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EXECUTIVE SUMMARY
In recent years, Chinese industrial enterprises have been trying to find new driving forces for development. Internet plus, integration of industrialization and industrialization, Industrial Internet, intelligent manufacturing, high-quality development and other innovative paths have emerged one after another. However, the exploration path of many industrial enterprises is very tortuous, with high exploration costs. However, the exploration results are disheartening, and phenomena such as declining sales performance, insufficient production and operation, rapid decline in profit margins, and employee layoffs are gradually spreading.
This article is based on the actual situation of large state-owned industrial consumer goods manufacturing enterprises in China at present, combined with the current research status at home and abroad, and applies system theory to analyze the progress and shortcomings of the transformation measures implemented by Chongqing Gearbox Co., Ltd. in terms of internal and external environment, transformation pressure, transformation conditions, internal value chain, business processes, control system, organizational structure, and other aspects, A strategy oriented organizational reform plan of "Internet plus" was proposed. And identified the risks of organizational change and proposed corresponding suggestions.
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1. [bookmark: _Toc134098441]Company Introduction
Chongqing Gearbox Co., Ltd. (hereinafter referred to as CG Company) is a large state-owned industrial enterprise. Covering an area of approximately 1 million square meters, with assets of over 7 billion RMB and over 2000 employees, our main business is the design, manufacturing, and service of gear transmission devices, vibration damping devices, and transmission clutch devices. The products are widely used in industries such as military and marine engineering, building materials equipment, electrical (hydraulic, thermal, wind, solar) equipment, metallurgical equipment, environmental protection equipment, transportation facilities (equipment), oil and gas extraction equipment, solid waste treatment equipment, etc. Users are spread across various continents (oceans) around the world, and their market share in China is ranked first and second by industry segment; The ranking of technical capabilities among domestic enterprises in the same industry is also ranked first in some fields and second in some fields; The company's hardware facilities and equipment are at the top level in the same industry in China; The overall scale of the company ranks second in the domestic industry.
Although the enterprise is still among the top two pioneers in the industry, the slow pace of implementing the "Internet plus Enterprise" has resulted in weak value added capacity of the enterprise's internal value chain, poor efficiency and stability of business processes, excessive control over people by the management and control system, insufficient management and stimulation functions, bloated organizational structure, and serious departmental walls and insulation. As a result, the company's development is hindered and strategic implementation is weak. This also makes the pressure of organizational change of enterprises in the "Internet plus" era more and more great, the problems more and more prominent, and the conditions for change more and more mature.


[bookmark: _Toc134098442]2. Internal/External Analysis
[bookmark: _Toc134098443]2.1 External environment analysis
The increasingly rapid pace of "Internet plus World" has triggered a series of international and domestic environments, social environments, technological environments and economic environments that affect and affect CG.
International and domestic political environment: Due to China's rapid approach to the world's number one United States in terms of comprehensive national strength, the United States has felt uneasy, leading to trade frictions between China and the United States. The domestic political forces of some major world powers have contributed to the anti globalization trend, resulting in a sharp deterioration of the competitive environment faced by Chinese enterprises and an increasingly fierce level of competition. Therefore, Premier Li Keqiang made the conclusion in the Report on the Work of the Government on March 5, 2019 that "after comprehensive analysis of the domestic and international situation, the environment faced by China's development this year is more complex and severe, and more and more predictable and unpredictable risks and challenges, we should be fully prepared to fight hard". At the same time, national strategies such as the the Belt and Road construction, Made in China 2025, and high-quality development have brought infinite opportunities to Chinese enterprises.
Social environment: The value needs of customers are increasing, and the demand for personalization and customization is becoming stronger and stronger. The demand is changing faster and faster. The products that were once all inclusive in the past 10 years may now be just a flash in the pan; The supply capacity and strain capacity of suppliers have increased significantly; The social legal system is becoming more perfect, social management standards are higher, and behavior is more standardized; The social culture of innovation, openness, co creation, and sharing is increasingly accepted and implemented by the public. Technical environment: "Internet plus industry" technology is developing rapidly, and various new technologies such as Internet of Things technology, 3D printing technology, intelligent manufacturing technology, information management technology are developing vigorously. Guo Chaoxian, from the Institute of Industrial Economics of the Chinese Academy of Social Sciences, believes that promoting "Internet plus+industry", especially "Internet plus manufacturing", is the only way for China to move from an industrial power to an industrial power.
Economic environment: Economic globalization has been hindered, and the domestic economic situation has shifted from material scarcity to material surplus. The era of relying on importing technology from abroad and rapidly producing products to meet market demand has basically passed, and the driving mode of economic development has changed from quantity driven to quality driven.
External pressure: In recent years, because the main competitors "Internet plus products, Internet plus services, Internet plus manufacturing" are faster than CG companies, it has formed obvious external pressure on the company. Mainly manifested in three aspects: the economic scale, operational quality, and growth potential of the enterprise.
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Comparison of CG Company's Asset Size and Market Size with Major Competitors
From the graph, it can be seen that the company's market size hovers around 30% of its main competitors, and its asset size is less than 30% of its main competitors.
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Comparison between CG Company's Sales Revenue Growth Rate and Major Competitors
The entire industry seems to be in a downward trend. Comparatively speaking, the company's market growth indicators were better than its main competitors in the first two years, but in the past year, there has been a situation where they are much lower than their main competitors; From a trend perspective, the main competitors have stopped negative growth and shown an upward trend of positive growth, while CG company is still in the downward range. From this, it can be seen that the growth pressure of the company has doubled.

[bookmark: _Toc134098444]2.2 Internal environment analysis
The era of "Internet plus" has also deeply affected the internal environment of the enterprise, constantly changing the thinking and behavior of shareholders and employees, and changing the resources of the enterprise.
Enterprise shareholders: The company is a large state-owned enterprise, and its shareholders are superior group companies. The group company's own "Internet plus" pace is accelerating, and CG companies are also required to implement the principle of "Internet plus enterprises".
Enterprise employees: There are more than 2000 employees in the enterprise, and 65% of them are young people under 35 years old. Most of them are network youth. They are deeply influenced by the network culture, and are full of the era thought of equality, openness, tolerance, co creation, and sharing. "Internet plus" deeply affects the thinking and behavior of these employees.
The company's internal pressure is mainly development pressure. "Internet plus" has brought new development needs, changing the thinking and behavior of superior companies and employees, as well as the behavior of the company. The superior company requires the company to accelerate the pace of "Internet plus enterprise" and step into the high-quality development track as soon as possible. Therefore, the assessment baton has shifted from being large in economic scale to being first in economic quality
The pressure from employees directly manifests as a desire for increased income and personnel mobility. The income level of company employees has been declining year after year, from 200% of the average income of local urban employees to 95%. As the opportunities brought by "Internet plus" technology increase, the mobility of employees (especially excellent employees) increases.
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[bookmark: _Toc134098446]3.1 Key drivers
Leadership team: The members of the company level leadership team are young and energetic, and the main leaders have not been in office for a long time. The team has a strong desire for development and change, and at the same time, it has a high reputation among employees.
Employee team: 65% of the employee team are young people, of which over 90% have received vocational education or above, and are deeply influenced by internet ideology, with a strong ability to accept changes. In addition, employees feel a sense of loss due to their superior per capita income compared to the local society, so their desire for change is also strong.
Enterprise resources: The company's asset resources, brand resources, technical resources, management resources, talent resources, policy resources, etc. still have obvious advantages in the same industry, and the government and higher-level companies are promoting its transformation and development.
Technical Foundation: The company's information technology work has been going on for nearly 15 years, with a deep accumulation in areas such as infrastructure construction, technology informatization, management informatization, service informatization, and manufacturing informatization.
[bookmark: _Toc134098447]3.2 Key resistance factors
Policy system: The salary management and cadre management systems of state-owned enterprises are difficult to change. If the policy obstacles of the "salary system and cadre system" cannot be overcome, then all changes will be in vain.
Cultural resistance: The transformation is likely to abandon the identity of employees in state-owned enterprises, which requires a great spirit of adventure and courage. Adventure spirit is often talked about and rarely done in a company. In addition, whether the negative culture of negative response to change can be controlled within a certain limit is a guarantee of successful change
Resistance from vested interests: Change will inevitably bring about adjustment of interests, and many reformers will also face layoffs when the change is completed; Therefore, the biggest resistance to change will come from the company's original "officials". Firstly, they need to delegate power, and secondly, they need to seek their own business path, which is a great challenge for CG companies.
Talent risk: There is a relative shortage of talents in the company who understand both business work and information technology, possess platform management capabilities, and are brave and good at entrepreneurship. The talent situation is not sufficient to support organizational change, and the risk of change failure is enormous.
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Luin's three-step process sees change as a disruption to organizational balance, known as thawing. Once thawing is completed, it is possible to implement its own changes, but simply introducing changes does not guarantee its sustainability, and the new state needs to be re frozen. Only in this way can it be maintained for a considerable period of time. Therefore, the purpose of thawing again is to stabilize the new state by balancing the driving and restraining forces.
The first step is to thaw. The focus of this step is to minimize or eliminate associations with the team's past standards and create motivation for change. CG companies should do everything possible to encourage team members to change their original work status and behavior patterns, and adopt new attitudes and behaviors that adapt to the strategic development of the enterprise organization. In order to achieve this, the primary task for CG companies is to activate the propaganda machine, which can be compared with competitors, comparing the overall situation, production and operation indicators, and performance level of the company with excellent enterprises in the industry, pointing out gaps and the basis for thawing, promoting the majority of employees to "thaw" their existing attitudes and behaviors, urgently seeking change, and enhancing their willingness to accept new work models and standards. At the same time, attention should be paid to creating an open team atmosphere and ensuring the psychological security of enterprise members, reducing psychological barriers to organizational change, and increasing the psychological motivation for successful change.
The second step is change, which involves developing or introducing new work standards and models. Change is a learning process that requires providing new perspectives, information, and behavioral patterns to all members of the enterprise organization, clarifying the direction of change, implementing change, and forming new behavioral standards and work attitudes. In this step, CG companies should pay attention to setting an example for new work behaviors and attitudes, using various methods such as role models, mentor guidance, and group training. Lewin believes that change is a cognitive process, with the acquisition of new concepts and information as the standard for completion.
The third step is to freeze again, which is a reconstruction based on new standards and patterns. During the re freezing stage, CG companies should use necessary reinforcement measures to fix new behaviors and attitudes, and bring the enterprise organization back into a stable state. In order to ensure that the enterprise organization enters stability again, it is necessary to pay attention to giving all team members the opportunity to try and test new work attitudes and behaviors, and provide timely positive reinforcement; At the same time, strengthen the stability of new group attitudes and behaviors, and promote the formation of stable and sustainable new group attitudes and behavioral norms.
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01. Establish a sense of urgency
In the stage of change planning, CG companies need to effectively promote and reveal the reasons and inevitability of the change, establish a sufficient sense of urgency, and enable employees and managers to understand the necessity and inevitability of the change, in order to enable employees to understand and accept significant adjustments to the current situation.
02. Establish a Guidance Alliance
In CG companies, managers need to find change leaders and stakeholders in the enterprise who understand and support the vision of change, gain their support, involve many members from various departments and company levels, and maintain team diversity to promote change.
03. Develop Vision
CG companies need to determine the core values reflected in the change and ensure that the vision is simple and understandable enough to develop a mission statement or express the vision in one to two sentences. Stakeholders are involved in the development of the vision during the process, and then strategies related to the vision are developed.
04. Share Vision
CG companies need to incorporate their vision into their daily lives and communicate their vision and strategy as frequently and repeatedly as possible; Encourage employees to provide feedback and openly address issues, anxieties, and concerns. It is also possible to clearly demonstrate the differences between current and future states by sharing the visual effects of the vision. We can utilize all communication channels and platforms of the enterprise to promote our vision.
05. Clear obstacles
In the face of obstacles such as employees' discomfort and resistance to change, CG companies can provide necessary training, guidance, and guidance to employees, so that they can successfully face challenges. At the same time, they can also develop a series of administrative systems and measures, emphasizing the importance of teamwork. At the same time, they should carefully investigate and diagnose, seek truth from facts, and truthfully disclose the problems discovered from an objective perspective.
06. Creating Short Term Victory
In addition to the ultimate goal of change, CG companies also need to break down their change projects into specific small goals, such as finding short-term projects with low costs. This requires CG companies to carefully select the right projects or goals, and develop plans that help reduce costs, improve processes, and increase profits. Then reward and recognize the members who have made contributions to achieving the goals.
07. Consolidate change
CG companies can establish effective reward and punishment mechanisms to timely motivate employees and teams who have made outstanding contributions to change, and can greatly reduce resistance to change. In the process of change, simply using propaganda to draw big cakes for employees cannot maintain their combat effectiveness for a long time. So in implementation, in addition to setting objective and visible goals, sufficient incentives should also be given to outstanding talents and teams who can exceed the goals. Adopting incentive methods primarily based on rewards, establishing exemplary employee role models, and promoting more people to support change.
08. Anchoring Change
CG companies can upgrade and optimize their products and operations by introducing new technological means, which may bring unexpected advantages to their transformation process. The new information technology has strengthened the connection between employees within the enterprise, reduced communication costs, and provided more effective means for change promotion. In addition, CG companies also need to seize every possible opportunity to discuss progress and share success stories in their vision for change. Recognize contributions and transfer individuals who shape new changes, values, and skills to higher positions. Regularly and continuously carry out activities and behaviors that are important to the enterprise. Instil the core values of change into every new employee and onboarding process.


6. [bookmark: _Toc134098450]Stakeholder analysis
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Stakeholder analysis is used to analyze all individuals (and organizations) related to customer interests, helping customers distinguish the impact of significant stakeholders on the strategy when formulating it. From the graph, we can see that shareholders, senior management, government departments, and employees who maintain a positive attitude towards the transformation of CG company and have a significant influence should be considered as CG company is a state-owned company, so the influence of government departments is significant. CG company needs to continue to pay attention to these aspects, listen to their opinions on the transformation, and make responses.
CG companies need to communicate with middle management who are influential but have negative attitudes, understand their demands, and strive for their support. They can also meet their psychological requirements for interest concerns by maintaining information exchange.
For the less influential parts, partners, customers, and suppliers with a positive attitude can maintain their attention, understand their opinions, and make appropriate decisions. For competitors and media with a negative attitude, only simple attention is needed without expending past energy.


7. [bookmark: _Toc134098451]Evaluation of change plans
By analyzing the current situation and problems in the internal and external environment of CG company, it is clarified that the strategic implementation path of CG company is "strategy - internal value chain - business processes - control system - organizational structure". In view of the current situation and problems in the strategic realization path of CG Company, the system theory and the "Internet plus" idea and technology were applied to develop a strategy oriented enterprise organization reform plan under the "Internet plus" background of CG Company, including four aspects, namely "Internet plus value chain", "Internet plus business process", "Internet plus management and control system" and "Internet plus organizational structure".
"Internet plus+value chain" includes three aspects: "Internet plus value carrier, Internet plus value chain, and Internet plus+value added link". The ultimate goal of solving the existing problems in the company's internal value chain is to achieve intelligent value creation.
"Internet plus Business Process" proposed the application of "Internet plus" technology and ideas to carry out business process reform, to solve the problem that CG companies are now facing with too large fluctuations in process efficiency and low process efficiency, and the ultimate goal is to achieve intelligent business processes.
The focus of "Internet plus management and control system" is to improve the technical level of "Internet plus", and more importantly, to apply the "Internet plus" idea to change the company's planning, organization, command, coordination, control and incentive system.
The focus of the "Internet plus organizational structure" is to "focus on customers", break down the pyramid structure, divide the organizational structure of the enterprise into three layers: high, medium and basic, and divide it into three categories: responsibility center, profit center, responsibility center+profit center. The responsibility center should be a "pyramid organization"; Directly creating value businesses with profit as the center, so it is better to adopt a "platform based organization"; It is better to have an "administrative platform organization" for units that have both responsibility and profit. The organizational structure should be designed according to "grading, task allocation, personnel, and time".


8. [bookmark: _Toc134098452]Conclusion
After analyzing the internal and external environment and the pressure of change of CG Company, on the basis of summarizing the achievements of predecessors and drawing lessons from successful enterprise plans, this paper puts forward the path of organizational change of state-owned large-scale industrial consumer goods manufacturing enterprises, and determines the organizational change plan of "Internet plus" according to the current situation and problems of CG Company. "Internet plus" can enrich the value carrier of enterprises, rapidly enhance the value-added ability of enterprises, and realize the transformation from informatization of the value chain to intelligence of the value chain based on the informatization and intelligence of products and services; Implement systematization, real-time online visualization, and continuous optimization of business processes. Maximize respect for people's essential needs, stimulate their vitality and creativity. It can build an enterprise organizational structure with strong customer centric resilience and organizational synergy.


9. [bookmark: _Toc134098453]Recommendation
Faced with the risks brought about by change, CG companies can establish a value exchange based order compensation system, a horse race based promotion system, and a dynamic business and employee selection system. Fully leverage the cultural work advantages of party and mass organizations, cultivate the culture needed for change, and reduce the culture that prevents change. Opening up avenues for vested interests and allowing new stakeholders to occupy the company's resource highlands will have a greater power of change than the power to prevent it. Combining talent cultivation with utilizing intermediary agencies or introducing talents.
The company's organizational change needs the support of appropriate "Internet plus" technology. If the technology selection or application is wrong, the risk of failure is extremely high. CG can rely on a team of technical experts to establish a technical review system and a pilot and gradual promotion system for new technologies.
The openness of the internet can bring about the risk of intellectual property infringement and infringement by companies, which can sometimes be fatal. CG companies can establish a legal risk audit system to address the risks posed by intellectual property.
The sharing of the internet will bring a much greater risk of company leakage than now, but as long as sufficient attention and measures are taken, the probability of leakage is still relatively low. CG companies need to rely on qualified professional forces for management.
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