided the team in setting up dust-free production lines and workshops, in order to improve employee satisfaction and production line configuration while improving the working environment. Employees operating in a clean and fresh work environment not only feel happy but also show a willingness to put in more effort to achieve change goals. Of course, in terms of employee incentive system, the company's management has also developed a new incentive system for the implementation of the change. The company has started implementing performance bonus management measures to reward employees who improve company performance and actively cooperate with organizational changes and work hard. The benefits, bonuses, and growth brought by these reforms and innovations have driven the overall work enthusiasm of employees and increased the cohesion of the company.
[bookmark: _Toc18816]2.4 Force Field Analysis
"To bring about any change, the balance between the forces which maintain the social self-regulation at a given level has to be upset" (Lewin, K. 1948. Resolving. Social Conflicts, p.47.). What Kurt Lewin proposes is that whenever driving forces are stronger than restraining forces, the status quo or equilibrium will change.Based on the above analysis, we have come to the following model(Carucci R A., 2002)：
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[bookmark: _Toc7071]3.Effectiveness of Change
     After carefully analyzing the entire transformation process of DingJin company, people will find that the company's transformation process is basically consistent with Kotter's eight step model(Aldemir E., 2010). When the first step occurs, creating a sense of urgency is a top-down sense of urgency for Dingjin Company, where almost all employees understand that the company is about to and must take action. This sense of urgency also gives people some uncertainty and some kind of panic(Stupina J., 2013).. The second step is to form a leadership team, and the company has been implementing its own team building. It is worth mentioning that in order to facilitate the smooth progress of the change, the company has specially introduced the participation and planning of external consulting teams(Elenberg A., 2010). With the help of these professional teams, the management has successfully put the planned change strategy into action in the subsequent steps of vision strategy deployment, large-scale communication, and removing obstacles to change. Of course, due to the company's more comprehensive setting of incentive systems and reward mechanisms, it has laid the institutional foundation for the consolidation of short-term victories and the deepening of changes in the future(Doll Y, Miller B., 2014). Ultimately, the company places change within the corporate culture(Dannar P., 2011). The members of the organization are more passionate about learning and innovation than ever before, resulting in a more agile organization for the company(Appelbaum S H, Habashy S, Malo J, et al., 2012).
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[bookmark: _Toc12705]4.Conclusion
Modern organizations, especially enterprise organizations, are an open social and technological system that operates through a dynamic interaction with multiple environments(Cordeiro-Nilsson C M., 2010). Every organization has a multi-level, multifactorial, and complex and ever-changing background. In order for an organization to maintain and develop, it must constantly adjust and improve its structure and functions, improve its flexibility and adaptability to survive, maintain, and develop in a changing context, that is, constantly changing the organization. Companies and organizations are not isolated closed organizations, but open systems closely related to the surrounding environment(Robert H. Miles, Miles, 2001). The objective environment is constantly changing, and enterprises and organizations need to constantly change in order to adapt to new situations and needs. The purpose of organizational reform is mainly to improve organizational structure, optimize organizational functions, and improve the satisfaction of organizational members(Benmin , 2012).
The vast majority of enterprises do not have any resources to rely on, and can only rely on the collective efforts of entrepreneurs and employees to build their competitiveness and achieve success in the market(Marco, Hubert, Mirja, et al., 2009). In the initial stage of a company, competitiveness may also come from the personal abilities of entrepreneurs or partners, but after entering the growth stage, as the company expands in size, the business also begins to become complex. In this state, the source of core competitiveness can only be effective management. In order for management to remain effective, people must ensure that the enterprise can always adapt to the requirements of market competition, maintain the continuous improvement and innovation of core technologies, products or services(Frank Bronte, 2012). Therefore, enterprise management cannot do without change, and the development of enterprises cannot do without change(Essawi M, Tilchin O., 2012).
[bookmark: _Toc15722]5.Recommendations
   AC Nielsen data shows that in terms of market share, Kangshifu bottled tea beverage is gradually losing its advantage, and the sales market share has continued to decline after reaching a peak of 55.4% in 2015. The latest data for the first half of 2022 is 41.7%; The market share of sales decreased from 47.4% to 36.35% between 2015 and 2018. Based on sales volume and sales proportion, Kangshifu is no longer the benchmark for tea beverage prices, but is significantly lower than the average level(CFO World, 2010). In 2019, Master Kang launched the highly anticipated lemon tea in an attempt to open up a high-end tea beverage front, but ultimately disappeared. DingJin Company, as a subsidiary of Kangshifu, will inevitably be affected by the sluggish market environment after the epidemic. The author suggests that the company study consumer demand from multiple perspectives, find market breakthroughs, and have an understanding of China's society that is slowly entering a deflationary economy. It should make market predictions in advance, take a step ahead of other competitors in the same industry, and seize opportunities in the market.
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