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ABSTRACT 

In current literature, planned change and evolutionary change are two different, even opposite 
theories. However, in current enterprises, changes are not entirely planned ones, nor are they 
completely evolutionary ones. As a result, there is an urgent need to research how planned 
change and evolutionary change are organically integrated in organizational 
changes. There has not yet clear explanation about it up till now. However, statistics show 
that nearly 2/3 of organizational changes ends up in failure, and causes colossal loss in 
employee and economy! It shows that successful changes are valuable. Then what are 
successful changes? What are the criteria to evaluate these changes? This case study analyzes 
and discusses each of it one after the other. 

This paper adopted the method of case study to explore the organizational transformation 
of Shaanxi Hanjiang Haotian Calcium Carbide Chemical Engineering Co., Ltd (Abbr: 
HTD Calcium Carbide Chemical Engineering Co., Ltd) set up by Hanjiang Shuili Shuidian 
Construction Engineering Co., Ltd (Hanjiang Group) Calcium Carbide Chemical Engineering 
Co., Ltd (Abbr: HJG Calcium Carbide Chemical Engineering Co., Ltd). In 2009, Hanjiang 
Haotian planned ahead by taking the initiative in conducting organizational change in the 
prime of its development. It sent the team to an unknown environment 1000 kilometers away 
to establish a new business and achieve success by overcoming a multitude of difficulties and 
obstructions. By analyzing the above-mentioned case, the author believes that planned change 
and evolutionary change are emerging from each other. The former determines the basic 
direction and theme for the change, while the latter serves as a flexible response mechanism 
to deal with new problems and difficulties that spring up continuously. In this emergent 
process, leaders’ sense making of management issues works as the hub to connect planned 
change with evolutionary change. When the organization develops steadily, leaders could 
lead the team to achieve the established target of change according to the plan. However, 
when difficulties and problems occur in the process, leaders shall reflect on their strategies, 
even the targets and plans for the change by chewing on the sense making, deepening 
understanding of the change, working out more detailed and specific change plans and 
targeting on the basis of solving concrete issues to guide next step’s of change. 

Conclusion and analysis could guide enterprise managers to set forth change plans, so as to 
succeed in changing. This paper’s conclusion shed strong lights on setting up change 
methodology, especially on the flexible use of planned change and evolutionary change in 
organizational changes in companies. This paper’s background was set at the author’s 
previous company, where the author served as a management executive. So the author 
experienced himself and witnessed with his own eyes the whole change from top to the 
bottom, from theory to the practice. The author personally experienced all its stages, 
significant decisions, people and materials distribution, which made a more persuasive case. 
Above-mentioned research conclusion makes creative theoretical contribution to improving 
organizational change theory, and gives practical guidance for Chinese enterprises to conduct 
organizational changes of their own. 

  

KEY WORDS: CASE STUDY, ORGANIZATIONAL CHANGE, PLANNED CHANGE, 
EVOLUTIONARY CHANGE, EMERGENT CHANGE  
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Chapter I Introduction 

Since 1980s, external environment of organizations has undergone earth-shaking 
transformations. Global competition has become increasingly fierce, and consumers’ demands 
have been enhancing with each passing day. An increasingly intensified organizational 
change has become an outstanding feature of 21st century organizations. Therefore, intense 
competition and changing environment have required us to know how to quickly and 
effectively lead and manage organizational change. Many managers and organizations 
acknowledge what Tom Peters once said: “They must change, or die.” Jim Copeland, Chief 
Executive Officer of Deloitte & Touche USA LLP, the world famous management consulting 
company once said: “The only thing certain about future is future is uncertain.” All these 
demonstrate that enterprises are facing an ever-changing environment. Only by changing 
themselves could enterprises adapt to the environment, so as to survive and develop in a fierce 
market competition. As a result, organizational change has become an indispensable 
component and feature during its development, as evidenced by increasing attention drawn to 
the management of organizational change.  

 

1.1 Research Background 

Hanjiang Group is a state-owned solely-invested company affiliated to Changjiang Water 
Resources Commission of Ministry of Water Resources. It now has four subsidiaries: 
hydroelectric power, calcium carbide chemical engineering, real estate and aluminum industry 
(Appendix 1: Organization Structure Chart). Hanjiang Group was established to facilitate 
South-to-North Water Diversion project in China. China’s water resource is unevenly 
distributed in the North and South. While surplus water flows into sea in the South, the North 
suffers from drought and water shortage. Especially in the North China Plain, water depletion 
has already seriously affected industrial and agricultural production. Meanwhile, 
consciousness of water conservation is still poor, water utilization rate remains low and water 
pollution is surging. Ministry of Water Resources have convened many meetings and carried 
out investigations in an all-around way since October 30th, 1952 when Chairman Mao 
Zedong put forward the notion that “there's plenty of water in the South, not much water in 
the north. If at all possible, borrowing some water would be good.” South-to-North Water 
Diversion project has three diversion routes, stretching south-to-north across the eastern, 
central and western parts of the country, and the total investment volume stands at 500 billion 
RMB. (Figure 1 is the central water diversion route) 
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Figure 1：Central Water Diversion Route 

 

Hanjiang Group is located at the source of South-to-North water diversion 
project------Danjiangkou. With the completion of the Central Water Diversion route, water 
was diverted officially to the North (such as Beijing and Tianjin). Group is faced with 
significant strategic shift from electricity generation as the work focus to water diversion. 
Large amount of water diversion greatly reduced its electricity generation. Hanjiang’s calcium 
carbide chemical engineering subsidiary was huge in its electricity consumption. Loss of 
electricity advantage deprived Hanjiang of its overall competitiveness. Therefore, the calcium 
carbide chemical engineering subsidiary was faced with huge potential crisis. As Figure 1-1 
demonstrates, water would be diverted from Hanjiang reservoir to Beijing, which limited 
electricity generation capacity by a big margin. This reverse electricity transmission also 
hugely increased its operation cost. The Central water diversion route (from Danjiangkou 
water source) was officially put into use on December 12th, 2014. Till March 25th, 2015, 
Qingquangou groove diverted a total of 195.96 million cubic meters of water, while the 
number for Taocha was 574.75 million in total (calculated from November 1st, 2014).  

Before the water diversion, the maximum and minimum water levels were 160 and 135 
meters respectively. The numbers stood at 170 and 150 accordingly after the diversion 
(December 12th, 2014). 
Looking at the amount of accumulative electricity generation and consumption from January 
to October during 2013-2014, water diversion caused sharp decrease in the electricity 
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generation, which led to reverse electricity diversion in Hanjiang Group, and greatly increased 
the cost of enterprise (see Table 1).  

Table 1：Accumulated Power Generation and Supply, January-October 2013-2014 

Unit: TWh 

 

Power Generation 

Power 
Supply 

Power Utilization 

Danjiang  

Power Plant 
 

Small 
Hydros  

 
Wangfuzhou By 

Group 
By Reverse 
transmission 

2014 

Jan-Oct 
11.99 1.78 2.79 16.99 11.88 2.26 

2013 

Jan-Oct 
27.06 1.63 5.06 29.56 15.38 0.63 

YoY -55.69% 9.20% -44.86% -42.52% -22.76% 258.73% 

 
After seeing the full picture, Hanjiang decided to take the initiative to conduct organizational 
change. After the water diversion trial in 2009, Hanjiang selected over 200 technicians and 
management expertise to Guxian County, Shaanxi Province located 1000 kilometers away in 
2010, which led to the incorporation of Hanjiang Haotian Calcium Carbide Chemical 
Engineering Co., Ltd with local enterprise Haotian Group. After five years of development, 
Hanjiang Haotian Calcium Carbide Chemical Engineering Co., Ltd has undergone hard 
changes and achieved success.  

The target of this paper is Hanjiang Haotian Calcium Carbide Chemical Engineering Co., Ltd, 
the main product of which is calcium carbide1. Boasting hydroelectric advantage, Hanjiang 
was devoted to producing calcium carbide since 1970 and has maintained stable economic 
efficiency. However, dramatic changes happened in calcium carbide industry after 2005. Due 
to abundant coal resources in Northwest, calcium carbide saw a strategic layout movement to 
North and West and many western and central calcium carbide enterprises lost their 
competitive edge and ended up shrinking or in demise. Calcium carbide and its downstream 
products PVC moved towards Northwest region where resources concentrated.  

In spite of its success in its organizational change, Hanjiang Hantian Calcium Carbide 
Chemical Engineering Co., Ltd encountered unexpected transformations. Therefore, under the 
guidance of original change plan, the whole process of organizational change was under 
continuous amendments and evolution.   
XX                                                        
1
 Calcium carbide: CaC2, produced industrially in an electric arc furnace from a mixture of lime and coke 
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In current literature, planned change and evolutionary change are two different, even opposite 
theories. However, in current enterprises, changes are not entirely planned ones, nor are they 
completely evolutionary ones, as demonstrated by Hanjiang Hantian Calcium Carbide 
Chemical Engineering. As a result, there is an urgent need to research how planned change 
and evolutionary change are organically integrated in organizational changes. This paper 
concludes this integration as emergent organizational change, which has not yet been clearly 
explained in current theoretical researches up till now.  

This paper will explore on the integration of planned change and evolutionary change, and 
inherent evolutionary impetus of the emergent organizational change based on the example of 
Hanjiang Hantian Calcium Carbide Chemical Engineering Co., Ltd.  
 

1.2 Research Approach 

This paper adopted the method of case study to explore the organizational transformation of 
the newly-established calcium carbide company (Abbr: Hanjiang Hantian Calcium Carbide 
Chemical Engineering Co., Ltd) in Shaanxi set up jointly by Hanjiang Shuili Shuidian 
Construction Engineering Co., Ltd (Hanjiang Group) and Haotian Group. In 2009, Hanjiang 
Haotian planned ahead by taking the initiative in conducting organizational change in the 
prime of its development. It sent the team to an unknown environment 1000 kilometers away 
to establish a new business and achieve success by overcoming a multitude of difficulties and 
obstructions.  

The author believes that planned change and evolutionary change are emerging from each 
other. The former determines the basic direction and theme for the change, while the latter 
serves as a flexible response mechanism to deal with new problems and difficulties that spring 
up continuously. Leaders’ sense making of management issues works as the hub to connect 
the planned change with evolutionary change. When the organization develops steadily, 
leaders could lead the team to achieve the established target of change according to the plan. 
However, when difficulties and problems occur in the process, leaders shall reflect on their 
strategies, even the targets and plans for the change by chewing on the sense making, 
deepening understanding of the change, working out more detailed and specific change plans 
and targeting on the basis of solving concrete issues to guide next step’s of change. 
Above-mentioned research conclusion contributes creative theories to improving 
organizational change theory. 

Meanwhile, this paper could serve as the practical guidance for Chinese enterprises to conduct 
organizational changes of their own, analysis and conclusion could guide enterprise managers 
to set forth change plans, so as to succeed in changing. This paper’s conclusion shed strong 
lights on the flexible use of planned change and evolutionary change in organizational change 
in companies. This paper’s background was set at the author’s previous company, where the 
author served as a management executive. So the author experienced himself and witnessed 
with his own eyes the whole change from top to the bottom, from theory to the practice. The 
author personally experienced all its stages, significant decisions, people and materials 
distribution, which made a more persuasive case.  
 

1.3 Definition to Key Concepts  

Key concepts involving organizational change are defined as follows: 

(1) Organizational Change 
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After the design and implementation of organization structure, organizational change means 
to adjust or amend maladaptive organizational structure, even to reframe the organization 
along with changes in the external and internal environment (Van de Ven & Poole, 1995). 

(2) Planned Change 
Planned change model views development as a cycle of goal formulation, implementation, 
evaluation, and modification based on what known knowledge of the entity. This sequence 
emerges continuously along with the individual emerges within the entity for a purpose. 
（Van de Ven & Poole, 1995).  

(3) Evolutionary Change 
Evolutionary change model consists of a repetitive sequence of variation, selection, and 
retention of events among entities in a designated group. Competition for scarce 
environmental resources between entities inhabiting the group generates the evolutionary 
cycle. (Van de Ven & Poole, 1995).  
(4) Emergent Process 

Emergent process happens in an actual change, with the changes in environment, planned 
change and evolutionary change appear alternately, they integrate with each other, even 
transform to and from each other (Burns, 2004).  
(5) Sense Making 

Sense making, also referred to as processes of meaning construction, is how people 
understand the external world and an effective tool to communicate and explain (Weick, 
1979).  
 

1.4 Framework of This Paper 

Chapter One: Introduction. 

This chapter includes research background, research approach, definition to key concepts and 
paper framework.  

Chapter Two: Literature Review. 
This chapter includes planned change theory, emergent change theory, resistance and 
momentum in organizational change. 
Chapter Three: Research Method. 

This chapter includes research method, data collection and data analysis process. 
Chapter Four: Growth Period of the Case Company. 

This chapter includes preparation (changes in industrial environment, potential survival crisis, 
project demonstration to confirmation), implementation of the change, effects of 
implementation, Develop-The-West strategy, and Strategic Partner. 
Chapter Five: Process of Organizational Change in the Case Company.  

This chapter includes establishment of the joint venture, objectives and plans of the change, 
leadership group of the change, stages of the changes (it has three research questions: first, 
how to determine change plans? What difficulties did the organization come across?), and 
achievements of the change, including awards earned and the six objectives of the change. 
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Chapter Six: Results of Case Analysis 

It includes formation and manifestation of resistance to change (2nd question: together with 
the charts, difficulties and resistance of this change and how do they inter-relate?), formation 
and manifestation of the momentum of change (3rd question: together with the charts, what is 
the momentum of change and how do they inter-relate, influence and promote with each 
other?), comparison with British construction company XYZ in organizational change and 
introspection on the process of change, including on major decisions and change methods. 

Change process of this case shows the following: (1) Characteristics of planned change will 
be shown if internal and external environment is relatively stable, or managers could 
accurately predict, simulate environmental changes. (2) Emergent change is more suitable if 
internal and external environment of enterprises are dynamic, unpredictable and with huge 
uncertainties. (3) Planned change and emergent change could transform to each other with 
changes in environment. (4) Sense making in the change plays an important role. 

Chapter Seven: Conclusion and Prospect. 
This paper makes theoretical revelation and contributes to practices. Theoretical revelation 
and contribution focus on emergent change theory model and giving analysis. Practical 
enlightenment discuses Voluntary Change theory, Luck Evolution Diagram for Change Trend, 
Practical Significance of Disintegration of Mature Enterprises and Emergent Change is the 
norm in organizational change.  

Limitations and Prospect. 
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Chapter II Literature Review 

There are multiple reasons for organizational structure change, mainly including changes in 
company operational environment (e.g., policy environment, market environment, etc.), 
changes in internal organizational conditions (e.g., human resources, management conditions), 
and requirement for self-growth (e.g., expanding market share, increasing profits, etc.). 
However, it is the strategic adjustment and change of a company that explain the most 
fundamental and significant reasons for organizational structure change, originated from the 
relationship between organizational change and company’s strategic adjustment. 
Literature on this issue illustrates a number of different categorizations of organizational 
change. Nevertheless, there are mainly two methods, which are planned change theory and 
evolutionary change theory (Dawson, 1994; Cummings & Worley, 2001; Burnes, 2004). 

 

2.1 Planned Change Theory 

2.1.1 Lewin Organizational Change Model  

Kurt Lewin (1951), the father of organizational planned change, came up with the 
Three-Stage model of organizational change, which was considered as a classic approach in 
organizational change studies. Lewin believes that there are two opposite sets of forces in an 
organization. When the forces are evenly balanced, the organization is in a state of inertia and 
would not change. To get an organization to change, the managers must find a way to increase 
the forces for change, reduce resistance to change, or do both. Any of these strategies will 
overcome inertia and lead to organizational change.  

Figure 2 demonstrates Lewin’s theory. An organization at performance level P1 is in 
balance. Forces for change and resistance to change are equal. Management, however, decides 
that the organization should strive to achieve performance level P2. To get to level P2, 
managers must increase the forces for change (the increase is represented by the lengthening 
of the up arrows), reduce resistance to change (the reduction is represented by the shortening 
of the down arrows), or do both. If they pursue any of the three strategies successfully, the 
organization will change and reach performance level P2.   
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Figure 2: Force-Field Theory 

 

Further, Lewin put forward a three-step process for the change, believing that organizational 
change would undergo three stable stages to balance the environmental pressure and enabling 
forces. For an organization, to achieve the change successfully, it shall be unfrozen from its 
present state, make the change to a new state, and be refrozen again in the new state. 
Specifically, the process of organizational change has three stages as followed:   
Stage One: Unfreezing. Starting by creating the motivation to change, it requires the 
organization to identify and refute some of its useless behaviors, and therefore determine 
specific changes that are essential. The focus is to create the motivation to change. Employees 
shall be encouraged to change existing behaviors and attitudes towards work, adopt new ones 
that are adaptable to organizational strategic development. Therefore, it is necessary to keep 
employees informed about the plight organization is in and problems the organization has, 
and clearly negate current behavior and attitudes. This negation shall lead to eagerness to 
change. Psychological sense of security shall come by reducing obstacles to change, or 
reducing the sense of fear for failure.   

Stage Two: Converting. This stage involves indicating direction for the change, implementing 
the change, and forming new behaviors and attitudes. Change is gradually put into effect 
through “trial-error” practices and researches. Change is a learning process. Consequently, 
new working attitudes and role models shall be established, also as crucial are role-play, 
tutors’ guidance, speeches and training. It is significant to encourage employees to be 
involved in the proposal of change plans, and solve unpredictable problems occurred in the 
change timely. 
Stage Three: Unfreezing------stabilize the change. This stage is aimed at embedding the new 
changes in a state of quasi equilibrium so they are learned and assimilated enough to be 
maintained in the future. After successful implementation of the change, new attitudes and 
behaviors shall be cemented into the organization. Change is stabilized by taking coercive 
approaches. To ensure the stability of organizational reform, managers shall have 
opportunities to test and try new behaviors and attitudes, and be positively reinforced. 
Meanwhile, stability of group’s reform shall be reinforced to form stable and long-lasting 
group behavior. The refreezing stage requires behaviors to be consistent with the personality, 
behavior, and environment of those involved (Schein, 2004). Nevertheless, in today’s world, 
change is taking place at such speed that it is nearly impossible to align new behaviors to 
environmental demands before they actually change (Esain, Williams & Massey 2008:21; 
Nicholson, 2000).  
Lewin’s Three-Stage Model has become prevalent from the 1950s, and underpins many 
change efforts till today (Dent & Goldberg Galloway, 1999; Burns, 2006:34). Shariti (2002) 
states that the majority of change process models could be traced back to the Three-Stages 
Model of Lewin. As Livne-Tarandach and Bartunek point out the “conscious, planned change 
[is seen] as infinitely preferable to unconscious, emergent change” (2009: 11). 

 

2.1.2 Kotter Organizational Change Model  

Failure rates of planned change efforts stand very high, at up to 70% (Sackmann, 
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Eggenhofer-Rehart, & Friesl, 2009). Kotter (1995) identifies eight major reasons behind the 
failures, which include, failure to establish adequate urgency to change, an insufficient 
guiding coalition, a missing, lost or under communicated vision, failure to create short term 
wins, early announcement of victory and failure to integrate changes in corporate culture. 
Recent research adds some other reasons, including, difficulty negotiating conflicting group 
identities (McInnes, Beech, de Caestecker, MacIntosh & Ross 2006), leadership behavior 
problems and inertia deriving from a company resource position (Kraatz & Zajac, 2001) as 
well as failure to appreciate organization-environment interdependencies and connectivity 
(Sackmann et al., 2009). Increasing complexity requires organizations “to rethink the nature 
of hierarchy and control, learn the art of managing and changing contexts, promote 
self-organizing processes, and learn how to use small changes to create large effects” 
(Burns, 2005:82).  

Consequently, Kotter proposed an Eight-Stage Model of Change, the effective application of 
which would greatly increase the success rate of organizational change. The eight steps 
include: (1) establishing a sense of urgency, (2) creating a powerful guiding coalition, (3) 
developing a vision, (4) communicating widely the vision, (5) empowering broad-based 
action, (6) generating short-term wins and rewarding the contributors (7) consolidating gains 
and making steps forward, (8) integrating new behavioral models into corporate culture. 
Kotter believes that creation of a new corporate culture could cement all the fruits of change. 
It takes a long time to establish a new type of corporate culture (including the code of 
conducts within a group and values of the organization). And new success shall be achieved 
in the organization to verify the effectiveness of the change.  
It is widely believed that the Eight-Stage Model of Change proposed by Kotter is a further 
refinement of Lewin’s Three-Stages Model. Shariti (2002) states that Kotter’s first four steps 
focus on unfreezing the organization, the following three steps make the change happen, and 
the last step re-freezes the organization.   
Furthermore, Galpin (1996) proposed a model comprised of nine wedges that form a wheel. 
Galpin stresses the importance of organizational culture (as reflected in its rules and policies, 
customs and code of conducts, ceremonies and events, and rewards and recognition). He 
believed that organizational culture is the foundation for each wedge in the model. The Galpin 
wheel consists of the following wedges: (a) establishing the need to change; (b) developing 
and disseminating a vision of a planned change; (c) diagnosing and analyzing current 
situation; (d) putting forward proposals; (e) detailing the proposal; (f) pilot testing the 
proposal; (g) preparing the proposal for its debut (h) presenting the proposal (i) measuring, 
reinforcing, and refining the proposal.   

 

2.1.3 Armenakis and Bedeian’s Organizational Change Model   

Based on the two researches mentioned above, Armenakis & Bedeian (1999) came up with an 
integrated framework, which includes both the stages upon which change agents act, and 
stages through which change targets progress. These two stages shall interact with each other. 
See Figure 3.   
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Figure 3: Armenakis and Bedeian Organizational Change Model 

 

2.1.4 Criticism on Planned Change Model 

Due to its focus on group involvement, planned change initiatives are often criticized as slow, 
static and only suitable for times of stability, thus does not apply to dynamic interrelatedness 
and complexity (Dawson, 1994; Hatch & Cunliffe, 2006; Kanter, 1999). McKendall (1993) 
and Hatch and Cunliffe (2006) also suggest that planned change can be an unethical, fearful 
tool for dominating purpose. Burns (2006:146) states that planned change extends existing 
top-down power structures. Lewin recognizes that change could be initiated from anywhere 
(Lewin, 1951), but is expected to occur within the given change framework.  
As Weick (2000) suggests, planned change efforts often get the credit in decision makers’ 
eyes for successes in delivering new strategies for survival, but they rarely change the 
organization’s underlying nature and problems usually recur. Planned change has been found 
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to be most suitable when there is an anticipated need for structural changes (Sackmann et al., 
2009; Burns, 2005). Structural changes alone, however, are not sufficient to guarantee 
organizational progress or the sustainability of change efforts. While planned change efforts 
often focus on diminishing the restrictive environmental forces, emergent change efforts 
focuses on identifying the enabling forces and enhancing them (Livene-Tarandech & 
Bartunek, 2009:13).   
This paper believes that high failure rate of changes also comes from the fact that to change is 
to challenge previous practices in its essence, like a contest in martial arts. The contestant 
with higher skills will defeat the opponent. The contestant could only become a champion 
after numerous confrontations, countless practices of discarding old habits, sacrifices and 
defeats of previous champions. They possess characteristics of times, and explore a mature set 
of the “shortest path” or “optimal method”. These “optimal methods” always points at “rules”, 
not far away from “rules” (rules: inherent connection of things, they exist objectively and are 
not transferred by human will. People could know and utilize them through practices, also 
known as laws). Consequently, the closer to rules, the harder to change and make 
breakthroughs. The more mature the thing is, the higher the cost of change and risk of failure. 
The same could be applied to our doctoral researches, most of which have already been 
studied before. Breakthroughs could only be achieved by accurately locating limits and blank 
spaces, or by opening a new road. Only in this way could we convince thesis supervisory 
committee, even top-ranking journal editors, and publish our own research results. This could 
also be said in organizational change. It is very difficult to succeed. The reason for failure has 
always been the deviation from rules, or the haste to change without favorable climatic, 
geographical and human conditions. I Ching (Book of Changes), an ancient Chinese Classic, 
attaches great importance to climatic, geographical and human conditions. Climatic 
conditions mean free of wars; geographical conditions refer to the industries enterprises are in, 
namely the match between external environment and content of change; human conditions 
mean resources or refined resources within enterprises to be beneficial for the change.  
 

2.2 Evolutionary Change Theory 

2.2.1 Evolutionary Change Ideology 

Planned change theory emphasizes that goals of individuals or organizations are motivation of 
changes, it also recognizes that people have limits in the understanding of behavior. 
Organizational environment and resources restrict people’s capacity to some extent. Some 
restrictions could also be reflected in regimes of physical environment or preconditions set by 
other participants. As in biological evolution, change proceeds through a continuous cycle of 
variation, selection, and retention. Variations, the creations of novel forms of organizations, 
are often viewed to emerge blindly or randomly; they just happen by chance (Aldrich, 1979; 
Campbell, 1969). Selection of organization occurs principally through the competition for 
scarce resources, and the environment selects entities that best fit the resource base of an 
environmental niche (Hannan & Freeman, 1977). Retention involves forces (including inertia 
force and resistance) that perpetuate and maintain certain organizational forms. Retention 
serves to counteract the self-reinforcing loop between variations and selection. Weick (1979) 
and Pfeffer (1982) noted that variations stimulated the selection of new organizational forms, 
but retention maintained previous forms and practices. Thus, evolution explains change as a 
recurrent, cumulative, and probabilistic progression of variation, selection, and retention of 
organizational entities. This motor is prescribed in the sense that one can specify the actuarial 
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probabilities of the changing demographic characteristics of the population of entities 
inhabiting a niche. Although one cannot predict which entity will survive or fail, the overall 
population persists and evolves through time, according to the specified population dynamics. 

Evolutionary theory often depicts changes in organizational or group levels (e.g., Carroll & 
Hannan, 1989), and Weick (1979) and Gersick (1991) applied parts of evolutionary theory at 
a micro-level to explain part of the social-psychological processes of organizational actions. 
Whatever the level is, evolutionary model can be used to focus on processes of variation, 
selection, and retention among numerous organizational entities.  
Emergent change is described as unpredictable, often unintentional, coming from anywhere 
and involving relatively informal self-organizing (Weick & Quinn, 1999). Change emerges 
simultaneously as participants organize work in given structures and it involves improving the 
existing enabling conditions in the organizational environment (Stacey, 1992). As Stacey 
(2005) suggests most organizations these days operate at the “edge of chaos and 
far-from-equilibrium” with instability and stability intertwined and difficult to separate. As 
natural systems, organizations need to learn to operate within these conditions since too much 
stability and control will cause the organization to become unresponsive to its environment 
and decline (Stacey, 2001).  

Emergent change occurs “in real time” (Burns, 2006:363) and therefore fosters ongoing 
re-alignment with the environment, ongoing learning and strategy making. Emergent change 
have the following features: “Sensitivity to local contingencies; suitability for on-line 
real-time experimentation, learning and sense-making, comprehensibility and manageability; 
likelihood of satisfying needs of autonomy, control, and expression; proneness to swift 
implementation, resistance to unraveling; ability to exploit existing tacit knowledge; and 
tightened and shortened feedback loops from results to action.” (Weick, 2000:225)  
Emergent change theories emphasize the procedural nature of organizing (Hosking & Morley, 
1992). Thus the way people’s interactions lead to unpredictable outcomes and difficulties in 
predicting and therefore planning beforehand the path that change initiatives will take. One 
such example is the volunteer group that sprung up spontaneously after the destruction of the 
World Trade Center in 9/11 (Voorhees, 2008; in Livne-Tarandach & Bartunek, 2009). 
Volunteers developed a new pattern for coordinating action after the need of doing so was 
explicitly recognized and accepted. A further example is the innovation processes as 
explained by Kanter (1999:18) where customers, suppliers and venture partners become all 
“important sources of innovation”. Through the use of new technologies (e.g., Facebook, 
Twitter) organizations are starting to leverage stakeholders input quickly and effectively. This 
feedback however, is largely unpredictable and might lead to the recognition of needed 
change in a direction that the company had not considered before.  
These examples suggest that interventions in the change go beyond the episodic change 
formulated by Kurth Lewin’s defreeze-change-refreeze model. It is necessary to incorporate 
notions of emergence, emergent developments and self-organization. In practice, planned 
change often produces unintended consequences and relations that lead to non-linear 
evolutionary change (Beer & Noria, 2000). Styhre (2002) provides an example of a Swedish 
telecommunication company whose planned attempt to implement a new manufacturing unit 
was derailed by an unanticipated recession that thwarted their original plans and transformed 
them into a more evolutionary approach of change. Cunha (2003:445) also discusses the 
socialist Cuban government’s planned, top-down regulatory change being combined 
successfully with entrepreneurial efforts that incorporate Western management techniques in 
such a way that “agents and structure interact to produce the social innovations required in the 
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face of environmental change”. 

 

2. 2. 2 Comparison with Planned Change  

In Harvard Business Review, Professor Michael Beer and Professor Nitin Nohria (2000) 
noted that planned change and evolutionary change are the two most typical understanding of 
organizational change. The comparison between the two is shown in the table below.  

Table 2: Comparison between Planned Change and Evolutionary Change 

Aspect of 
Change Planned Change Evolutionary Change 

Leadership Manage change from 
top to bottom 

Encourage participation in change 
from bottom up 

Focus of 
Change 

Emphasize structure 
and system 

Enhance enterprise culture: 
employees’ behavior and attitude 

Process of 
Change 

Plan and establish a 
scheme Experiment and improvement 

     
Planned change is based on the belief that no enterprise can be successful without a clear, 
comprehensive and common action plan that encourages internal cooperation and stimulates 
the confidence of clients, suppliers and investors. This type of plan requires leaders to 
stimulate and motivate the entire enterprise in a quick manner, forcing them to take tough and 
decisive actions that they may have never taken before. Managers have to achieve designated 
goals through exquisite planning before deadlines, or they are in danger of being fired.   
The theory of planned change implies an evaluation criterion for changes: development is the 
process that leads entities to their final state. Some planned change theory models also 
incorporated the hypothesis of equivalent system theories (e.g., there are several equally 
effective methods to achieve a goal). According to this theory, preconceived rules, definite 
logic directions or pre-determined orders of stages do not apply to the entire process of 
planned change theory. Instead, those who stand for this theory focus on the prerequisite for 
achieving the goal or reaching the final state, i.e., functions that have to be executed, tasks 
that have to be completed, and components that have to be constructed or acquired, all of 
which can attest to the stages of development of the entity. 
Furthermore, according to Xiaojun Zhang, Youmin Xi, Jing Ge (2013), different types of core 
elements of an organization demonstrate differently in organizational change. As shown in 
Table 3, goal-oriented elements mainly affect the direction of organizational evolution, while 
task-oriented elements exhibit the real-time evolutionary path of an organization. Plannable 
core elements tend to influence an organization’s evolutionary path in the long term and 
achieve goals through a defined path, however, unplannable core elements rather make a 
short-term impact, counting also on people’s self-initiative and dynamism to fulfill its goals.  



 
 
 

21 

Table 3: Organizational Core Elements and Types of Organizational Change 

 Planned Change Evolutionary Change 

Goal- 

Oriented  

Planned Goals: 
Decided by human factors on the 
basis of actual situation of both 
internal and external environment, 
affecting the evolutionary direction of 
an organization. 

Examples: strategy, vision, direction 

Emergent Problems: 
Unpredictable, short-term and not 
human-factors dependent in 
nature, affecting the evolutionary 
direction of an organization.   
Examples: strategic issues, the 
theme of harmony 

Task- 
Oriented 

Rational Design: 

Achieve goals through specifically 
designed paths. These elements 
demonstrate the real process of 
organizational revolution. 

Example: structure, system, process 

Stimulation and Motivation: 
Achieve goals through stimulating 
people’s self-initiative and 
flexibility. These elements 
demonstrate the real process of 
organizational revolution.  

Source: Xiaojun Zhang, Youmin Xi, Jing Ge (2013: 24) 
 

Apparently, looking at these two types of change separately and in contrast has many 
limitations, for it defines the two processes narrowly, focusing only on its accuracy (i.e., 
whether a method gives full illustration of the actual change), effectiveness (i.e., whether a 
method manages organizational change well) and its latent possibility as a framework during 
the change (i.e., whether a method exemplifies cutting-edge exploration of organizational 
change in the academia). Therefore, it is essential to take both views into account in order to 
fully understand real practices of change, which also explains the reason behind this paper’s 
probe into the emergent process of organizational change, the idea of integrating planned 
change and evolutionary change.  

 

2.3 Resistance and Momentum in Organizational Change 

Every organization needs to adjust and change at a certain point of time, in order to adapt to 
the fast changing and developing social environment, and the result, to a large extent, lies in 
the combining impact of both driving forces and resistance in organizational change. To dive 
into detailed influencing factors, converting resistance into impetus, is essential to driving 
organizational change and improving efficiency.  

 

2.3.1 Resistance in Organizational Change 

As mentioned in previous contexts, most of the early scholars borrowed ideas from physics, 
comparing the image of resistance in change to a maintaining force that sticks to the status 
quo (such as Lewin, 1952). Later on, an increasing number of scholars were drawn to the 
various “forces” that managers assumed to have stopped employees from supporting the 
change. Many researches pointed out that the most critical factor responsible for the failure of 
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organizational change has not been strategy, resources, financial capacity or others, as often 
mentioned by managers. Rather, it is exactly the problem in human resources that prohibits 
the change (Cartwright & Cooper, 1994; Appelbaum, Gandell & Jobin, 2000).  

Piderit (2000) and Ford et al. (2008) believed that this viewpoint is biased, is an excuse that 
the change initiators use to impute the failure to their employees. For organizational change, 
resistance to change is in fact a resource: resistance testifies to a form of high employee 
involvement in the change, the existence of which enables a thorough communication within 
the organization on the change plan, and as a kind of conflict that brings benefits, it enhances 
the quality of decision making and reinforce employees’ commitment in decision execution.  

Piderit (2000) reviewed empirical researches from the past and pointed out that scholars 
dissented into three different streams when conceptualizing resistance to change: some put 
resistance into the category of cognitive state, some believe it to be an emotional state, while 
others regard it as a behavior. Although they overlap with one another to some extent, they 
differ in many aspects. As a consequence, to locate a way to combine all these concepts will 
help shape a deeper understanding as how employees react to organizational change.  

People’s attitudes toward organizational change are closely related to their personalities. 
Those who are willing to take challenges, innovative, adaptive and see the bigger picture 
usually have relatively stronger intention to change, while those with strong desire for success 
or people who are conventional, narrow-minded and prefer stability have lower tolerance for 
and relatively stronger resistance to change. And finally those who don’t usually have strong 
personal opinions tend to feel at loss easily and wind up following the majority view. In 
addition, since the break of status quo and existing equilibriums that come along with the 
change will unavoidably infringe on interests of some people, who very often become the 
strongest opponents to organizational change, they tend to spread rumors, mess around, and 
even take tough measures to declare resistance. Individual resistance mainly comes from 
individual personality and self-protection of interests, though not powerful enough, it can 
mount up to strong resistance.  

On the organizational level, there are many factors that contribute to resistance of change, 
including visible forces, such as organizational structure and regulatory framework; and 
invisible forces, such as organizational culture, atmosphere and employees’ working habits. 
Since organizational change will redistribute interests among various departments and groups 
in the organization, departments and groups that own more power or stand higher levels will 
definitely see change as a threat and tend to resist it in order to defend their own interest. 
Besides, reforming business process will inevitably lead to organizational restructuring – 
some departments and grades being merged or repealed and rights and liabilities redefined. As 
a result, disadvantageous parties rise to resist change. Compared with the visible resistance in 
an organization, the invisible ones are even more difficult to identify and deal with. The 
organizational culture and employees’ way of working have become a habit. Over a long 
period of time, a certain kind of tacit agreement or contract has formed among employees, 
between employees and leaders, and between employees and organization. Implementation of 
changes will also change the existing working relations and way of working and cause 
discontent among employees. 
 

2.3.2 Momentum of Organizational Change 

In the eyes of most people, “momentum” equals to inertia or resistance (such as Amburgey 
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and Miner, 1992). However, mainstream researchers believe that “momentum” means more 
vitality, which the term “inertia” cannot compare (Miller & Friesen, 1980). In real life, we 
often use “have good momentum” or “lack good momentum” to evaluate the performance of 
an enterprise, a competition or the development of a technology. What we are sensing here is 
the force of continuous change that lies behind. We can predict future trend and development 
on the basis of current conditions. Thus, using the term “momentum” to describe the process 
of organizational change might make good sense, for it signifies the changing force and trend.  

Miller and Friesen (1980) pioneered in this direction. They conducted a research that studied 
into 26 companies, analyzing how 24 structural and strategic formulation variables changed 
over time. The research found that the existence of development momentum enabled 
organizations to resist the reverse of strategic and structural change. Strong and good 
development momentum obscured or eliminated the possibility of reverse, while periods of 
significant and major changes increase the possibility.  

In the meantime, the concept of momentum in the organization literature is also confusing. 
The literature is replete with definitions of and metaphors for momentum. For example, 
momentum has been defined as a “tendency to keep evolving in the same direction” (Miller & 
Friesen, 1980: 599), “sustained periods of pursuit (of a certain goal)” (Gersick, 1994: 23), 
“the level of effort and commitment top-level decision-makers are willing to devote to action 
designed to resolve an issue” (Dutton & Duncan, 1987: 286) and “the force of motion, or 
alternatively, the force or energy associated with a moving body” (Jansen, 2004: 277). 
Inherent in these definitions are several metaphors, ranging from biology to goal-setting 
theory to social construction to physics, all of which provide a different basis for 
understanding momentum. Then further, organization scholars have applied the concept of 
momentum to several organizational phenomena, giving rise to several types of momentum: 
positional momentum, contextual momentum, institutional momentum, and behavioral 
momentum. Jansen (2004) adds two other terms – stasis-based momentum and change-based 
momentum. 

There have been some attempts at gaining clarity concerning momentum, and thereby 
increasing its potential value for understanding organizational change. For example, 
Goodman (1995) differentiated inertia and momentum by pointing to organizational outcomes. 
If the outcome is negative, the organization has experienced inertia; if positive, momentum. In 
this way, Goodman is able to salvage from the negative connotations of inertia the obviously 
positive aspects of repetitive behavior, such as learning, reliability and accountability 
(1995:100). However, the concept remains confusing as Goodman claims momentum 
“implies that inertia has been overcome to produce or change movement” (Goodman, 1995: 
100). It is difficult to understand how momentum overcomes what is essentially momentum. 
Moreover, how does one discern which activity is good to reproduce (momentum) and which 
is bad (inertia), accept after the fact? In a more sophisticated manner, Jansen (2004) 
readdressed momentum as a dynamic force. Jansen differentiated between inertia and 
momentum by linking momentum to energy. Whereas inertia is characterized by a lack of 
energy and no effort, momentum is energy that can be actively directed with either small 
effort (minor change) or large effort (major change). The key issue in the amount of energy 
expended is the organization’s trajectory. If remaining on the current trajectory, the 
organization exerts small effort (stasis-based momentum) creating incremental change. If 
pursuing a new trajectory, the organization must exert large effort (change-based momentum) 
creating frame-breaking change. But there are difficulties with this delineation as well. For 
example, exertion of little energy, thereby slowing down a change process (perhaps even seen 
as resistance to change), may be what is necessary to implement a major change well (Wiebe, 
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2010). Further, a series of small changes (small effort) may in fact lead to radical change 
(Plowman et al., 2007). Third, the repetition of the past (inertia) may be what an organization 
needs to change from its current trajectory (frame-breaking change). For example, O’Connor 
(2000) demonstrates how a high tech company in Silicon Valley reaffirmed its character as 
being innovative by going back to the “original” roots. This company claimed that its 
founding on the basis of innovation was the essential element of the organization, and this in 
turn formed the impetus for its reinvigoration (change in current trajectory). Going back 
allowed the company to go forward in a new way. 
Time and organizational change are intimately related (Burrell, 1992; Tsoukas & Chia, 2002; 
Sherover, 2003; Purser et al., 2005; Wiebe, 2010). Whether time is a necessary condition for 
change (Sherover, 2003) or change is a necessary condition for time (Mead, 1932), time and 
change are inseparably linked. For our purposes, we draw on the classical temporal 
dimensions (past, present and future) to delineate three types of “momentum” as discerned in 
the OS literature. These dimensions reflect the central elements in the flow of time, by which 
we understand that something is changing. Past, present and future, in that order, are 
implicated in the change and development of phenomena. The opposite direction – future, 
present and past – is implicated in human deliberation (Tsoukas & Hatch, 2001; Sherover, 
2003). Both are implicated in momentum. Human deliberation in the flow of time suggests a 
level of freedom that a more deterministic sense of development from past to present to future 
may not allow. Recently, Emirbayer and Mische (1998) have situated human freedom, or 
perhaps better, human agency, in the flow of time in order to better understand how humans 
may be initiative even in highly deterministic contexts. They reconceptualize human agency 
as “a temporally embedded process of social engagement, informed by the past (in its habitual 
aspect)”, but also oriented toward the future (as a capacity to imagine alternative possibilities) 
and toward the present (as a capacity to contextualize past habits and future projects within 
the contingencies of the moment)” (Emirbayer & Mische, 1998: 963). 
In fact, the understanding of “momentum” in Chinese culture can help clarify the concepts 
and issues mentioned above. The concept of “momentum” (“shi” in Chinese) is indeed very 
abstract, which was touched upon in both The Book of Changes and Master Sun’s Art of War. 
Although “shi” is sometimes translated as “situation” or “position”, these two translations 
could not reflect its true meaning, because they are merely describing organizational 
behaviors in a static point of view, as shared by western scholars. In its essence, “shi” is 
actually similar to momentum in physics. In physics, momentum is the lasting motion in the 
same direction of the same movement, which is the first deduction of Newton’s First Law of 
Motion. In this case, changes in the external environment (such as downward slope, flat 
ground or upward slope) can change the momentum of a moving object.  
The description above is also applicable in enterprise environment. Similar to the momentum 
of an object, “organizational momentum” is the instantaneous description of the direction and 
ability of organizational change, representing the overall judgment of an organization and its 
emerging state of development. Weick (2000) named it emergent change or continuous 
change, as opposed to planned change. As stated above, the theory of planned change is a 
classic theory of organizational change (Lewin, 1951). It views change as separate events or 
scenarios, believing that organizational change is incontinuous, infrequent and deliberated. It 
emphasizes on the role of change makers’ intentions and plans in change, believing that 
change makers are the initiators and basic driving force behind the change (Burnes, 2004). In 
contrast, emergent change theory views change as a process of self-organization and 
continuous adjustment (Weick & Quinn, 1999). However, apart from the concepts discussed 
above, emergent change still lacks an effective theory framework.  
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As mentioned by Weick and Quinn (1999), Chinese culture tends to categorize change as a 
continuous and emergent process. This view of understanding is related to Chinese people’s 
habit of “holistic thinking” and “relational thinking”, which see things as an interconnected 
and intertwined whole (Chen & Miller, 2011; Peng & Nisbett, 1999). Jing and Van de Ven 
(2014) did a groundbreaking theoretic research in this field, applying China’s dialectical logic 
of yin and yang in the explanation of the actual process of organizational change and 
revealing the importance of indigenous concepts, such as “ying shi” (going along with the 
situation) and “zao shi” (creating a favorable situation), in the exposition of continuous 
change process. They believed that by evaluating properly the internal and external 
environment, change makers will use different strategies of change. For instance, in the case 
of favorable organizational momentum, change makers should follow the momentum and 
grasp the opportunity in a timely manner; while in the case of unfavorable organizational 
momentum, they should wait or even create their own opportunity. All the activities of change 
stated above consist of the strategy of change.  

2.3.3 Comparison of Merger and Acquisition, Greenfield Investment, and 
Co-investment   

Table 4: Comparison of M&A, Greenfield Investment, and Co-investment 
 M&A  Greenfield 

Investment 
Co-investment 

 
 
Method  

Horizontal merger 
(same industry), 
Vertical merger (along 
supply chain), and 
Conglomerate merger. 
Two parties 
complement each other 
and share resources.  

The company 
raises funds and 
invests 
independently.  

Two companies corporate 
in terms of capital, asset, 
technology, management, 
etc.  

High tech 
industry  

Suitable Suitable Suitable  

Low tech 
industry  

Suitable Suitable Suitable  

Environmental 
risk control 

Relatively easy Not easy Relatively easy 

Power to unite 
people 

Not easy to develop Easy to develop Not easy to develop 

Corporate 
culture 

Difficult to integrate 
different corporate 
cultures 

Easy to forge 
distinctive 
corporate culture  

Difficult to integrate 
different corporate cultures 

 
 
 
Pro 

Acquire assets rapidly; 
form diversification; 
obtain invisible assets 
needed such as 
technologies, patents, 
and trademarks; 
maintain profit    

The corporation’s 
objectives are met; 
the capital 
expenditure is easy 
to control; the 
corporation can 
choose to set up its 
familiar production 

The two parties 
complement each other and 
share resources, helping to 
realize their goals.  
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procedure and 
equipment so as not 
to involve in 
businesses against 
its wish.   
 
 
 

    
 
  
Con 

Difficulty of valuation; 
restraints from existing 
ties and agreements; 
limitations of scale and 
location; high 
possibility of failure  

Investing in an 
unfamiliar 
environment brings 
in more 
uncertainties.  

Integration problem in the 
following aspects: 
organizational structure, 
supply chain, network of 
production and sales, and 
branding  
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• events 
• activities 
• choices 

 

Chapter III Research Design 

3.1 Research Method 

As shown in Figure 4, research of organizational change includes two lines of thinking, 
namely, variance model and process model (Mohr, 1982). This paper will use the process 
model. Usually, process data not only consist of brief description of each event, but also 
include other types of qualitative and quantitative information, making analysis and 
explanation more complex. As a result, process data poses a huge challenge. With massive 
amount of information to organize and understand, people wind up drowning in the 
information ocean (Petttigrew, 1990, quoted from “death by data asphyxiation”). In addition, 
the majority of researchers use open induction, which increases the likelihood of new 
discoveries, but in the meantime imposes higher requirements for inductive logic of the 
researchers (Miles & Huberman, 1994).  
 

Variance Theory Process Theory 

 Using Variance Model to Explain Strategic 
Change 

 

Environment Attribute  

Leadership Attribute 

Decision  

Making Process             Y  

Performance Attribute 

                                    Y=f(x1,…..,xn) 

  

Using Process Theory to Explain Strategic 
Change 

 

 

 

 

 

 

Strategy 1                              Strategy 2 

   

      to                         tn 

Source: Mohr, 1982 
Figure 4: Two Methods of Explaining Strategic Change 

 

To be more specific, this paper uses the single case study method based on the process model. 
As Yin (1994) noted, this type of method is more appropriate in explaining “how” or “why”. 
In this case study, the author is interested in exploring why Hanjiang Group Electrochemical 
Corporation decided to change, how it carried out the change and what factors contributed to 
the successful management of the change. Case study is an appropriate method here for it 
helps better understand the studied organization. Denzin and Lincoln (1998) and Robson 
(1993) also pointed out that qualitative research enables the understanding of the real 
environment of events and directs to their nature, especially when events keep popping up 
incessantly in the process of change.  

Range of       
Strategic 
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When conducting indigenous researches in China, Van de Ven and Runtian Jing (2012) 
suggested that researchers should abide by Engaged Scholarship as much as possible. As 
shown in Figure 5, the so-called Engaged Scholarship is a research method that involves 
common participation, similar to the so-called Action Research from the past. By obtaining 
critical stakeholders’ opinions on certain issues under a specific circumstance, it could 
fundamentally reshape the company’s perspective of the relations between researchers and 
stakeholders. The stakeholders here refer to those who sponsor, participate in or show interest 
in the research. They are an inseparable part of the indigenous research, for they usually have 
a better understanding of the indigenous value and environment. Communication between 
researchers and stakeholders built upon bilateral consensus enables two-way knowledge 
sharing and evaluation. Since each individual of the company is the product of the combined 
efforts of certain history, culture and institution, limited perspective of the company is a sure 
thing. When the research topic of the company goes beyond the capacity of its people, 
Engaged Scholarship researchers are able to reach a more profound consensus by exploring 
the different opinions of critical stakeholders, and the conclusion that comes out later is 
usually more convincing than that of independent researchers.  

 

 
Figure 5: Engaged Scholarship Research Model  

Source: Van de Ven and Runtian Jin, 2012 
 

This paper conducted research on the basis of the Engaged Scholarship research process 
illustrated above. More specific steps are, (1) consult case study experts and researchers, set 
out research design; (2) communicate with scholars at home and abroad, establish models and 
build a valid and effective theory model; (3) convert general issues into research topics, 
extensively communicate and make interviews with senior management, employees and 
insiders of the studied company, gather first-hand data; (4) look for the joint point of theory 
and practice, look for solutions to the problems, in the meantime, present this topic to 
entrepreneurs with similar experiences, direct participants of change and colleagues, discuss 
with them, widely seek advices and ideas, and start drafting this paper after reaching 
consensus; (5) conduct multiple rounds of testing to the theory model, to establish a firm and 
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rigorous logic, root the theory into practices and support true and credible practices through 
scientifically reasonable theories.  
 

3.2 Data Collection 

Data collection of this research is mainly based on archives and in-depth qualitative 
interviews, including formal or informal interviews with a total of 31 managers and 
employees. Interviews were first conducted one on one with members of senior management, 
which then extended to individuals and small groups of different levels in the company, so as 
to understand the process of organizational change in the context of an organization through 
their perspectives.  

During the process of case analysis, this research tried to conduct triangulation using different 
data sources and methods. Triangulation brings about more reliable, effective and creative 
results since data is obtained via experiments from different angles (Jick, 1979; Eden & 
Huxham, 1996). Based on the above explanations, the detailed data collection methods 
include:  
(1) Interviews. Data is gathered mainly through interviews. Interviews were conducted in the 
following order: Chairman, General Manager, Secretary of the Party Committee and 
representatives of middle management of Hanjiang Group Electrochemical Corporation; 
Director and Senior Executives of the Management Committee of Haotian Group; General 
Manager, Deputy General Manager, Director of Finance, Head of the Human Resources 
Department, section chiefs, group leaders and representatives of ordinary workers of Hanjiang 
Haotian Electrochemical Corporation.  

Table 5: Composition of Interviewees 

 

Total 
Number 

of 
People 

Hanjiang Group 
Electrochemical 
Corporation 

Hanjiang 
Haotian 

Electrochemical 
Corporation 

 
Haotian 
Group 

 

Others 

In
te

rv
ie

w
 O

bj
ec

t 

Senior 
Executives 9 

3 
(HJGE1-3) 

2 
(HTDE1-2) 

2 
(HTGE1-2) 

2 
(OE1) 

Middle 
Managemen

t 
 

17 
6 

(HJGM1-6) 

8 

(HTDM1-8) 
 

3 

(OM1-3) 

Staff 5  
5 

(HTDE1-5) 
  

To
ta

l 

Number of 
Interviewees 31 9 22 2 5 

Length of 
Interview 

(hour) 
43 22 13 4 4 
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Note: Inside the brackets refers to the codes of each interviewee in the company; senior 
executives: executives; middle management: middle management; staff: staff. Others: This 
refers to the General Manager of Shenmu County Changming Electrochemical Corporation, 
the piloting company under Hanjiang Group Electrochemical Corporation in Shenmu County, 
Shaanxi Province, and the General Manager of Haotian Group Semi-coke Plant.  

（2）Sources of Secondary Data 

A large amount of secondary data was generated during the change, including meeting memos, 
newsletters, proposals for change, etc., all of which are useful for researchers.  

Table 6: Sources of Secondary Data (over 500,000 characters in total) 

 

Code 
Name of Material 

Time Generated No. of 
Character

s 

DOC0
1 

Hanjiang Group Electrochemical 
Corporation Leadership Meeting Minutes 

2009-2013  

DOC0
2 

Suggestions on Establishing a New Capacity 
of 200,000 tons of Calcium Carbide and 

Related Projects in Shaanxi Fugu 

 December 
2009 22700 

DOC0
3 

Hanjiang Group Electrochemical 
Corporation Strategic Meeting 

Dec, 2009  

DOC0
4 Hanjiang Group Strategic Meeting 2010-2015  

DOC0
5 Hanjiang Group Strategic Meeting Feb, 2011  

DOC0
6 

Hanjiang Haotian Electrochemical 
Corporation Summary of Experience 

2010-2013 20500 

DOC0
7 

Hanjiang Haotian Electrochemical 
Corporation Training Materials 

2010-2013 Text and 
Images 

DOC0
8 

Relevant Data and Charts from Hanjiang 
Hoatian Electrochemical Corporation 

2003-2013 Text and 
Graphs 

DOC0
9 

Leaders’ Speeches from Hanjiang Group 
Electrochemical Corporation 

2010-2013 23628 

DOC1
0 

Hanjiang Group Electrochemical 
Corporation Work Summary and Experience 

Summary 

2009-2013 
71000 

DOC1
1 

Experience Summaries submitted to Hubei 
Provincial Government, Hubei Province 
SASAS, Changjiang Water Resources 

Commission and Hanjiang Group 

 

2010-2013 55786 
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DOC1
2 

Hanjiang Group Electrochemical 
Corporation Materials on Model Worker 

2011-2013 7700 

DOC1
3 

Hanjiang Group Electrochemical 
Corporation Training Material 

2009-2012 Texts and 
Images 

DOC1
4 

Hanjiang Group Electrochemical 
Corporation Work Reports 

2009-2013 51200 

 
 (3) Questionnaires 

As shown in Figure 6, this paper collected data from three different channels. More 
specifically, from the organization, collected data includes market and financial data of 
Hanjiang Group Electrochemical Corporation, data related to company’s external 
environment and national industrial policies, relevant materials of Haotian Group, etc.; from 
the senior management team, collected data includes the background of change, senior 
management team information and leaders’ understanding of change; and a wide range from 
ordinary employees, for instance, an example of an employee (named Song Pan) converting 
from stand against to for the change.  

  
 
 
 
 
 
 
 
 
 
 
 
 

 
 

 
 

 
Figure 6: Three channels of Data Collection 

 

3.3 Data Analysis Process 

Firstly, this paper believes that in the process of integrating planned change and evolutionary 
change, sense making is a critical connecting concept. Without unexpected accidents, change 
makers will carry out the change according to the plan. However, when unexpected 
management problems arise, which is also the time for leaders to reinforce understanding 
through sense making, the company will be able to overcome current difficulty as a result, 
and leaders can also form a new understanding through sense making, update and improve the 
old plan of change and promote the following steps.  

Organization	

Problems	and	
difYiculties	
occurred	
during	

organization’s	
interaction	

with	
environment	

Leaders	

Leader’s	
sensemaking	

Drafting	and	
revision	of	the	
change	plan	

Ability	to	carry	
out	the	change	

Employees	

Understanding	
of	the	change	

plan	

Driving	force	
and	resistance	
to	change	
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Secondly, case analysis was the basic method in every stage of the development, as shown in 
Figure 7. In order to give a detailed description of every stage, this research collects and lists 
scenarios of each stage during the change, related organizational events of change, goals and 
critical data sources, so that the pattern of change for each stage can gradually emerge from 
these insights. Although these stages are stated in chronological order, they are iterative and 
cyclic during the analysis. 
 

       
Figure 7: Process of Case Analysis 

 

Then, on the basis of theoretical framework and data analysis, the author studies the trajectory 
of the company’s change, looks for the joint point of theory and practice and seeks 
innovation.  

Lastly, the author tries to explain the emergent process of organizational change by 
combining the theories of planned change and evolutionary change, and proposes related 
theory model.  
 
  

Difficulty Reflection New Plan Plan 
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Chapter IV Growth Period of the Case Company 

As stated before, Hanjiang Electrochemical Company’s advantage in electric power has 
vanished and the cost rose up from the perspective of internal environment. In terms of 
external environment, calcium carbide industry and its downstream PVC industry have been 
shifting from South and Middle China to the Northwest with advantages in quality raw 
material coal and electricity, which can reduce the transportation and production cost of raw 
material. The changes in both external and internal environment bring both challenge and 
opportunity for the company’s internal change. People have passion for the change and it is a 
must and urgent step driven by the trend. All these factors act as a catalyst for Hanjiang 
Group to rethink about its industry layout. This was how the case company Hanjiang Haotian 
Electrochemical Company came into being.   
 

4.1 Preparation 

4.1.1 Change in Industrial Environment 

From 2003 to 2013, the change in calcium carbide and PVC industry’s locations in China can 
fully represent the tendency of “Going to the Northwest”. 

 

 
 

Figure 8: 2003-2013 calcium carbide industry layout 

Note: the seven regions mentioned in this paper cover following provinces: 
East: Jiangsu, Jiangxi, Zhejiang, Anhui, Shanghai; 

South: Guangdong, Guangxi, Fujian; 
North: Beijing, Tianjin, Hebei, Inner Mongolia, Shanxi, Shandong; 
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Northeast: Heilongjiang, Jilin, Liaoning; 

Southwest: Sichuan, Chongqing, Yunnan, Guizhou; 
Middle: Henan, Hubei, Hunan; 

Northwest: Shaanxi, Qinghai, Gansu, Xinjiang, Ningxia.  
 

As shown in Figure 9, the annual production of calcium carbide had been rising from 2003 to 
2013. 

 
 

Figure 9: 2003-2013 annual production of calcium carbide and growth rate (unit: 10000 tons) 
 

The natural environment in the west of China is more tolerant and this region has advantages 
in electricity price and coal resource, therefore, the production of calcium carbide is shifting 
to the West. As a result, Inner Mongolia, Ningxia, Shanxi and Shaanxi gradually become 
China’s major calcium carbide production area.  
As shown in Figure 10, the annual production of calcium carbide’s downstream product, PVC, 
had been rising from 2003 to 2013. 
 

 
 

 
 

 
 
 

Output       YoY growth       
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Figure 10: 2003-2013 PVC production volume and annual growth rate (unit: 10000 tons) 

 
The Figure 11 shows comparison on calcium carbide production in six regions in China from 
2003 and 2013.  

 
 

Figure 11: Comparison on calcium carbide production in 6 regions in China from 2003 to 
2013 

Note: Central and South: Central (Henan, Hubei and Hunan)+South (Sichuan, Chongqing, 
Yunnan and Guizhou) 
 

Comparison on calcium carbide production in different regions in 2003 to 2013. (unit:10000 tons) 

2003 
2013 
Growth rate 

North      Northwest  Southwest  Central and South Northeast  Central 
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The above figures show that Hanjiang Group Electrochemical Company is quite forward 
looking in this organizational change. In 2009, they have already anticipated the pattern 
evolution of “Going to the Northwest” in China’s electrochemical industry. After six years, 
when we hindsight this change, we can see that this company’s development in Central and 
South China falls far behind Northwest China in this industry, which is related to industrial 
policy, geographical location, resource advantage, environment change and the dominance in 
circular economy. This fully demonstrates the forward-looking mindset of the leadership team 
in this company.   
 

4.1.2 Potential Survival Crisis 

Hanjiang Group Electrochemical Company reached an agreement on its potential crisis of 
survival after discussion among leadership team. First, it is an old state-owned enterprise with 
redundant staff and the burden is heavy; second, the middle route of South-to-North Water 
Transfer was put into use in 2014 officially, so a large amount of water was transferred to 
Beijing and the hydroelectric power plant’s generating capacity of the Hanjiang Group will 
decline dramatically and the usage of electricity will be greatly limited in industrial 
enterprises and the advantage in low-cost electricity gradually disappears. As a result, 
enterprises will end up with market price (much higher than the internal price: internal price is 
RMB 0.26/kWh, the market price is RMB 0.51/kWh and the delivered electricity price is 
RMB 0.537/kWh). Consequently, enterprises lose price advantage; third, coal is the main raw 
material for this company and the coal comes from the Northwest which is 1000 kilometers 
away so the transportation cost of raw materials is high; fourth, the country's develop-the-west 
strategy and circular economy urged the domestic calcium carbide industry and downstream 
PVC industry to shift to the Northwest where resources are abundant, but the shift to 
Northwest will greatly increase the existing enterprises’ cost of sales. The above four aspects 
of pressure forced the enterprise to take initiative to change to be prepared before the 
South-to-North Water Transfer put into use (as shown in Figure 12). 
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Figure 12: Potential crisis of survival analysis for Hanjiang Group Electrochemical Company 

 

4.2 The author’s role in this change  

The author, as the decision-maker and participant, has participated in Hanjiang Group strategy 
discussion, experience sharing session, Hanjiang Group Electrochemical Company strategy 
discussion, employee meeting, middle level and above leadership meeting for several times to 
initiate and advance organizational change proactively because the author has quite rich 
working experience in big state-owned company. The working experiences related to 
organizational change are listed in Table 6. 

Table 7: The working experiences related to organizational change  

Time Key working experiences 

July 1993 

The author was pulled to working committee of a big Hubei 
enterprise for half a year, during which the author conducted 
research on enterprise change in 18 big Hubei enterprises including 
Wuhan Steel Company, Three Gorges Dam Hydroelectric Power 
Plant Group, Gezhouba Hydroelectric Power Plant Group, Dongfeng 
Automobile Group and Jianghan Oilfield, etc., 

Losing advantage 
over electricity 
price after 
South-to-North 
Water Transfer 

Downstream PVC 
industry shifted to 
Northwest as the 
result of 
developing-the-w
est 

Main raw materials 
transported from 

places 1000 
kilometers way, 
resulting in high 

transportation cost 

Large number 
of employees 

 
Enterprise’
s survival 

crisis 
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Sep 1997 
The author serves as the Deputy Minister of Human Resource in 
Hanjing Group and was able to maintain good human resource 
allocation and handle the emotional side in major changes.  

 

May 1998 

The author was pulled to State-owned Property Management 
Committee of Hubei Province for half a year to conduct research on 
issues of organizational change, people selection and usage 
mechanism in big state-owned enterprise.  

Sep 2009-June 
2014 

The author served as main leading position in enterprises that had 
undergone reform and participated in all the key reform decisions 
and processes, responsible for working on people’s mentality, 
human resource allocation and training.  

May 2011 – 
May 2014 

Temporary Deputy Mayor (Member of Municipal Party Committee 
Standing Committee) of Danjiangkou City, Hubei Province 

 

4.3 The vein of expanding to the West 

The West is selected as the cutting point for this change due to its exceptional natural 
advantages.  

 
 

Figure 13: Logical foundation behind changing the West 
 

 4.3.1 Develop-The-West Strategy 

The key is developing the West into the country’s important energy base, deep processing 
base, equipment manufacturing base and strategic emerging industry base; actively 
developing circular economy, and enhance self-development capacity; putting forward 23 key 
projects of developing the West; speeding up the renovation and expansion of highway, 
railway and airport in the West. 

Develop-the-west has following focuses: first, three investment channels: central investment, 
local investment and private investment; second, industries related to infrastructure 
construction such as building materials, machinery, steel, energy and so on will get direct 

Advantages of selecting the West as 
cutting point for change 

Developing-the-West strategy 

Recycling economy 

The 12th Five-Year Plan 

Rich strategic resource in the West 

Complimentary strengths among strategic partners 

Shift to the Northwest 
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benefit in the first phase. Third, circular economy with coal as the leading industry is 
gradually rising. 
 

4.3.2 Circular Economy 

High technology and high added value deep processing products and new materials are 
encouraged. The coal production and coal chemical industry are integrated. Large-scale hydro 
power bases, large-scale oil bases, natural gas production and processing bases, renewable 
energy bases (wind, solar energy), national oil reserve bases are formed. Industrial chain of 
circular economy is formed in the West: the coal power and chemical engineering industries 
of calcium carbide, PVC, caustic soda, power generation, lime coal are integrated. In other 
words, oil is refined from coal; coal cinder (semi coke) from refining process is further 
refined into calcium carbide, ferrosilicon and so on; calcium carbide tail gas is used to burn 
lime; calcium carbide dust and coal are combusted together to generate power; electric 
carbide slag is used for cement production; calcium carbide is deep-processed into PVC; the 
waste is reused effectively, reducing emissions and dust pollution significantly; energy and 
resources are recycled, greatly improving product’s added value. The cooperation between 
Hanjiang Group and Shaanxi Haotian Group forms a big comprehensive circular economy 
enterprise semi coke, thermal power, metal magnesium plant, calcium carbide, gas limekiln, 
ferrosilicon, washing coal, baking-free brick, coal residue processing, water companies with 
coal resource as a core. The sales revenue will exceed RMB 3 billion.  

 

4.3.3 National "Twelfth Five-Year Plan" Expedites Develop-the West. 

In June 1999, the central government put forward the strategy of developing-the-west. The 
first ten years were for laying foundation and the next ten years we entered the fast track. As 
the Central Government said, the West will have a huge step up. Circular economy will be 
favored by the government. The West will have the best soil and condition for circular 
economy. Our country will encourage the development of circular economy through tax, tariff, 
electricity price and other preferential policies. In the future, the West will not only output 
coal, but convert coal into high technology and high additional value products after deep 
processing and fine processing. In this way, the resources are integrated and the advantages of 
the industry are fully tapped. At the same time, it reduces the duplication of construction, 
transportation cost and waste of resources. 

  

4.3.4 Strategic Resources are Rich in the West. 

The coal reserve in the West accounts for 67% in China. The exploitable natural gas reserve 
accounts for 66%. The hydropower capacity that can be developed takes up 82% in China. 
Besides, this area has huge advantages in wind energy, solar energy, featured industry, 
tourism, the development and opening of the border. Shaanxi produced nearly 300 million 
tons of raw coal annually, only less than Shanxi and Inner Mongolia, ranking third in the 
country. Inner Mongolia outputs more than 600 million tons of coal annually, ranking first in 
the country. 
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4.3.5 Hanjiang Group Seeks for Strategic Partners With Its Own Advantages. 

Hanjiang Group Electrochemical Company looks for cooperation with enterprises in the West 
and new economic point of growth with its own advantages in technology (calcium carbide, 
ferrosilicon, alloy, power generation) and experience of managing large enterprise groups.  

 

4.3.6 Go to the Northwest 

Due to the advantages in national industrial policy, resources in the West and transportation 
cost, calcium carbide enterprises in the Central and South are forced to move to the 
Northwest.  

 

4.3.7 Seize the Opportunity to Develop. 

The resource barriers in competitive industry gradually increase. As the circular economy 
further develops in the West, the state will encourage those competitive industries with high 
resource consumption to develop in the West to reduce pollution and cost of transportation. In 
the future, the West is no longer a place for Central and East to purchase cheap energy and 
raw materials. The state will gradually raise the threshold for competitive industries with high 
resource consumption from the Central and the East. Therefore, competitive enterprises with 
high demand for resources adjust the industrial structure and implement strategic transfer 
gradually.  
 

4.4 Project Demonstration and Confirmation 

From 2007’s project demonstration to the launch in 2009, the early stage of organizational 
change is quite bumpy. 
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Figure 14: Key milestones from project demonstration to implementation 

 
In 2007, Hanjiang Group Electrochemical Company established an office in Shenmu County 
in Shaanxi province to move forward to build bridgehead in Shaanxi Shenmu and Fugu 
County to provide raw materials for calcium carbide projects.  

In 2008, Zhang Liangfang, the Deputy General Manager led a team from Hanjiang Group 
Electrochemical Company and went to Ningxia for field investigation. They had 
conversations with several companies but none of them worked out.  
In March 2009, a panel of 19 people was formed. General Manager Wang Zhiwen and 
Deputy General Manager Zhang Liaofang led the team to conduct survey in Shenmu and 
Fugu. 
In the first half of 2009, an ideal strategic partner was targeted, which was Shaanxi Haotian 
Group. 
Haotian strategic cooperation partner was chosen based on the following factors: Haotian 
Group has already built their industrial park and they have plan for circular economy; second, 
there was cooperation before so they know each other to certain extent; third, their advantages 
are complementary.  
The successes in cooperation with Haotian are as follows: first, it is a definite result of 
resource integration; two, complementary advantages. Originally, we wanted to cooperate in 
semi coke by providing high quality raw materials. Later, their failure in operating some 
projects left us with chances because we have management and technical advantages.  
Pilot in bridgehead: in August 2009, Deputy General Manager of Hanjiang Group 
Electrochemical Company, Zhang Liangfang led the cooperation Longhua Calcium Carbide 
Enterprise with the latter providing equipment and the changing enterprise providing fund 
flow. Its purpose was to exercise the team and have them settle down in the Northwest to 
adapt to the local environment, culture and habits as soon as possible.  

Organized Shenmu office 

Field visit to Ningxia and Shaanxi 
 

In March, a group of 19 people went to Shaanxi for visit. 
In the first half of the year, we looked for strategic cooperation 
partner to conduct Haotian Group project demonstration. 
Pilot in bridgehead and rent two furnaces in Shaanxi Shenmu. 
In the second half, the Haotian Group project was denied by the 
GM office of Hanjiang Group. 
The leaders of Hanjinag Group Electrochemical Company had a 
persuasion to push this project. 
Many executives Organized Shaanxi Shenmu Office 
of Hanjiang Group went to Haotian Group for visit and GM 
office approved to launch Haotian project 

 

2007 

2009 

2008 



 
 
 

42 

We rented two furnaces in Longhua Electrochemical Company. The most memorable part 
was that people had great passion and wanted to prove their ability in the beginning. In Fugu 
and Shenmu of Shaanxi Province, the company approached many enterprises, including 
Baiyun Calcium Carbide Factory and Jintai Calcium Carbide Factory. They all had the 
intention to cooperate and develop to external world and constantly looked for opportunities. 
Many enterprises had the intention of cooperation through selling or leasing. Renting was less 
risky for a new hand in industry such as Hanjiang Group Electrochemical Company.  

After investigation and demonstration, the company submitted the Feasibility Report of 
Haotian Calcium Carbide to Hanjiang Group and was denied by Hanjiang General Manager 
Office.  
In December 2009, leaders of the electrochemical company had several persuasions and the 
leaders of Hanjiang Group decided to conduct field investigation in Haotian. Finally, this 
project was approved.  

 

4.5 Implementation of the change 

The implementation of this change can be roughly divided into three phases: 1) construction; 
2) production meet target and standard; 3) production and operation (as shown in Figure 15) 
 

 
 

 
 

Figure 15: Phases of the implementation 

                                                      
4.6. Strategic Partner-Haotian Group 

Shaanxi Haotian Group Coal Power Chemical Metallurgical Co., Ltd. (hereafter referred as: 
Haotian Group) was established in July 2007. It is a comprehensive private joint-stock 
enterprise with business covering coal production, processing, transportation, sales and 
service. There were more than 700 employees back to then and the company set following 
functions, office, financial department, human resource department, communication 
department, security department, settlement department, bill department, supervision 
department. The enterprises affiliated to this company are: Hongyuan Semi Coking 
Electrochemical Co., Ltd., Fuhou Ferrosilicon Co., Ltd., Tianlida Magnesium Co., Ltd., Fugu 
Xintian Coal Mine Company, Fugu Wanyagou Village Coal Mine, Xinjiang Qitai County 
Baita Mountain Coal Mine, Shenmu Changsheng Mechanism Coke Plant, Shenmu Zhongjian 
Supply Co., Ltd. Company’s registered capital is RMB 216.8 million, with fixed asset of 
RMB 180 million. The annual sales is 0.6 million tons of coal and the profit is RMB 60 
million. The tax paid is RMB 15 million.   

Haotian Group has developed into a strong county-level backbone company integrating coal 
production, processing and utilization, storage, roads (highway, railway) transport sales. The 
customer network covers more than 10 provinces, cities and autonomous regions. The Group 
followed the principles of market mechanism, physical business operation and a diversified 
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development. In conform to national industrial policy, the company integrated its resources in 
2007 and invested a total of RMB 520 million in Xinmin Wanjiadun industrial cluster to build 
a comprehensive utility project of 600 thousand tons/year of semi coke.  

Shaanxi Haotian Group held share for this project. It is one of the eight semi coke industrial 
parks planned and constructed by Fugu and it is also an environment-friendly industrial 
cluster featuring the comprehensive use of semi coke.  
Circular economy is supported by the government and the industrial chain is shown in Figure 
16:    

     
 

Figure 16: Circular Economy of Hanjiang Haotian Electrochemical Company  
  

Circular economy mode: coal–semi coke – tar lime-electric-power 
calcium-carbide-ferrosilicon-metal magnesium-magnesium alloy-bake-free brick. The annual 
output scale is as follows: 1.6 million tons of separation coal, 1.3 million tons of semi coke, 
supportive construction of 2 x 15 MW gas turbine and 2 x 50MW coal gangue power 
generation unit, 220 thousand tons of calcium carbide, 250 thousand tons of active lime, 50 
thousand tons of ferrosilicon, 200 thousand tons of coke residue processed, 37 million 
bake-free bricks, 20 thousand tons of magnesium metal, 10000 tons of magnesium powder, 
10000 tons of magnesium alloy, 5000 reduction pot. The big picture shows that it is a 
company using resource in a comprehensive manner based on coal resource and extending to 
the downstream, which is quite promising.   
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The calcium carbide project that Haotian Electrochemical Company is involved in is a 4 x 
25500kva submerged arc furnace, with an annual output of 220 thousand tons of calcium 
carbide and supportive construction of a gas-burning limekiln with an annual output of 250 
thousand tons. The whole project is divided into two phases. Each phase will see the 
construction of two sets of electric furnaces. The total investment is 220 million and the area 
is 150 mus. This project uses semi coke as raw material and uses gas to produce lime. All of 
these, combined with electric power, are used to produce calcium carbide. The industrial 
waste coke residue and lime residue ball are reused for calcium carbide production and the 
dedusting powder are provided to bake-free brick factory for producing brick. The whole 
production process embodies the concept of a win-win situation to achieve both 
environmental protection and economic benefit, which reflects the efficiency of circular 
economy.  
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Chapter V Process of Organizational Change in the Case 
Company 

As previously explained this paper conducts an in-depth research to the process of 
organizational change of Hanjiang Group Electrochemical Company (HJG) through the 
method of case study. It develops a theoretical model for organizational change that integrates 
the planned change and evolutionary change.   
 

5.1 Establishment of the Joint Venture (JV) 

The two parties, Hanjiang Group and Haotian Group, decided to establish the JV Company 
Hanjianghaotian Electrochemical (HTD) after negotiation; the purpose was to develop a 
200,000 ton calcium carbide and 250,000 ton gas-burning lime project. See Figure 5-2 for the 
shareholding and funding structure. Based on the principles of sharing profits and risks, after 
paying off income tax by law and withdrawing all funds, both parties would receive profits 
and sustain losses in proportion with shares they hold respectively.  

 

5.1.1 Organizational Structure  

Inherited from the structure of HJG, guided by the principles of simplicity and effectiveness, 
the administration and management of HTD established five departments and one center; 
which are the departments of Production, Administration, Finance, Supply, Sales and the 
Warehouse Management Centre. The production system applies separate plant management 
method, with processing unit, maintenance unit, hydropower unit and raw material unit in the 
lower structures. See Figure 17.  
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Figure 17: Organizational Structure of HTD 

 

5.1.2 Shareholding Structure and Staffing:  

HTD in Fugu County is co-funded by five companies: Coal and Electricity Smelting Co., Ltd 
of Shaanxi Haotian Group (30%), Shenmu County Changming Electrochemical Co., Ltd 
(28%), Hanjiang Water Conservancy and Hydropower (Group) Co., Ltd (20%), Fugu County 
Hengda Industry and Trade Co., Ltd (12%) and Fugu County Haosheng Industry Co., Ltd. 
(10%).  

The company currently has 511 employees; among them, 126 are employees of Danjiang 
Electrochemical and others are externally hired from Hubei, Shanxi, Shaanxi andInner 
Mongolia. 

 

 
 

Figure 18: Shareholding Structure of HTD 
 
 

5.1.3 Market Analysis 

Fugu County is located at the intersection of northwestern and northern China; the target 
markets of this project are mainly in the northwestern and northern parts of China. Average 
unit price of calcium carbide in Fugu area is shown in the table below:  
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Table 8: Average price of calcium carbide in different regions 

 

Table 9: Comparison of freight cost for calcium carbide in different regions 

 

      Departure 

     Freight  
Destination   

Fugu County  Danjiangkou, Hanjiang 
Group 

Shenmu Region 60-100 yuan/ton 320 yuan/ton 

Shanxi 200 yuan/ton 320 yuan/ton 

Shandong  290 yuan/ton 350 yuan/ton 

 
The table above indicates a reverse logistics from Dajiangkou to Shandong, Shanxi and even 
northwestern regions, in which the transportation costs more. Therefore, it is a practical 
choice for Fugu calcium carbide project to target at northwestern and northern markets.  

 

5.1.4 Complementary Advantages of the Two Parties of the JV 

The respondents agree that the geographic location of the JV serves as the biggest advantage, 
for the transportation budget control plays a vital role in the competition among calcium 
carbide producers. In this case, northern Shaanxi has bigger advantage over both Ningxia and 
Inner Mongolia. Governmental subsidy on electricity consumption is another favor for the 
competition. Ningxia is both higher in raw materials and transportation. Beiyuan Chemical 
Engineering Company in Shaanxi Province is a large buyer of the case company’s 
downstream product PVC, which locates only tens of kilometers away from HTD with 
convenient transportation. In addition, it is one of the major PVC companies in China, 
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ranking top 1 or 2, with stable client resources and relatively low transportation cost. The 
price of Beiyuan Chemical Engineering Company functions as the price vane in several 
provinces. HTD has a room of RMB 100-150 (OE1). 

 

5.2 Objectives and Plans of the Change 

The calcium carbide project was constructed in two phases: phase one includes two furnaces 
of an annual capacity of 100,000 tons and phase two includes two more furnaces at the same 
capacity. Due to adverse weather conditions in winter, during which no work could be carried 
out during the frozen period from November to next March, construction duration for each 
phase lasted for 10 to 12 months. An affiliated gas-burning limekiln project, at an annual 
production of 250,000 tons, was simultaneously constructed in two phases with 125,000 tons 
of production for phase one and the rest for phase two.   

For a 200,000-ton calcium carbide project, four internal furnaces of 25,500 KVA were needed. 
This was invested in two phases, with 85.7136 million yuan in phase one and 64.3423 million 
yuan in Phase two, totaling an investment of 150.0559 million yuan.  
The case company conducted a careful product cost analysis before the change. See Table 9. 

Table 10: Comparison and Analysis of Calcium Carbide Cost 

Calcium carbide project in Fugu County 
 Calcium carbide project in Hanjiang 

（Average cost from Jan. to May, 2009） 

N
O
. 

Item Unit 
Price 

Consump
-tion Cost  Item Unit 

Price 
Consump-

tion Cost 

1 Electricity 0.314
1 3100 973.7

1  Electricity 0.177
6 3154 560.

15  

2 Lime 267.8
0  1.00  267.8

0  Lime  361.0
73 1.0011 361.

47  

3 Semi-coke 750.0
0  0.70  525.0

0  Semi-coke 1114.
48 0.688 766.

76  

4 Carbon paste 2222.
22  0.030  66.66

7  Carbon paste 2757.
45 0.0282 77.7

6  

5 Wage     65.00  Wage     122.
62  

6 Depreciation     75.50  Depreciation     63.0
0  

7 Machine and 
Material     60.00  Machine and 

Material     108.
04  

8 Maintenance     12.00  Maintenance     

9 Total     2045.
677  Total     2059

.80  
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Note： HTD locates in Fugu County.  

 

The 250,000-ton gas-burning lime project required an investment of 26 million yuan; with 
13.5 million yuan invested in phase one at 125,000-ton production and 12.5 million yuan for 
125,000-ton production in phase two.  
Phase one construction cost for the gas-burning limekiln totaled 13.5 million yuan, including 
1.5 million yuan for construction engineering (earth and stone works for the main furnace 
body, concrete and reinforced concrete, control room, storage for finished products and etc.; 
8.5 million yuan for manufacturing and installing of the furnace (including furnace body, 
furnace roof, bridge, inside air device, steel platform, internal and external nozzles, discharge, 
feed-in devices, transporting pipes, gas water separator, air and wind supply system, hoisting 
and etc.,); 0.5 million yuan for the commissioning, drying, start-up, electrical wire, cables, 
lighting and etc.; 0.47 million for gas supply pipeline at the dimension of φ900×8×360m 
(5,800 yuan/ton); 0.03 million for the coal gas blower; 1 million for hardening the raw 
material yard and road construction and 1.5 million yuan for other miscellaneous items.   
Limestone was one of the major raw materials; see Table 10 for the cost calculation.  

Table 11: Lime stone cost calculation  

NO. Item  Average unit 
consumption 

1 Limestone with fright (unit consumption 1.72 
yuan/ton; unit price 105 yuan/ton) 180.60 

2 Coal gas （Unit consumption 700/m3; unit price 0.05 
yuan/m3） 

35.00 

3 Loading and unloading  5.80 

4 Material  2.00 

5 Electricity 9.00 

6 Salary 25.00 

7 Depreciation  10.40 

8 Cost of lime  267.80 

Note: 26 million worth of assets apply to a ten-year depreciation period, with 2.6 million yuan 
per year; the unit cost is 10.4 yuan per ton; financial expenses are covered in the calcium 
carbide project.   
 

Investment income analysis of the joint projects to build a calcium carbide plant at the 
capacity of 200,000-ton and 250,000-ton gas-burning limekiln are shown in Appendix 2 and 3 
respectively.  
Objectives of the change were set after careful analysis and research: 

Form and reinforce a pattern of tripartite confrontation; i.e., to develop HTD based on 
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Hanjiang Group and Nanzhang Lime Base, and to achieve a true win-win situation.  

 
 

Figure 19: Objectives of the change: A tripartite confrontation  

 
    (2) Rationally allocating human resources to build a competitive HTD team; the case 
company divided staff of HJG into two groups. In order to make up for the insufficient 
management team building, training has been reinforced. Intensified training with practical 
opportunities has been conducted to the new team to enhance the team’s adaptability in the 
real battlefield.  

Putting the right people in the right place, creating a talent pool shared by HTD and HJG to 
achieve mutual benefits and win-win result, which is a big subject for human resource. In 
other words, the current HJG would be reorganized from one unified group army into two 
groups after the change. The newly promoted leaders shouldered the responsibility of 
providing arduous training for their teams. More than a month ago, a round of practical and 
theoretical training had been provided to over 40 employees who volunteered to be 
transferred to HTD from HJG; they were frontline leaders such as section foremen, furnace 
superintendents, and shift supervisors. We hoped this four-month training could bring them 
into a new horizon in terms of skills, management and leading teams. The training methods 
incorporated two parts: practical training taught by internal mentors and theoretical training 
taught by company leaders and plant managers. Besides, we also hired some external experts 
to deliver lectures and played audio materials of management lectures to the trainees. By 
continuously injecting new thoughts, philosophies, ideas and methods, we hoped that the team 
could be more prepared in terms of mentality, management and technology.   

    (3) Seeking new opportunities of economic growth. The semi-coke ball project is 
gradually being promoted and applied after research and production, which effectively 
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reduces the cost for the company. The recent market price for semi-coke power is 400-500 
yuan per ton, plus 200 yuan for processing. Price for semi-coke itself is about 1200 yuan per 
ton. In this case, the project saves about 600 yuan for the company for every ton of semi-coke 
purchased. This income-increase and cost-reduction initiative helps make a substantive step 
forward in the search of new opportunities of economic growth for the company.   

 

5.3 Leadership Group of the Change 

A company faces a more complicated and fast-changing business environment in the 
implementation of organizational change. In the past, a powerful leader could make a 
successful change. However, in current situation, a change will need more information and 
quicker response. It is almost impossible to simply rely on one person. Therefore, a leadership 
group is set up to lead the change, through which the group is able to acquire information and 
act in a timely and efficient manner when facing changes in the market situation. At the 
launching stage, a leadership group leading the change has been established with allocation of 
responsibilities to every member.  

Table 12: Allocation of responsibilities of the leadership group  

No. Name Position Responsibilities in the leadership group 

01 Wang 
Zhiwen 

General 
Manager 

Responsible for the whole process of the 
change 

02 
Wang  
Kui 

Party 
Secretary 

Monitoring the mentality of employees, 
allocating human resources etc.  

03 Liu 
Heping 

Deputy 
GM 

Investigation and research of the project and 
HTD project  

04 
Zhang 
Liangfan
g 

Deputy 
GM Investigation and research of the HTD project  

05 
Guo  
Dan 

Plant 
manager HTD project   

 
Profile of Wang Aitian, Chairman of the Board of Haotian Group: born on April 2nd 1971, 
Wang Aitian used to serve as the mine manager of Xintian Mine in Fugu County (1998), 
Chairman of the Board of Hongyuan Ferrosilicon Plant in Inner Mongolia (2003), Chairman 
of the Board of Ruifeng Chemical Enginnering Plant in Shenmu County (2004), General 
Manager of Zhongyuan Coal Industry Company Limited (2005) and etc. In 2007, he started 
the preparation work for several companies under Haotian Group in Shaanxi Province 
(Hongyuan Semi-Coke Electrochemical Company Limited, Fuhou Ferrosilicon Company 
Limited, Tianlida Magnesium Industry Company Limited, Tianzeyuan Hydro Service 
Company and Huatian Power Plant); he was also responsible for the fund collection to 
establish the Calcium Carbide Plant and Lime Plant of Haotian Group in Shaanxi and 
organizing the aforesaid companies into Shaanxi Haotian Group Coal and Smelting Company 
Limited by taking the position as the Chairman of the Board. Mr. Wang is known by HJG as 
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someone with a solid foundation of economic power and good reputation within the industry; 
he is diligent and able to bear hardship; as a person, he is steady, dependable and prudent, has 
a high awareness of the company’s and personal image in the public; he is charitable and 
cares for the poor; he has a clear value for life and personal opinions for the development of 
the industry. He maintains close communication with the government and was awarded 
several honors by the government in recent years. ( DOC02, p.8).   
 

5.4 Stages of the Change  

Based on the span of time, difficulty and key milestones, this research divides the change of 
the case company into 5 stages: 

Stage 1: Experiment (testing). Test field and bridgehead were established in this stage. The 
company dispatched over 20 technical and managerial key staff to Fugu County in Shaanxi 
Province and rented two small furnaces for them to experiment on. This place was regarded as 
the first test filed for seeking strategic partners, conducting in-depth investigation and 
research, and evaluating the project for HJG’s decision- making.   
Stage 2: Construction of the plant. At early stage of building up the plant, the mentality of 
staff was quite unsecured due to the fact that they were working at this cold and deserted 
place far away from home.    

Stage 3: Adjusting period. At peak time, over 200 technical key members were sent to the 
new plant. They tried hard to adapt to local environment and connect to local culture by 
overcoming barriers of different dialects, diets, ways of thinking and managing philosophy.  
Stage 4: The operation and production achieved targets. Various indexes appeared promising. 
People’s mentality remained secure.    
Stage 5: Achieved win-win results and deepened cooperation with new targets and new 
businesses. See Figure 20.   
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Figure 20: Milestones during the implementation of the change  

   
By refining the aforesaid objectives of research, three problems are extracted for further 
research: 
Analysis below is for the first question: in planned change, how to make the plan and what 
obstacles were gone through?  
The adjustment of HJG’s strategy that changed the situation of its electrochemical company 
and released pressure ahead of time has been very forward-thinking movements for the 
company to prepare for future situations and to drive forward the change.   

The major change of the external environment will force some changes in the company: in 
2014, a major strategic shift happened in HJG, which was to move from focusing on power 
generating to water transferring. Calcium carbide companies of high-energy consumption are 
to lose their advantages in electricity. Meanwhile, their downstream product PVC was also 
experiencing a shift from south and east to north and west, posing a serious challenging to 
HJG, which located in central China. HJG had to take the initiative to change.  

177 million 
RMB was 
invested to 
construct 
the plant 
and other 
facilities.  

More than 40 
technical key staff 
were sent to Fugu 
County, 1000 
kilometers away; 
they rented two 
furnaces and started 
to experience the 
environment of 
running business in 
other places.  

4 furnaces of 
25,500 KVA 
achieved 
production 
targets. Profits 
and loss of 
that year 
reached 
break-even. 

Over 200 
technical and 

managerial key 
staff was 

dispatched to 
HTD and 

conducted a 
3-month job 

rotation. 

Seeking for 
strategic 
partners; 
preliminaril
y decided to 
cooperate 
with 
Haotian 
Group in 
Fugu 
County, 
Shaanxi 
Province.  

Chairman of 
the Board of 
HJG visited 
Haotian 
Group in 
Shaanxi; after 
reviewing 
from the GM 
Office of 
HJG, HTD 
project was 
approved.   

A 4-month 
training to 
all key 
members 
(shift 
supervisors 
and above in 
every unit) 
was 
conducted.  

Ignition 
of the 
first 
calcium 
carbide 
furnace;   

Achieved 
a profit of 
129.04 
million 
RMB. 
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                            Form a forward loop 
 

Process of Problem Solving ：  Role of teamwork （Technical key staff） 

 
 

Milestones before limekiln’s starting of production  
 

Creating good platform for employees who are assigned to this project: among over 200 
(unfixed number) employees in HTD, 49 of them have been promoted to positions of shift 
supervisors and higher.  

Table 13: Newly promoted employees in HTD 

Total 
number 

Number of 
promotions 

VP and 
above 

Plant 
manage

r 

Unit supervisors 
and 

superintendents 

Shift 
supervis

or 

200
（unfixed） 

49 3 4 17 25 

Note: HTD has 30 couple employees; 2 employees met their spouses and married in Fugu.  

 

5.5 Achievements of the Change 

5.5.1 Awards 

After five years of changing, HJG Electrochemical and HTD Electrochemical have achieved 
fruitful results, gaining recognition from upper level management and all sectors in the 
society; they are also awarded for their achievements accordingly.  

Table 14: Awards received by HJG Electrochemical and HTD Electrochemical  

Period Awards 

2011- 2014  Awards received by HJG: 

· Advanced Basic Level Party Organization – Party Committee of Hubei 
Province  (Provincial highest level of award) 

· Advanced Organization in Learning, Civilized Organization, Advanced 
Basic Level Party Organization – State-owned Assets Supervision and 
Administration Commission of Hubei Province  
· Civilized Organization, Advanced Basic Level Party Organization – 
Water Conservancy Committee of Yangtze River.  
· Home of Advanced Employees - Labor Union of Agriculture, Forestry, 
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and Water Conservancy of China   

·Advanced Organization in Supporting New Rural Construction – Office of 
The Party Committee and Government of Hubei Province 

2011- 2014 Awards received by individuals of HJG:  

·Wen Guowei, Top Ten Outstanding Youth – Committee of Yangtze River 
·HJG Role Model of Workers - Guo Dan and Xu Xinde  

·HJG Achievement for Outstanding Leader with Special Contribution - 
Wang Zhiwen  

· HJG Outstanding Leader: Wang Kui 

2012 & 
2013 

The Electrochemical Company of HJG attended: 

· Experience Share Forum hosted by the Committee of Yangtze River 
· Presented and Shared the Case Analysis in the Meeting hosted by the 
Committee of Yangtze River 

2011 - 
2014 

Awards received by HTD:  

· Advanced Organization for three consecutive years 
Awards received by individuals of HTD: 

·4 people were awarded as Advanced Manager and 13 people were awarded 
as Advanced Worker  

 

5.5.2 Realization of Six Major Objectives of the Change 

 After 5 years of change, six major objectives have been achieved. See Table 14. 

Table 15: 6 major objectives of Change 

Objectives Results 

 
 

Seeking a good strategic partner 

Not only co-established HTD in partnership 
with Haotian Group (realized win-win), but 
also handed the management of Ferrosilicon 
and Coal Plants of Haotian Group to the newly 
established company. At the same time, 
successful experience of JV between 
state-owned and private companies was 
explored. 

 
 

Sharing resources between the 
existing and newly set-up 

companies 

HJG and HTD Electrochemical shared 
resources in operation, technology, 
management, sales and human resources, 
realizing win-win results for both. A Wechat 
Platform was set up to facilitate daily 
discussions of difficult technical problems. 
Over 120 employees (the highest time being 
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over 200) have been relocated to HTD which 
reduced the human cost of the old company.  

 
Creating opportunities for staff 

A total of 37 staff has been promoted to the 
positions of shit supervisor, unit 
superintendent, plant manager, Deputy GM and 
GM.。 

Increasing staff income An increase of 70% to 600% in income has 
been achieved for HTD Electrochemical staff. 

 

Realizing economic benefits for 
HTD Electrochemical Company 

From 2012 to 2014, a total profit of 129.04 
million yuan has been achieved; staff of both 
HTD Electrochemical and HJG has been paid 
with handsome dividends. 

Creating social benefits Solid technological base, management and 
reputation are being highly recognized by the 
local government and counterparts. 
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Chapter VI Results of Case Analysis 

6.1 Formation and Manifestation of Resistance to Change 

Analysis of Research Question II 

Along with Figure 21, this analysis explains the formation of resistance, difficulties 
encountered during the change and how these difficulties are related to the question.  

When the team from Hanjiang Group Electrochemical Corporation first arrived at Haotian 
Group in Shaanxi Province, they thought they landed in a desert in the middle of nowhere. 
Stranded in a desolate, uninhabited and unfamiliar place with no TV or Internet connection, 
the employees suffered from low morale due to the harsh environment and encountered 
unprecedented technical problems and quality issues of the raw material. All of these caused 
instability and inefficiency within the team, and the lack of communication and trust between 
the strategic partners made things even worse. As a consequence, the organizational change 
was facing an increasingly difficult situation, the new and fragile team was struggling with 
hardships and resistances, and the organization saw itself sunk into an unprecedented 
predicament with extremely low spirits.  

Multiple negative factors intertwined, made themselves revealed and acted upon each other, 
one setback led to another, like playing dominos, resulting to escalated conflicts and even 
stronger resistance to change. 
�  
The problems acted upon each other, causing a relatively long adjustment period; 
�  
In the beginning, the team leadership failed to make impact 
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Figure 21: Diagram of the Resistance to Change  
 

In this case, the causes and manifestation of the resistance to change are exceptionally 
complex, as shown in Table 15. New conflicts and problems come up before the elimination 
of old ones. For a certain period of time, employees suffered from low morale and 
organization almost lost trust from its cooperating parties.   

Table 16: Formation and Manifestation of the Resistance to Change 

Cause of 
Formatio

n 

Manifestatio
n 

 
Examples 

A1. 
Lack of 
Mutual 
Trust 

Danjiang 
Party 

·Mr. Wang, the Deputy General Manager assigned by Haotian 
Group, was responsible for finance. Relations between him and 
others were very tense. (HTDM5) 

·The cooperating party, a family-owned business whose 
management style is that of a traditional workshop, lacking 
scientific management. (HJGE3) 

Harsh 
Work 
Condi- 
tions 

 

Unstable 
Team 

 

Staff Morale 
·Harsh work 
environment 
·Hard to fit into the local 
society (hard to find a 
marriage partner, 
language barriers, 
conflicts with the 
construction team, etc.) 
·Long period for effects 
to reveal themselves 
 

·Raw material 
problem 
·Quality cannot be 
guaranteed  
 

Lack of Mutual Trust 
·Cultural difference: 
personality 
differences between 
northerners and 
southerners 
·System difference: 
forcing raw material 
prices down, lack of 
trust in the 
reimbursement 
process 
 

Technical Problems 
·Long adapting time of 
new employees. 
·Changes in technical 
environment (water 
quality of the Yellow 
River, cold weather, etc.) 
·Furnace digging (large 
work load, delayed 
payment) 
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·At that time the management committee thought assumed 
itself to have absolute power and imposed restrictions on our 
procurement all the time. Then I suggested that the 
management committee has the right to monitor and coordinate 
the relations between the parties but should not interfere with 
company’s procurements. All procurement should be decided 
by the management team of respective companies, by the legal 
person and be accountable to respective companies. 
Interference of the management committee on company’s 
management team prevents normal and orderly development of 
the company. I debated, even quarreled with them in various 
meeting. (HJGE3) 

Haotian 
Party 

·Our partner did not understand the production technology and 
had concerns at technologies and procurement prices in every 
stage. It was very difficult to persuade them, because they had 
never experienced anything like this. (HTDM7) 

·After it went into production, the company failed to meet the 
target of production and also standard. The main reason 
remains: leaders from private enterprise couldn’t fully trust the 
team of a state-owned enterprise. Especially on the issue of 
procurement, they not only tried to repress on procurement 
price, but also bargained during the reimbursement process. In 
the beginning, we thought that they are just trying to make our 
life difficult, but later on we realized that it is mainly because 
they don’t really trust us. (HTDE1) 

·When I submitted my expense account to the Deputy General 
Manager responsible for finance assigned by Haotian Group, 
he expressed doubts over the price and believed that I made 
that up to ask for higher price. I received the reimbursement 
after quarrels and standoffs. (HJGM1) 
·For a period of time, our partner from Haotian Group 
requested a reduction of the transportation cost in a very tough 
manner. As a result, no one was willing to do the 
transportation. We ran out of raw material, had to stop the 
production and fell into a very passive situation. Later on, our 
partner from Haotian Group realized this problem. (HJGM4) 
·In the beginning, Aimin Wang, the Deputy General Manager 
responsible for finance assigned by our partner, didn’t believe 
our purchase price. Even when there was an invoice, he still 
kept bargaining. When we were purchasing raw material, even 
when the lime was of good quality and worth the price, he 
continued to bargain. As a result, the suppliers didn’t even 
want to deal with us anymore. This situation lasted for about 
eight months to a year, but during the same time period, we 
were trying to reach the target and standard in production, 
which made things really difficult for us. The biggest difficulty 
was to communicate with the local community. It was really 
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hard to gain their trust. (HJGM5) 

Harsh 
Work 
Conditio
ns 

Adverse 
Natural 
Environ －
ment 

� I
t was almost the Spring Festival when I was assigned to go to 
Hanjiang Haotian Electrochemical Corporation. At that time, I 
was still hesitating. My wife didn’t want me to go and my 
family was already pretty well off. When I left home before the 
Spring Festival, both my wife and my child cried. On my first 
day at Haotian, the temperature was minus 29 degrees 
centigrade. Even my shoes got frozen. I lived in a dormitory 
with no Internet or hot showers. (HJGM1) 

� I
t was October 2009. We were the first team dispatched to 
Haotian Group in Shaanxi Province. When we first arrived, the 
biggest challenge was the cold weather. Growing up in 
southern China, I’m used to the mild climate and picturesque 
scenery. It was below minus 20 degrees centigrade here and it 
was the first time that I experienced such low temperature. At 
that time, I was fully armed with a trapper hat, a military style 
winter coat and a thick scarf. However, I still felt extremely 
cold. Except the time when we were sleeping or eating, we 
spent the rest in the field. Every morning before dawn, when I 
heard the rumbling noise of the machineries in the field, I feel 
miserable. Because the temperature varies contrastingly 
between day and night in the north of Shaanxi Province, I 
couldn’t eat well or sleep well. I couldn’t fall asleep the first 
three nights. I might have slept one to two hours each night, 
and then I started to have nosebleeds. (HTDE1) 
� S
ong Pan, the college graduate newly assigned here, cried 
several times. He is the only child from a well-off family. This 
was too much for him. He was even reluctant to finish the beef 
paste brought from home. There was no water for shower until 
we connected a water pipeline to a local magnesium plant. One 
September night, it was storming outside and we were all 
sleeping soundly inside the prefab house where we stayed for 
the first seven months. The rain got into the house, and the 
next morning when we woke up, the water was 50 centimeters 
deep inside the house and there were things floating all around. 
In the winter, it was particularly cold at night, but each room 
only had one heater. We were so cold that we had to huddle in 
groups of three to keep warm. (HJGM5) 
� W
hen we first got here, all we could see around us was the vast 
and desolate Loess Plateau. Every four of us shared one prefab 
house. It was minus 27 degrees centigrade and each of us had 
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four quilts. We either put two quilts underneath and two on 
top, or put three underneath and one on top. At night, it was so 
cold that we couldn’t sleep, so we got up and chatted with each 
other. Later on, we had heaters. Back then, we only went to the 
county town once a month to take a shower and do some 
shopping. (HJGM6) 
� W
hen my parents came to Haotian and visited where I work, they 
insisted that I go back to our hometown. I had to communicate 
with them quite a few times in order to stay here. (HJGM6) 

 
 
New 
Environ
ment 

 

New 
Battlefield 

·When we first got here, we were not familiar with the 
environment, didn’t have enough people and were not clear 
about our work. It was like in a battlefield. When the guns start 
to go off, we are all thumbs and have no idea what we should 
do. (HJGM1) 
·When we were trying to reach the target and standard in 
production, we had a lot of new recruits and the old employees 
began to train them. (HTDM3) 
·I went to Haotian in November 2011. One day the leaders 
came to talk to me and asked me to go to Haotian and the very 
next day I had to set off. (HTDM5) 

·It was difficult for employees to work well together. There is 
an adjustment period when you have the old employees trained 
the new ones. We were not mentally prepared and thus found 
us in chaos. (OM2) 

Cultural 
Differences 

·During the civil construction, we needed to deal with the 
locals. We don’t know each enough and couldn’t understand 
each other’s language. The local construction team worked or 
stopped as they wish. We had to coax them all the time to get 
them to work. When we were laying the foundation, it was 
below minus 20 degrees centigrade. We were piling the ground 
day and night and the foundation was over 40 meters deep. 
Since the soil foundation consisted of sandy soil, we had to use 
steel reinforcement cages. The three of us that worked as 
supervisors stayed there day and night and we wore thick 
yellow coat days and nights. (HJGM5) 
·We quarreled and communicated with the local construction 
team on a daily basis. The locals usually stop working from 
November onward. They prefer to drink and relax. In order to 
meet the deadline, we had to negotiate with them and beg them 
every day. Later on, we got on good terms with each other and 
became friends. (HJGM5)  
·The locals usually don’t work in winter. We posted our 
recruitment ads everywhere and experienced two months of 
labor shortage. At the most difficult time, we were in short of 5 
workers at each furnace (normal number being 15). There are 
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very few floating workers nowadays. (HTDM3) 

·At that time, the locals rejected people coming elsewhere. 
They didn’t like to follow our instructions, so we had to keep 
an eye on them. Every difficulty offers us a learning 
opportunity. (HTDE2) 

·When dealing with the locals, we could only understand half 
of what they said and had to guess the rest. (OE1) 

Differences 
in Diet 

·When we first got here, we had stews everyday and got 
hungry as early as 10 o’clock in the morning. (HJGM5) 
·My wife and I were the first couple coming from Hanjiang 
Group Electrochemical Corporation to Haotian Group. My 
wife worked in the canteen. People from Danjiang are not used 
to the local diet, so we started our own canteen. (HTDM7) 

Unqualif
ied Raw 
Material
s 

 

Adverse 
Effect on 
Reaching 
the Target 
and 
Standard in 
production 

·Because Haotian repressed the purchase price of the raw 
materials too low, the quality of raw materials couldn’t be 
guaranteed, which had an adverse effect on reaching the target 
and standard in production. (HTDE1) 
·The low purchase price of the raw materials was the main 
reason. (HTDM1) 
·The limekiln was not put into production because we didn’t 
have enough raw materials. At that time, the local production 
was booming, so the supply of raw materials could not keep up 
with the demand. In this situation, when the price was 
repressed low, it was very difficult to get quality raw materials. 
(HJGM3) 
·Differences in our philosophies affected even more. We had 
different notions in the beginning. Everyone wanted cheap raw 
materials and that restricted our development. (HJGE2) 

Technica
l 
Obstacle
s 

Adverse 
Effect on 
Reaching 
the Target 
and 
Standard in 
production 

 

� I
t was so cold that the water pipes got frozen. In order to 
continue with the construction, we had to use fire to thaw them 
out. The water from the Yellow River is hard water. The 
pipelines often got blocked very often as a result. (HJGM2) 
We felt uncomfortable living in the local environment and we 
were unfamiliar with the local climate. It was very cold and we 
needed time to adjust ourselves to the local environment. Even 
the water pipes got frozen that we needed to use fire to kept the 
water run again. If we had begun production in the spring, 
things would have been better. (HTDM1) 
·We had new equipment and lived in a new environment. It 
took time for people to get used to each other, to the 
machineries and to the raw materials. It also took time for old 
employees to train new ones. The extreme cold weather caused 
malfunction of the machineries and semi-coke got frozen in the 
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field because of its water content. We made improvements 
accordingly. (HJGM1) 
·When we were trying to reach the target and standard in 
production, the feeding system got frozen and the belt couldn’t 
move. We made some improvements there too. (HJGM1) 

·The main problems in the process to reach target and standard 
in production: due to our lack of knowledge of the local 
climate, we put the hydraulic cylinders outside which got 
frozen easily, so later on we put a shed over the cylinders; the 
water brought in from Yellow River was hard water and could 
cause scaling easily, so we had to use acid to resolve the 
scaling. We didn’t consider these problems at the time. It is a 
year later that we gradually carried out technical 
transformation on the water supply system and the 
maintenance of electrical equipment. To prevent the water 
pipes from freezing, we buried them almost one meter below 
ground surface. (HTDM6) 

·We solved the scaling problem of the water pipes caused by 
the hard water. We used to apply acid to resolve the scaling. 
Later we had to break the water pipes when acid was not 
working. (HTDM8) 

Low 
Staff 
Morale  

Adverse 
Effect on 
Reaching 
the Target 
and 
Standard in 
production 

� W
e failed to improve the quality and quantity of production in 
the beginning. We could get paid if we could not meet the 
target, instead, we even had to double our workload, and we 
very often had to dig furnaces in our spare time. (HJGM1) 
·The biggest difficulty for me was that I was too far away from 
home and got very homesick. (HJGM2) 
� U
pon the third day at Haotian Group, I just couldn’t take it 
anymore and requested to go home. (HJGM2) 

� W
e went through really hard times in production. We had to dig 
the furnaces very often and the locals looked down upon us. 
During a conference held by Haotian Group, they said in front 
of everyone that if we still couldn’t do it well, they would let 
someone else do it. I cried three times during that period of 
time. (HJGM5) 
� W
e faced a lot of hardship during the production. It was too cold 
to bear and very windy on the mountain. You could be blown 
away even when you were wearing a winter coat. My shift was 
supposed to last three months. During that time, I cried several 
times because I couldn’t endure the hardship anymore and 
submitted written applications to go home. Later on, we started 
to encourage one another and eventually made it through. 
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(HTDM2) 

� T
he production was abnormal and the tap-holes got unplugged 
frequently. We usually had to work during the day and sat at 
meetings at night. (HTDM3) 

� A
t that time, we haven’t built the corporate image and had no 
corporate culture. Both productivity and salary stayed low. It 
was difficult to recruit new workers. 80% of the workers came 
from Danjiang Electrochemical and their shift only lasted for 
three months. This high turnover rate had great impact on the 
quality of work. It was hard to retain employees. They always 
wanted to go home after a few months. That was the most 
difficult time for the company. (HTDM5)  
� T
he staff canteen was in a prefab house. We lived near the Loess 
Plateau in temperature of minus 24 degrees centigrade. The 
food got cold right away. Because we failed to reach the 
production target, we only got paid 1800 RMB per month apart 
from the monthly subsidy (2700 RMB) for a consecutive 8 
months. Compared to my position at home which paid 3500 
RMB every month, I was only paid 2700 RMB + 1800 RMB = 
4500 RMB, only 1000 RMB more, I had little motivation to 
work here. (HTDM7) 

Unstable 
Team 

Adverse 
Effect on 
Reaching 
the Target 
and 
Standard in 
production 

� W
hat troubled us the most was the extremely high turnover rate. 
Apart from 4 months of pre-employment training back home, 
we also held regular training sessions over here and 
strengthened new employees on-the-job training in a timely 
manner. (HTDE2) 
� I
n 2011, the turnover rate was as high as 30%. (HJGM1) 
� O
ver 30 college graduates came to Haotian Group together, but 
now only three of us stayed. The main reasons for college 
graduates to leave are the harsh environment, the 
homesickness, the monotonous life and the difficulty of 
finding a marriage partner. (HTDE1) 
� I
t was too cold to bear and very windy on the mountain. You 
could be blown away even when you were wearing a winter 
coat. My shift lasted for 3 months and I cried several times 
because I wanted to go home. I also submitted several written 
applications to go back. At that time, many employees left. 
(HTDM2) 

� T
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he staff was not stable. The employees from Hanjiang Group 
Electrochemical Corporation had their 3-month shift here. The 
local recruits could leave at any moment. It was difficult to 
recruit new workers and even harder to retain them. (HTDM7) 
·When we first arrived, we ate and lived in prefab houses. Our 
hair would ice up right after coming out of a shower. We were 
ambitious when we first came here but felt upset later on, 
because the production didn’t go well and it was hard to recruit 
contractors. I wanted to go home on many occasions. 
(HTDM8) 

Vicious 
Circle  

� W
hen the product failed to meet the standard, there came a 
vicious circle. After 8 working hours, workers still had to dig 
the furnaces. In other words, they had to work over 10 hours 
every day. Despite the greatly increased workload, they did not 
get paid. The local market didn’t like new companies like us 
either. At that time, there were few companies producing lime. 
Quality raw materials were given to local companies prior to 
outsiders like us, despite of our equivalent competitiveness. 
(HTDE1) 
·As a private family-owned enterprise, some of its senior 
executives thought that every time they had a bargain by 
keeping the price down they saved money for the company, 
which is the mentality of self-employed businessmen. Our raw 
material providers won’t assure you to be a credible company. 
They would spread the word and soon no one wants to do 
business with you. You lose your company’s reputation and 
quality clients. (HJGE2) 
·When we failed to meet the target and standard in production 
as required, our partner’s expressed their concern and blamed 
us, as we were very confident and assured them that we could 
do it before it started. (HJGE2) 
·There should only be one core in a team; otherwise, it will be 
difficult to take concerted action. At that time, there were three 
to four groups – the partners, the production team and the 
organ staff, and they didn’t make joint efforts. (HJGE3) 
·In September, the senior management from Haotian Group 
told us, “If you still cannot meet the target and standard in 
production by the end of this year, we will take back the 
operation rights.” (HJGE3)  
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6.2 The Formation and Manifestation of the Momentum of Change 

Next is the analysis of Research Question III: along with the figure below, the author will 
explain what the different change momentums are and how they relate to, interact with and 
promote each other. 

When both the enterprise and the team were in an almost hopeless situation, the leaders’ sense 
making played a critical role. Zhi Wenwang, General Manager of Hanjiang Group 
Electrochemical Corporation, and Aitian Wang, President of Haotian Group, pointed to the 
nature of the problems and solved the problems of insufficient mutual trust and incompetent 
leadership. They replaced the General Manager of Hanjiang Haotian Electrochemical 
Corporation assigned by Hanjiang Group Electrochemical Corporation and the Deputy 
General Manager, assigned by Haotian Group, who was in charge of finance for Hanjiang 
Haotian Electrochemical Corporation. Meanwhile, the team leaders played a positive role in 
greatly improving work conditions, boosting employee morale and solving the problems in 
raw material. The key technical problems were subsequently tackled and solved, which gave 
rise to the “momentum” that linked various factors together and was conducive to change. It 
also strengthened team’s recognition of the change, helped the team gradually moved out of 
their low spirits, despair and bewilderment, and led to the success of the organizational 
change. Figure 22 illustrates this gradual problem-solving process. 

�  
     Form a positive cycle; 

�  
     The role of team leadership was increasingly important; 

�  
    Going into production in December 2012 was an important milestone. 
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Figure 22: The Problem-Solving Process  

As illustrated in Figure 22, the various factors are well correlated and coupled, giving rise to 
momentum. When the organization deviated from its course, the leadership’s sense making 
brought the organization back to the planned course, formed momentum that was conducive 
to change, and increased the team’s recognition of the change.  

As shown in Table 16, sense making is critical for organizational change. The senior 
management should enhance communication and conduct in-depth analysis of the problems 
and resistance arisen during the change, find appropriate ways to eliminate the biggest 
obstacle during the change, and guide the momentum of change gradually toward the original 
goal and direction.

Improvement in 
Work Conditions 

Build up Mutual Trust 
Supports from presidents of 
both sides 
·Replacement of the 
General Managers 
·Replacement of the 
Deputy General Manager 
in charge of finance 
 

Problem in Raw 
Material  
·Purchase 
without any 
worry 

Employee Morale 
·Comprehensive Ability 
Enhancement 
·Happiness after 
hardship 
·Comfortable work 
environment 

Team Leaders 
·Communication and 
heart-to-heart talks 
·Work together to solve 
problems 

Technical Problems 
·The conductive clamp 
incident 
·Change from hydraulic to 
mechanical equipment 

Hanjiang 
 

Haotian 
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Table 17: Formation and Manifestation of the Momentum of Change 

Cause of 
Formation 

Manifestatio
n Examples 

Effective 
Team 
Leadership 
(Sense 
making) 

Communicat
ion and 
Education 

·In private and family-owned enterprises, there are many 
entrepreneurs from the rural area. They are not well educated 
and tend to do business based on factors such as their 
intuition, experience, emotions, personal loyalty and social 
circles. What they truly lack is a systematic and scientific 
management method. In order to gradually transform the 
workshop-style management into standardized and scientific 
management, the leaders of Hanjiang Group Electrochemical 
Corporation took great pains to demonstrate and persuade with 
patience. What was even more important and challenging was 
to communicate with the senior executives in order to bring 
about consensus and take concerted actions. (HJGE1)  

·For me, the biggest challenge in coming here is whether I can 
endure and bear with the pressure. The organization spoke 
with me and wanted me to stay, quite a few of my leaders and 
colleagues also tried to persuade me. Some people even 
sneered at me and called me a deserter. At that moment, I 
swore that no matter how hard it is, I would rather be carried 
away after I fall ill than go home. (HTDE1)  
� A
t the mobilizing meeting, the company’s Secretary of the Party 
Committee, Mr. Wang, said to us college graduates, “There 
are two bowls of water in life. One is bitter and the other is 
sweet. It’s up to you which one you want to drink first. If you 
drink the bitter one first, eventually it will be your turn to 
drink the sweet one.” My life is exactly like what he said. I 
have truly experienced the sweetness after bitterness. During 
the past few years, I haven’t had a chance to thank Mr. Wang 
for bringing me to Haotian Group. (HTDE1)  
� T
he main problem was that the raw material system didn’t meet 
the standard and lack of proper management, so we changed 
the management process and made improvements to the 
technological process. The longest time I stayed at the site was 
one month. I was focusing on solving the quality issue of the 
raw material. (HJGE2)  

·We were starting a business with people living 1000 
kilometers away. Not to mention that we were grafting a 
private company with a state-owned company. The two had 
huge differences in their philosophy and stood up to their own 
interests. We didn’t use administrative power to solve the 
problem. Instead, we relied on sense making to consistently 
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regulate the team’s thought and action. (HJGE2)  

·For some time, the coal provided by Haotian Group had low 
quality but high price, so I decided to stop buying from them 
and turned to more cost-effective coal from the market 
instead. When Haotian Group had a hard time selling their 
small-particle coal, we improved our smelting process to use 
small-particle coal and greatly reduced our cost. Later on, 
Haotian Group had difficulty selling their medium-particle 
coal. They wanted us to help them again by converting our 
process back to our old one but we refused. We told them that 
Haotian Group’s coal production must keep up with the 
market, that we would only buy from them when their coal has 
market competitiveness. Later on, they reformed their 
technology and process and improved the quality of their coal. 
A company cannot be successful unless it is integrated with 
the market and we gave Haotian Group a powerful push in that 
direction. Circular economy is good, but if a company doesn’t 
strengthen its management, improve its technology or produce 
cost-effective products, it will die first and the circular 
economy will also have a shorter lifespan. After this incident, 
the president of Haotian Group made a comment based on his 
own experience, “We must improve the quality of our coal.”  
(HJGE3)  

·When a small team is out of tune with the organization, we 
will take tough measures and make sure the organization has a 
core.  (HJGE3) 
·During the project construction, Song Pan was here for 3 days 
before he cried, wanting to go home. I told him that the reason 
he is unhappy is that he has a choice – he can choose to go 
home and then work and live under the wings of his parents; if 
he would starve to death if he goes home, then he will fight till 
his last breath. What I did back then was that I would do what 
I asked other people to do. I lived in a prefab house and ate 
cold meals along with the others. I also told them about the 
company’s vision and that the company is developing, the 
construction is under way and eventually we can live in 
concrete buildings. At that time, we only had a tent on the 
project site for workers to stay at when they were on watch. 
They had to spend the night in this drafty tent when the 
temperature was below minus 20 degrees centigrade outside. It 
was very difficult indeed. It was not easy that we made it 
through that period of time. (HJGE3)  

Solving 
problems 
through 
cooperation 

� W
henever there is a major problem, the presidents and the 
general managers of both parties will come to coordinate in a 
timely manner. (HJGM1) 
·Only when we fall down can we see the new problem. Then 
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we would spare no efforts to solve it. (HJGE1)  

·When we tried to meet the target and standard in production, 
the tap-holes couldn’t be plugged. We sent our best technical 
experts to support them and even sent mud from Danjiang all 
the way to Haotian. (HJGE2)  

·When leadership sense making is well used, it can be 
enormously effective. The main thing that we did was to 
replace the senior executives assigned by the two parties. 
After Heping Liu, the new General Manager and Dan Guo, the 
new Deputy General Manager assumed office, the production 
witnessed gradual improvements. They tactically dealt with 
the private enterprise, established an information feedback 
system, strictly abided by the rules, set up strict regulations, 
incorporated the company’s production, supply and marketing, 
discovered major problems and changed the senior executives 
in time. (HJGE2)  
·In order to solve the conflicts and problems, I went to 
Haotian Group at least once a month to do research and attend 
meetings. During the production, I stayed at Haotian Group 
for as long as one month, investigating and analyzing the 
problems of equipment, raw materials and technologies. Every 
Spring Festival, company and party leaders would bring 
presents to the workers and show our appreciation. When the 
two companies with different systems of ownership work 
together, we emphasize more on joining our forces, setting 
common goals and solving problems in time. (HJEG2)  
·We are very grateful to our partner. They supported us in 
many aspects. When we sent over 200 people over here, they 
provided them with food and housing in a timely manner and 
coordinated with the local power supplier to provide 
electricity. (HJGE2)  

·We gradually counted on our own and straightened out the 
relations among different levels. In the past, they hired many 
managers but none of the managers made any contributions, 
mainly because the management committee and the four 
brothers of the owning family had a hand in everything. Since 
it is their company, they want to control everything, from 
strategic decision-making to buying a small component. As a 
result, the managers had to cater to them all the time rather 
than do their job and build up the team. We spent a lot of time 
and efforts before finally convinced the eldest brother who is 
the head of Haotian Group’s management committee. One 
time, we held a competitive bidding for our project. Three of 
the brothers respectively came to me and wanted me to choose 
the companies recommended by them. My response was that 
as long as these companies meet the minimum standard, they 
can participate in the bidding; however, it is not up to me to 
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decide which one wins. It depends on the scores given by the 
judges. After the bidding, none of the companies 
recommended by the brothers won. Then the eldest brother 
came to me and complained that I made them lose face. I told 
him that the project cost of the bid winner is a little over 6 
million RMB; however, the project costs of the companies 
recommended by them are all above 9 million RMB. Not to 
mention their technologies and materials are not as good. This 
incident touched them deeply. They started to believe that we 
are really working for the company’s best interest instead of 
our personal interest. (HJGE3)  

 

Employee 
Morale 

Comprehensi
ve Ability 
Enhancement 

� T
he past several years working at Haotian Group have been 
a very good life experience for me. Although the process 
was arduous and monotonous, I have learned a lot. I grew 
from a college graduate to a project leader (equivalent to 
the head of a department). The company gives me a 
platform for growth and I think it is very worthwhile to 
dedicate my youth here. We had done some investigation 
and survey before the project started, very brief ones. It 
turned out that the foundation has to be more than 40 
meters deep. As the project supervisor at that time, I had a 
really difficult time. My biggest gain is my improved 
executive ability and learning ability. I was initially 
majored in machine design, but later on I learned steel 
structure, business negotiation and technical 
specifications. I can single-handedly manage the entire 
process from equipment acquisition to installation. 
(HJGM6)  

� I
 was assigned to Haotian Group in April 2012, 
responsible for managing its financial affairs and solving 
its financial problems after comprehensive consideration. 
As a result, my working ability has been greatly enhanced. 
During my time at Hanjiang Group Electrochemical 
Corporation, I was responsible for a single type of 
business, which was not very likely for me to make a 
breakthrough in my working ability. However, now I can 
handle all the financial affairs of small and medium-sized 
enterprises. I have learned a lot here and my work is very 
meaningful. (HTDM4)  
� M
y biggest gain is that my willpower and adaptive capacity 
have come out stronger. I won’t be afraid of any hardship 
in the future. (HTDE1)   

Recovery of ·At that time, many employees went home, but I firmly 
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Confidence 
and Courage 

believed that the company would get better, so I spent 
20,000 RMB to buy company’s stocks. In the beginning, 
some employees would get drunk and get into fights to 
release their feelings, but that has stopped. Now everyone 
is focusing on production. (HTDM2)  

� T
he first five days were the most difficult for me. When I 
was on the verge of a nervous breakdown, I often bit my 
hand till it bled. Five days later, I suddenly realized that I 
could fall asleep. From then on, I’m confident that I can 
persevere. (HTDE1) 

� E
ven my parents didn’t know the kind of hardship I was 
experiencing here. After hearing me say that it is very 
hard, they called many times and asked me to go home, 
but I didn’t want to. Later on, when my parents came to 
Haotian Group and visited where I work, they insisted that 
I go back to our hometown. I had to talk to them many 
times in order to stay. (HJGM6)  

� M
y biggest gain is that my willpower and adaptive ability 
have come out stronger. I won’t be afraid of any hardship 
in the future. (HTDE1)  

� L
ater on, we started to encourage each other and believe the 
company will get better. We stayed and I even spent 
20,000 RMB to buy company’s stocks. When we first 
arrived, some employees would get drunk and get into 
fights to release their feelings. Now the management is on 
the right track and everybody’s mind is on production, so 
the fighting and drinking have stopped completely. 
(HTDM2)  

Solving 
Technical 
Problems 
 

Conductive 
Clamp and 
Scaling 

·The conductive clamps burned out frequently, so we 
changed the combination from one set of conductive 
clamp and two sets of water pipes to one set of conductive 
clamp and one set of water pipes. The high water 
temperature caused scaling easily. By keeping the water 
temperature under 50 degrees centigrade, Hanjiang Group 
Electrochemical Corporation also made some 
improvements. In the past we usually used acid to clear 
out blocked pipelines, which doesn’t work here. That’s 
why we did some equipment transformation to solve the 
problem. (HJGM2)  

Change from 
Hydraulic to 
Mechanical 
Equipment 

·At that time we didn’t expect the low temperature. When 
we were debugging the equipment, they couldn’t be 
turned on. Hydraulic oil equipment got frozen repeatedly 
under below minus 20 degrees centigrade, which was only 
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came to our attention until December 2010, after which 
we started to make improvements while continuing with 
the production. In the end, we solved the problem by 
transforming the equipment into mechanical equipment. 
We identify a problem, and then we find ways to solve it. 
In the past it took one minute to start feeding and after 
transformation it only takes 40 seconds. If the feed doesn’t 
arrive in time, it cannot bank the fire, and thus affect the 
output and quality of the product. (HJGM3)  

Building up 
Mutual 
Trust 

Hanjiang 
Party 

·It took too long to meet the target and standard in 
production, as long as almost a whole year. The market 
was pretty good that year, but we were one year delayed 
and that heightened my doubt and fear in terms of my 
remote control ability. I even started to wonder whether I 
have any remote control and management ability, whether 
the information is asymmetric, whether the goal is not 
clear and whether the goal of the team leaders 1000 
kilometers away was not in line with the company’s goal. 
The division-level leaders that we sent to Haotian had 
something to fall back on if they don’t do well, but the 
leaders we sent to Haotian later on didn’t have that. Later 
on, the General Manager, Liangfang Zhang, got 
transferred away from Haotian.   

·The biggest resistance to Haotian Project is that its 
leaders and operators have very strong personal features, 
causing a mismatch between the goal and the pressure. 
(HJGE2)  

·Understanding and trust are the most important things 
when working with private enterprises. Through our high 
construction speed and enthusiasm, along with our 
advantages in technology and management, we won the 
recognition, trust and support of our partner. (OM3)  
·All teams need a relatively long adjustment period. 
Another big challenge is that when you work with a 
private enterprise, you have different philosophies and 
management methods. We are used to competitive 
bidding, which they didn’t think much of. They usually 
make decisions after some random conversation. They 
thought that the bidding process costs too much human, 
physical and financial resource, and this kind of 
management wastes too much money. Later on, when they 
saw the benefits of our management, they started to 
recognize our method. For instance, in the beginning they 
didn’t understand why we have goal management and 
performance evaluation, but later on they realized the 
advantages in greatly motivating employees, then they 
started to learn from us. (HJGE2)  
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Haotian Party 

·Our cooperation went on well. By giving the project to 
Danjiang Electrochemical Corporation, they can make a 
lot of money. We didn’t make much but we still made 
over 100 million RMB.  
Initially, we assigned Aimin Wang as the Deputy General 
Manager responsible for the finance of the calcium 
carbide plant. In 2012, Aimin Wang was transferred to 
another post and I took over his place. Hanjiang Haotian 
Electrochemical Corporation is mainly under the 
management of Hanjiang Group Electrochemical 
Corporation, but Haotian Group also sends people to 
participate in the management. (HTGE2)  
·The president of Haotian Group gives us great support. 
Even when we couldn’t meet production target and were 
ridiculed by the locals, his remained supportive to us. 
(OM3)  
·Our partner didn’t understand the production technology. 
After the company went into operation for some time and 
they have experienced a cycle of the production, they 
started to understand, trust and support us in many 
matters. (HTDM7)  

·We planned to meet production target in three months 
time, but our plan was disrupted by the unexpected. We 
had to focus on solving the problems first. We started with 
the raw material problem, replaced the Deputy General 
Manager assigned by Haotian Group in the meanwhile and 
gradually pushed production to meet the target. (HTDE1)  

·It was a new plant and the climate varied contrastingly, it 
was impossible to succeed at the first try. We needed time 
to adjust and that’s not a problem of the management. It is 
common to have an adjustment period between the start of 
operation to regular conditions. (HTGE2)  

Solving the 
Problem of 
Raw 
Material  

Purchase 
Raw Material 
and Use 
Self-Produce
d Raw 
Material 
without Any 
Worry 

� B
efore the market is well cultivated, we couldn’t get quality 
raw material from local marketplace due to the lack of 
company reputation, so we had to buy from other 
provinces. In addition, our partner didn’t trust our raw 
material purchase price and tried to repress the price. 
When the limekiln went into production in 2012, the 
problem of raw material was solved effectively. 
� A
t the beginning of 2011, there were not many local 
limekilns and we had to purchase from Inner Mongolia. 
Now the locals have started to develop circular economy 
and opened more gas-fired limekilns. Their technology 
has become more mature, with higher output and better 
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quality. (HJGM4) 

·Initially, the raw material’s unburnt rate was as high as 
30% and it gradually decreased to 20% and then 16%. 
After the gas-fired limekiln went into production in 2011, 
we started to use self-produced lime and our product 
quickly meet its target and standard in production. 
(HTDM5) 

Improving 
Work 
Conditions 

Comfortable 
Work 
Environment 

·This team has strong execution ability, cohesion and 
learning ability. When there is a problem, it can be solved 
with one phone call. Due to the unobstructed exchange of 
information, we can discover and solve problems in time. 
From senior executives to frontline employees, everyone 
in the company is highly responsible and stays on the site 
all the time. (HTDM3)  

·Your company is also your home. When you have more 
communication with your co-workers, you start to see 
them as your family. I met my wife here and I’m very 
happy with my life now. When I first came here, I felt no 
sense of belonging working for private employers in a 
joint venture business. After a while, I started to have a 
sense of belonging and started to bear the company’s 
interest in mind. (HTDM4)  
·The company has set up quite a few venues for after work 
activities, such as chess and card room, dance hall, 
internet cafe, swimming pool, bathhouse and basketball 
court. (HTGE1)  

A Platform 
for one to 
showcase 
talent and 
increase 
income 

Spiritual and 
Material 
Gain, a Sense 
of 
Accomplishm
ent and 
Gratification 

·I was a team leader in the electromechanical division of 
Danjiang Electrochemical Corporation before coming to 
Haotian Electrochemical Corporation. After I came here, I 
was first appointed as the factory director for the raw 
material section, and then promoted to be the Deputy 
General Manager of Haotian Electrochemical. I have more 
space for development and my salary has increased 
several-fold. (HTDE1) 

� W
e all cherish our current jobs. We not only have increased 
salaries, but more importantly we enjoy working here and 
the team is very harmonious. (HJGM1)  
� I
 came here in April 2012 to manage all the financial 
affairs. I have learned to consider things more 
comprehensively and my ability has been greatly 
enhanced. Now I can fully handle the finance issues of 
small and medium-sized enterprises. When I was at 
Hanjiang Group Electrochemical Corporation, I was 
responsible for a single type of business, which was hard 
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to make a breakthrough. I have learned a lot here and my 
work is very meaningful. (HTDM4) 
� ·
Their good performance is my motivation. Now my base 
pay every month is over 5000 RMB and the furnace 
superintendent is paid over 10,000 RMB per month. The 
pressure is much smaller compared to 2010. We feel 
content to live and work here. (HJGE2)  

Improving 
the Process 
with 
Research, 
Developme
nt and 
Innovation 

Great 
Improvement 
in Production 
Efficiency 

·Once, we found that a conductive clamp that had water 
leakage wasn’t burned. It turned out that during the 
calcinations of electrodes, adding water to reduce the 
temperature can effectively prevent conductive clamps 
from being burned. After we discovered this innovation 
possibility, we made timely improvements and also 
quickly promoted this new technology to Hanjiang Group 
Electrochemical Corporation that lies 1000 kilometers 
away. (HTDE2)  
·We made improvements in the plant structure, the crane 
height, the heat radiation, etc. (HTDM6)  

·We had 36 hours of power failure because of the 
conductive clamp problem. Out of the 12 sets of 
conductive clamps, 11 sets were burned and only 1 set 
remained fine. Later on we found that this one good set 
had water leakage. Then we made improvements by 
injecting a small amount of water into the conductive 
clamps and prevented them from getting burned. 
(HTDM8)  

Drawing on 
Collective 
Wisdom 
and 
Absorbing 
All Useful 
Ideas 

As Owners of 
the Company, 
Employees 
Actively 
Contribute 
Their Ideas 

� W
hen the company runs into a problem, we would hold a 
meeting to draw on collective wisdom and have a 
thorough discussion, so that we can have a better and 
more mature plan. (HTDE2) 

� ·
Raw material was the main reason that prevented us from 
meeting the production target and standard. We took the 
following measures to deal with the problem: first, 
increase the time of calcinations; second, control the 
quality of feed, ensuring even particle size. (HJGM3) 
� ·
A driver suggested that if we sieve the coal and control the 
particle size of the semi-coke, we should be able to 
increase production. Later on, we adopted this advice and 
our improved production as well as quality, and the driver 
got rewarded. (HTDM2)  



                   

 
 
 

77 

Strengtheni
ng and 
Improving 
Manageme
nt  

Systematic, 
Scientific and 
Standardized 
Management 

·Following the management model of Hanjiang Group 
Electrochemical Corporation, the enterprise established an 
organizational structure that consists of five departments 
and one center. (HTDE2)  
·To ensure the safe usage of tail gas of the gas-fired lime 
kilns, we took the following measures: drawing up a 
contingency plan, monitoring the whole process, using 
walkie-talkies, establishing strict operating instructions 
and spending more time and efforts on rehearsals. 
(HJGM3)  
·Now we have training every Wednesday night, which has 
been institutionalized. The biggest feature of Hanjiang 
Haotian Electrochemical Corporation is that by 
establishing regulations and work process, every 
employee has a clear understanding of his own 
responsibilities. (HTDM5)  
·The biggest feature of Haotian Electrochemical is its 
strong executive ability – it is able to follow through its 
decisions, while its inspection system can solve problems 
in a timely fashion. (HTDM6)   
·The biggest feature of Hanjiang Haotian Electrochemical 
Corporation is its strong executive ability and team 
cohesion. When faced with problems, we will analyze and 
solve them together. We are united as one in front of 
difficulties and problems. (HTDE1)  

·We were striving to maximize the efficiency and benefits, 
and this has become our natural habit and part of our 
culture. Quickly influenced by this kind of culture and 
atmosphere, our new employees also strictly follow the 
process and regulation as when and where to complete 
which task with what kind of quality. (HJGE3) 

Stable 
Team 

Physically 
and Mentally 
Content and 
Willing to 
Work for the 
Company for 
a Long Time 

 

·In 2013, we had 474 employees and the number of 
rotating employees was 5 every month. Gradually, more 
employees wish not to move but rather stay here. They 
became the backbone of the company and the job rotation 
stopped. (HJGM1)   
·At work we are united as one. After work, we have fun 
together, study together and share with each other. 
(HTDM1)  

·When we first came here, many people didn’t want to 
come back after their first rotation, but we gradually saw 
hope and the company prospect improved over time. In 
the end, we talked with our children and convinced them 
to stay, too. (HJGM7)  
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Sharing 
Resource 
between 
Haotian 
Electroche
mical and 
Hanjiang 
Group 
Electroche
mical 

Establishing 
a Positive 
Platform for 
Resource 
Sharing 

·After Haotian Electrochemical built its own gas-fired 
lime kiln, Hanjiang Group Electrochemical built one, too. 
Many technologies and management methods were 
transferred from Haotian Electrochemical to Hanjiang 
Group Electrochemical Corporation. Hanjiang Group 
Electrochemical Corporation also made great 
improvement on the basis of Haotian. Now the gas-fired 
limekiln of Hanjiang Group Electrochemical is much 
more advanced than that of Haotian. Later on, Hanjiang 
Group Electrochemical also benefited from the technical 
improvements of conductive clamps made by Haotian. 
The two companies have achieved resource sharing. 
(HJGM6) 

Recognized 
by the 
Local 
Society and 
Enterprises, 
Forming a 
Favorable 
External 
Environme
nt 

Employees 
Feel Proud 
and Gain 
Social 
Respect 

·One year later, our corporate image gradually improved. 
With increased credibility, awareness and prestige in the 
local society, we started to have an advantage in 
procurement. (HTDE1)  
·Now that we have met the target and standard in 
production, employees from our partner, Haotian Group, 
always look up to us. We gained their respect because our 
team from Hanjiang Group Electrochemical is able to 
make a profit. Our current daily output is over 700 tons. 
(HJGM5) 

·Haotian Group wrote – Learn from Hubei People. The 
people of Hubei Province are good at making money. The 
biggest feature of our company is its strong executive 
ability and cohesion. (HTDM2)  

·The local government gives us great support. It offers 
flexible policies toward enterprises and subsidies for using 
electricity. (OE1)  
·The biggest feature of Haotian Electrochemical is that by 
grafting its indigenous culture with the local culture, its 
philosophy and management methods are recognized and 
accepted by the locals and get increasingly integrated into 
the local society. As for Haotian Project, its leaders have 
made correct major decisions with their foresight and 
strategic thinking. The factors behind Haotian’s success 
include their correct decisions, right people, wise match of 
people and the positions. (OE1)   

·The development of an enterprise cannot be smooth all 
the way. It takes time. Also, the enterprise needs to solve 
many new conflicts and problems. When we decided to 
cooperate with Haotian, we made accurate judgments 
about the corporate development strategy, the local 
industrial policies, the development direction of the 
national circular economy and the trend of moving 
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industries to the north and the west of China. (OM3)  

·Question: Why did your company choose Hanjiang 
Group Electrochemical Corporation as a strategic partner? 
“I visited Hanjiang Group Electrochemical Corporation 
several times. It has a huge space for market development. 
Hanjiang Group Electrochemical Corporation has calcium 
carbide furnaces, which means that they can buy coal from 
us and we don’t need to worry about selling our products. 
They have good technology and management and a strong 
leadership team in the calcium carbide industry. People of 
Hubei Province are conscientious and trustworthy. As a 
state-owned company, they have excellent corporate 
management, strong capacity, advanced technologies and 
an annual profit of tens of millions of RMB. In this 
industry, our team is very far behind them, so we are 
happy with our partner.” (HTGE1)  
·The leaders and the employees from Hubei are very polite 
and courteous both at work and after work. They like to 
actively greet other people and tend to have harmonious 
interpersonal relations. Hubei people are very smart. They 
not only excel at enterprise management, but also 
demonstrate strong finance management capacity. The 
planned investment is 240 million RMB. They started 
production with just 180 million RMB and reinvested the 
profit into project construction. That project is expected to 
recover its investment in 4 to 5 years. (HTGE1)  
·The team of Hanjiang Group Electrochemical 
Corporation is much stronger than the team of Haotian 
Group in terms of management and technology. The 
senior executives of Hanjiang Group Electrochemical 
Corporation are familiar with the calcium carbide smelting 
technology. They are smart, strong in management, able to 
endure hardships and knowledgeable of enterprise 
operation and management. They have the leadership and 
the organization and coordination ability to bind workers 
together. (HTGE2)  

Extension 
to New 
Cooperativ
e Project 

Mutual Trust 
and In-depth 
Cooperation 

·The two companies have achieved a win-win situation 
through cooperation. They had the capital and resources 
but lacked advanced technology and good management. 
While we have advanced technology and management 
skills. By joining forces their industrial chain project can 
develop circular economy and we can achieve a win-win 
situation. Haotian Electrochemical Corporation took over 
Haotian Ferrosilicon Plant on June 22, 2014. For the past 
4 months, the plant’s production has been stable. There 
were many problems in the beginning, for instance, the 
transformer was of poor quality and caused problems 
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when the furnace was just started up. But now this plant 
has achieved regular production and it meets quality 
standards. (HTDE2) 

 ·Beiyuan Group ranks first or second in China’s PVC 
industry with stable client sources. We can have lower 
transportation costs due to geographical proximity. 
Beiyuan Group serves as a weather vane for the prices of 
several nearby provinces. (HTDE2)  
·To make the best use of the local people is very 
important. We learned how to work with the locals and 
how to integrate our culture with theirs, and we eventually 
gained their acceptation, recognition and trust. Through 
the grafting, communication and merging between our 
philosophy, way of thinking and method of work and 
those of the locals, we formed a set of work and 
management methods that are compatible with the local 
society. (OE1)  

·The semi-coke plant was built in 2008 and went into 
production in 2009. I was transferred from its partner 
company and appointed as the plant’s Deputy General 
Manager. In February 2014, I was assigned as the General 
Manager of the semi-coke plant by Haotian Group, 
responsible for its overall management. We were 
operating both the semi-coke plant and the coal washery. 
Because of Haotian Group’s insufficient management and 
high numbers of human errors, they were under poor 
management. We were chosen because of our good team 
and management. (OE2)   
·Question: Do you have plans for future cooperation or 
new cooperative projects? “First, we plan to invest in a tail 
gas power plant. Its construction will start next year and it 
will be operated and managed by Hubei people. Second, 
we plan to create a bigger space for technology 
innovation. We want to use lime and semi-coke dust to 
produce semi-coke briquettes and build an anthracite 
briquette plant with an annual production capacity of 1 
million tons. This project is supported by the county 
government. We plan to let Hubei people work on this 
project, too.” (HTGE1)  

·Our people were not capable of managing the ferrosilicon 
plant, so we invited Hanjiang Group Electrochemical 
Corporation to help us manage it. Next we plan to contract 
the plant to them. The reason why we invited them to 
manage the plant is that they have strong management 
ability, advanced technology and reliable staff. Due to 
their strong marketing capacity, the inventory has never 
stayed in the warehouse for more than three days. Since 
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the locals cannot manage it well, we let them take over. 
(HTGE1)  
·The semi-coke plant made a loss of 60 million RMB in 
2013 and made a profit of 20 million RMB in 2014. The 
ferrosilicon plant went into operation in November 2013 
but its production couldn’t get onto the right track, so we 
asked Hanjiang Group Electrochemical Corporation to 
take over its management in June 2014. (HTGE2)  
·We didn’t realize that the construction should proceed 
step by step. Because we were working on too many 
different things on a very large scale, we were a little 
overwhelmed. We started the construction of two furnaces 
and right after that our construction of another two. In 
other words, we were almost constructing four furnaces at 
the same time. Our original plan was to wait till the first 
two furnaces have met the production target before we 
start to construct another two. However, our partner 
wanted to make a profit as soon as possible and asked us 
to construct the four furnaces at the same time. Due to the 
pressure from the industrial policy and the shareholders of 
our partner, we lived up to our partner’s expectation and 
accelerated the construction of the third and the fourth 
furnaces. (HJGE2)  

·Our plans may evolve at any time. Many plans are based 
on past experience. For instance, in our original marketing 
plan, 100% of our products will be sold to Beiyuan Group, 
because it is the largest PVC chemical enterprise in China 
that consumes calcium carbide. Later on we found that we 
will face many restrictions if we sell all of our products to 
Beiyuan Group. When we put all of our eggs in the same 
basket in order to reduce our transportation cost, we will 
have to bear with side effects. Afterwards, we evolved our 
plan. According to the new plan, we sell 30% of our 
products to Beiyuan Group and 70% to places like 
Shandong, Shanxi and Henan Province. Even though it 
increases transportation costs, it brings about larger profits 
when compared with the previous plan. So we changed 
our original marketing plan. (HJGE2) 
·Our principle is to follow the plan first and make timely 
adjustments when the plan doesn’t work. For example, 
before we started the project, we planned to send a large 
number of quality control personnel to Haotian, but after 
Haotian went into operation, few of them wanted to stay. 
Later on, we analyzed the problem and realized that since 
this position only requires simple and repetitive work, its 
pay cannot be very high. Also, most of the quality control 
personnel are women. They may have little children and 
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cannot stay away from home. As a result, we quickly 
changed our strategy. We started to recruit among the 
local people and accelerated our training and personnel 
exchange. We only sent people from Hanjiang Group 
Electrochemical Corporation to fill positions with high 
requirements. As to other simpler jobs, we recruited 
locally. Meanwhile, we encouraged husband and wife to 
come to Haotian together, which helped them settle down 
quickly and form a stable team. (HJGE2)  

·Before the project started, I was very confident that 
technical personnel like Ping Zhang, Mr. Geng and Mr. 
Wei will stay at Haotian, but they didn’t. In contrast, 
several new college recruits stayed. People have different 
long-term goals, some of who are not suitable for Haotian. 
We adjusted our plan in time to respect the free will of the 
employees. For those who want to stay, we encourage 
them to do so; for those who don’t, they can go back to 
Hanjiang Group Electrochemical Corporation and work 
there. In this way, our human resources are allocated more 
wisely and in a people-oriented manner. (HJGE2)  

Success of 
Change Key Factors 

·The key factors of our success are: first, we are supported 
by the national policy; second, we are familiar with the 
industry; third, we have a good team; fourth, we have a 
good mechanism; and fifth, we didn’t give up even at the 
most difficult time. (HJGE2)  

·The reason why some state-owned enterprises do not 
succeed in starting businesses elsewhere is that their 
leaders cannot settle down. The leaders are promised a 
higher position in the future if they go work for the new 
business, so they usually only work there for a few years 
and then go back to the headquarters to get their promised 
promotion. This makes it very difficult for them to settle 
for the new business. The reason why the leaders of 
Haotian Electrochemical can take root locally is that we 
don’t promise them a higher position. When they create 
wealth, they get economic rewards. This way, they will 
focus on the long term instead of the short-term 
development. From the very beginning, we should be 
prepared to stay, because this industry is moving to the 
north and the west of China and we cannot survive unless 
we take root locally. We don’t promise people higher 
positions like state-owned company where people can be 
promoted for sure. Instead, at Haotian Group, it is possible 
to move up or down, but we provide people with 
platforms, opportunities and economic rewards. This way 
the team is more likely to settle down and take root. If the 
project goes well, they will get promoted. If not, they will 
get demoted. The leaders can both move up and down. 
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Back home, your position is secured, but in private 
enterprises, your position is decided by your performance. 
(HJGE2)  

·We have good leadership, mature technology and a 
strong team. (HJGE3)  

 

6.3 Comparison with Organizational Change in Other Countries2 

6.3.1 Organizational Change in the Case of a British Construction Company XYZ 
(Burnes, 2004)   

XYZ Construction Company is located in the United Kingdom with 500 employees. It is the 
subsidiary of a multinational enterprise with its headquarter in Europe. XYZ’s main business 
is to provide professional service to key construction projects. Like other typical companies in 
the construction industry, XYZ is in an extremely competitive, even a life-or-death 
environment. Contractors and sub-contractors have so intense disputes that they always resort 
to legal suits. Many attempts have also been made to improve their relations in last decade. 
While relationships among organizations are so adverse, so are relationships within 
organizations. XYZ had been run by an autocratic General Manager until 1996, and 
colleagues feared him as he treated XYZ as his own independent kingdom. His management 
style was so unpopular that many thought it impossible to gain productivity under his 
leadership. As one manager once said: “You couldn’t challenge his authority, nor could you 
speak out, otherwise you would bear the brunt of attack and everything would be made hard 
for you. ” After his retirement, headquarter blamed mismanagement and lack of internal 
cooperation for poor profits. The successor was required to enhance performance and 
cultivate management capabilities within XYZ. And he made it. He reformed XYZ’s 
operation, culture and structure within four years.    
The new General Manager was appointed in 1996. He used to work as an engineer in XYZ 
before he went to other companies in the construction industry. Due to close contacts among 
each other in the construction industry, he still knew XYZ and its employees quite well. As an 
enlightened executive in XYZ, he could enhance performance in the company. Construction 
industry has a tattered reputation for their adverse relationships between contractors and 
sub-contractors (just as XYZ, which is in one specific aspect of construction industry). 
However, this newly appointed General Manager realized that construction industry was 
attempting to change from disputes to cooperation. Hence his approach was to come up with 
initiative that would ensure conflicts would be replaced by cooperation and partnership 
among contractors and subcontractors (Burnes & Coram, 1999). Besides for the company to 
succeed, this General Manager also recognized that external partnership would need internal 
cooperation and team working. To achieve this, a new management style would be required. 
Therefore, this General Manager decided to not only upgrade XYZ’s management, but also to 
transform the company's operation and culture thoroughly.  
LXXXIIILXXXIII                                                        

2 I’d like to express appreciation to dissertation reviewers for their valuable suggestion at preliminary defense. I added 

an emergent reform case of a British construction company, which was based on investigation by professor Burnes (2004). 

Company’s name was anonymized by Burns.  
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As a signal of this new working style and to establish better relationships among managers, 
the General Manager broadened his team of upper management to include some of the key 
employees who were not directors. It was a significant change in a hierarchical and status 
conscious company. The General Manager knew staff (especially high-level employees) was 
mostly highly experienced and competent, and company’s interests lied in retaining instead of 
replacing employees. However, he also believed that behavior and attitudes of employees 
should be changed to upgrade their management skills. His strategy to transform the company 
started from two activities: inject new practice and technology into the company, providing 
better service to customers (so as to enhance overall performance), and change employees’ 
behavior and attitudes, especially those in the management level. He considered these 
activities as correlated, rather than independent plans. New practices, such as customer care 
and cooperation, was not just on technical front, but also on behavior-changing and new 
management skills front. Therefore, the General Manager proposed a master reform plan in 
which all changes to enhance organizational performance (be it new technology, new skill or 
others) shall enhance and promote behavior and cultural changes. And vice versa. Any effort 
to change culture or behavior shall make enhancing performance as its goal.   
It was noted and understood that between 1996 and 2000, there were a series of initiatives in 
organization, management and employees cultivation to enhance organizational performance 
and culture. Main measures were listed on Table 6-3.  

His first initiative was to introduce a small-scale Kaizen program. It was supposed to bring 
the following four advantages: it showed to the organization how to improve rapidly on a 
low/no-cost foundation; it promoted teamwork; it could let manages to entrust and delegate 
employees confidently; it allowed employees and managers to acquire new skills. In a 
traditional company like XYZ, it was by no means easy to introduce new thoughts and 
working methods, especially when they were taken as a threat by managers. But the General 
Manager was enlightening in introducing change to managers and employees and he was 
clear that he is going to commit to that and must succeed in this initiative. In the following 
years, Kaizen was carried out vigorously in XYZ.  
In October 1996 the company also introduced another initiative, which was a "customer care 
program". The purpose of this initiative was to create a positive image to customers through 
teamwork. The normal state was adversity between customers and supplies (contractors and 
subcontractors) within the industry, resorting to law has been usual case scenario and there 
was no customer care. However, this General Manager was clear that future of companies 
depended on good relations with customers, understanding and satisfying their needs. 
Likewise, this initiative combined organizational changes with management development. 
And this initiative was one step forward than Kaizen, the core of which was to change 
organizational culture. It started from key customers and managers. And as successful as 
expected, this initiative was expanded to construction sites after one year.  

Table 18: XYZ’s Key Changes 

 

Date Event 

June 1996 Appointed new General Manager 

Aug. 1996 Kaizen Stage 1 

Oct. 1996 Customer Care Program 



                   

 
 
 

85 

Mar. 1997 Started investment in Employees  

Apr. 1997 Kaizen Stage 2 

Sep. 1997 Expanded Customer Care to construction 
sites 

Jan. 1998 Appointed new roles of construction 
supervisor 

Jun. 1998 Started new SMT  

Nov. 1998 Kaizen Stage 3 

Mar. 1999 Appointed on-site trainer  

Jun. 1999 Redefined XYZ culture  

Jul. 1999 Review Leadership and behavior  

Sep. 1999 Cultivated XYZ team  

Mar. 2000 XYZ team started to operate 

 
New measures were adopted in the following years, including investment in employees and 
redesign of the role of construction supervisor, to ensure that team leaders could be equipped 
with necessary skills, quality and behavior to work closely with customers and fellow 
employees. New measures were also aimed at achieving other goals, including changing work 
habits, improving management on construction sites, and promoting and cultivating team 
culture within XYZ.  
In 1999, XYZ thought it was the time to redefine its culture and structure of change. Just as 
many authors had emphasized, structure and culture need to be aligned, but it takes much 
longer to change the latter than the former (Allaire & Firsirotu, 1984; Handy, 1993). However, 
XYZ changed completely its behavior and routine so much that its culture was greatly 
different from what it was in 1996 when the new General Manager was first appointed. Now 
it moved from recognizing and redefining culture to reviewing leadership and behavior of 
each and every manager. Previous activities opened the curtain to restructure XYZ to promote 
and reflect new working style and cultivate culture.  
The company became more cohesive, open and efficient by 1999. However, its basic structure 
remained unchanged when the new General Manager took over business. XYZ’s headquarter 
dealt with large national projects, while five regional branches were in charge of smaller local 
projects. Each branch had its own function and separate financing, budget, design and 
engineering department. In addition, company headquarter had a human resources department 
to cover the human resource issues in the entire company. This structure led to a series of 
problems: competition between the headquarter and branches; competition and lack of 
communication within branches between departments and functions. Relationship between 
budget and design departments was a particular big issue. While the former was responsible 
for dealing with customers and setting the price for projects, the latter decided the cost of 
project based on its design. Though based on the same construction project, these two 
departments came into frictions and one had to make compromise. The big project was 
always quite complicated that its best operation always ended up in disputes between budget 
and design. However, disputes between two departments were more common. While the 
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budget department thought the design made job complex and cost expensive, design thought 
the budget was unfamiliar with technologies they recommended to the customers. This would 
cause problems to engineering department, which was responsible for actual construction 
process. Engineers sometimes found that while they already started the job, budget and design 
departments still disagreed upon customers’ quotes and demands. But on the whole, XYZ was 
run in a more efficient, better-functioned and friendly environment than four years ago.  
In 1999, General Manager and his assistants started to think about restructuring, the goal of 
which was to remove functional barriers among departments and establish a more 
teamwork-based and process-focused organization. They did not underestimate the difficulty 
of the change, and it required a complete restructuring within and among departments. It 
would reduce the power of regional managers and consolidate departments in the headquarter. 
The General Manager also recognized that these changes could give rise to frictions and 
resistance. He also knew that XYZ lacked plan and skills to implement these changes. 
Therefore, he hired a consultant to fill in inadequate experience. After discussions with 
consultants, a five-stage change process was determined: 

    (1) Change readiness audit, 
    (2) Evaluation and planning workshops,  

    (3) Communication, 
    (4) Implementation and team-building, 

    (5) Evaluation.  
Stage 1. The consultant was responsible for change readiness audit to verify key issues and 
concerns which need to be solved. This included face-to-face interviews with all senior 
managers, interviews and discussions with other staff from all levels of XYZ. It also involved 
SWOT interviews, showing that in spite of common failings in the company, few recognized 
with the new structure and many feared that changes might cost them positions or careers, and 
they were especially worried that multi-functional teams in the new organization structure 
would reduce the number of departments. However, the audit also showed that managers and 
staff trusted and respected the new General Manager. They also felt that changes in the past 
three years brought positive results. In addition, there was a strong sense of confidence in 
XYZ that no matter how the changes are to be done, they could achieve them. The SWOT 
exercise showed that staff all recognized that XYZ boasted strong technical background, but 
lacked team collaboration and entrepreneurship. Especially staff in regional branches felt that 
new business was easily lost. They also felt that their skills were under-utilized by being 
devoted too much to small projects, not having access to big ones. The findings of evaluation 
were printed, then the second stage of the change started, marked by the beginning of 
evaluation and planning workshop.  
Stage 2. Altogether five all-day workshops were being held over a two-month period. These 
workshops were aimed at establishing a set of criteria to evaluate alternative structures and 
plans, test them against evaluation standard, choose a preferred structure and develop plans 
for implementation. This is an interactive process. Even for already recognized evaluation 
standards, they still might be challenged and amended in the following discussion. Similarly, 
once a preferred organization structure was determined, it might still be subject to amendment 
if there was any problem unconsidered before. At the end of each workshop, participants had 
agreed to adopt a series of actions, the key of which was to discuss what had emerged from 
the workshops with their colleagues. A newsletter was issued after each and every workshop.  
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The first two workshops were limited only to senior management team (SMT), while the 
remaining three were for the SMT and next layer of management down, about 15 to 20 more 
people. The result of the audit showed that a series of evaluation standards and process of 
generating alternative structures were developed. After the first workshop, the preferred 
organization structure was basically determined. At the end of the second workshop, it was 
agreed that the new organization structure should center around three core activities: get the 
project, complete the project and collect the money. It was also agreed that it was important to 
maintain regional branches and their staff should be merged into the new structure. As a 
matter of fact, the new organization structure was a flat, process-oriented matrix, and staff in 
the regional branches was responsible for both regional managers and process managers in the 
headquarters. While for the staff in the headquarter, their line managers and process managers 
were the same. It could be expected that the new structure could not have been formed 
without so many discussion, disputes and self-reflection. The SMT also realized that this was 
probably the most radical change and was likely to meet the most resistance from both 
regional managers, whose power would be reduced greatly and functional experts from 
budget and design departments, since they had to be merged to establish “get the project” 
team. Moreover, it was obvious that many directors were reluctant to see their departments 
dismantled and positions threatened.  
The first of the remaining three workshops was to present new participants their proposed 
organization structure, test it and amend in certain circumstances. The other two workshops 
were devoted to concentrating on and paying attention to details in implementing the new 
organization structure. This covered almost all issues: new job descriptions, direct leaders, 
ways of communication, team-building, etc. The latter exercise was very significant, and the 
goal of which was to ensure that after restructure, employees could work as a team and 
collaborate with each other, instead of establishing a new set of functional barriers. At this 
point, the new “XYZ team” and its new organization structure were fully agreed upon and it 
enhanced their sense of honor. There were also many discussions and consultations with staff 
in the rest of the company. By the end of the second stage, almost all managers and 
supervisors were involved in the process. By November 1999, XYZ was ready to 
communicate their new organization structure internally and externally (to both parent 
company and clients).  

Stage 3. The communication stage was short but intense. SMT members undertook the task to 
visit all areas of the company and interpret the new organization structure and its influence on 
employees in XYZ. There were already newsletters and related information on company 
intranet, and these face-to-face communications was targeted at groups of disputed staff about 
changes. They also raised some questions, mostly about details that need to be solved. But 
generally speaking, new organization structure received extensively positive responses and 
then came the implementation stage.  
Stage 4. Three months after rolling out the new organization structure, basically all changes 
were implemented pretty soon, but some took longer time, such as moving staff from one 
department to the other, altering office accommodation, and training managers to take on new 
roles. Also, the intention was to ensure that all managers and supervisors, including those on 
sites, should attend workshops on XYZ team construction. Although, as expected, there were 
some disputes and unforeseen issues. By the end of March 2000, new organization structure 
was determined as a whole and was running with no remarkable issue.  

Stage 5. In April 2000, all senior and middle level managers held a two-day meeting, the topic 
of which was to evaluate existing achievement of the change, identify issues that need to be 
solved, and ensure that the structure would be sustained, and that staff completely stay away 
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from original working pattern. As a part of this process, each manager was required to lead 
the staff to enhance efficiency, accept new organization structure and strengthen team 
building. These were all written on the paper and printed out, pinned on the walls so that 
everyone could see. During these two-day meetings, managers felt exhausted because they 
just went through a period of major upheaval and as one of them said, they needed a period of 
consolidation. At the end of two-day meeting, they not only fully recognized that new 
organization structure worked well, but also hoped that organization structure could be further 
improved through a series of new changes. (Burnes 2004) The above case provides a very 
good example of emergent change abroad.   

 
6.3.2 Comparison between HTD and XYZ 

This case by Burnes (2004) gave us a good illustration of emergent change experience in a 
foreign country. Comparison between changes in HTD and XYZ showed common but 
different issues. 
1. Similarities: 

    (1) They all prepared beforehand for the changes, as reflected in Figure 7-1, which could 
also be seen in XYZ, this case conforms general rules. (2) The majority of organizations 
changed structure and then culture, but XYZ changed culture first, which was in line with the 
theory model proposed by this case, that is, to establish a framework at the beginning of 
change. When changes gained momentum, we should change culture first and concepts, 
rationalize disputes and problems, solve disputes and problem, and then change structure. 
From this point, XYZ goes along with the company in our case. (3) XYZ and HTD share 
similarities in gaining trust internally and externally, creating good momentum, solving 
disputes and resistance.  
    2. Differences: 

    (1) In terms of the time of change, one was in the rising period and took the initiative in 
organizing changes; the other was in its decline and was forced to promote changes. (2) In 
terms of the types of enterprises, one was the establishment of a new enterprise; the other was 
rehabilitation of an old one. (3) In terms of internal and external environment, one was in a 
rising industry with few internal conflicts, with strong cohesion and good external 
environment; while the other was in a declining industry with problems within and outside of 
the enterprise, and operated with difficulties (as in Table 18).  

Table 19: Comparison between HTD and XYZ 

 

 
Simi- 

larities 
 

 HTD XYZ 

External 
Trust 

Trust and respect from top 
to bottom 

Customer care program 

Internal 
Trust 

Conversations and career 
planning 

Investment in employees 

Momentum Created momentum and 
followed the trend 

Created environment in stages 
to facilitate changes 

Resistance 
& 

Big Big 
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Disputes 

Model Typical 7-1 Similar to 7-1 

 
 

Differ- 
ences 

Time In rising period In declining period. 

Type of 

Enterprises 

Establishment of a new 
enterprise 

Rehabilitation of an old 
enterprise 

Internal 
Environme
nt 

Good, with few internal 
conflicts and strong 
cohesion 

Deteriorating, with strong 
internal conflicts and little 
cohesion 

External 
Environme
nt 

Fairly good, with good 
image and high reputation 

Not good, with operation 
difficulties 

Initiative Voluntarily Forcefully 

Industrial 
Trend 

Rising period Declining period 

 

6.3.3 Organizational Change Process 

Successful practices of change are based on thorough research and deep analysis about current 
situation. There is no doubt that changes come from the need of enterprise to adapt to the 
environment, which means that the first step of managers is to analyze internal and external 
environment of enterprise (its status quo), and then establish expected goals, roll out measures 
and implement them. Whenever there is resistance, new disputes and problems, the 
organization should re-establish its measures, and then go all over the process of 
implementing and analyzing results, and finally compare and give feedback, declare success 
or failure of changes. i.e., Organizational Change Process, as shown in Figure 23: 

 

 
Figure 23: Organizational Change Process 

 

Identify goals 
(expected 
results) 

Analyze status 
quo 

Establish 
measures for 
the change. 

Rigidly 
implement 
measures 

Analyze 
results 

Compare Give feedback Changes 
Achieved 

Changes fail 

Evolve 
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It could be analyzed that the first two steps lay the foundation for changes, and are important 
and cannot be overlooked. However, in practice, we always hope to find a regular pattern to 
identify relations between measures and results of changes (that is, the pattern between step 3 
and 5), so as to predict which measures could lead to satisfactory results. Once this regular 
pattern is found, related measures could be adopted.   

Undoubtedly, there is a premise that measures for changes could be implemented fairly well, 
as if then we could completely control direction and results of changes. However, people tend 
to neglect the fact that thorough analysis and deep understanding of the status quo is not only 
the foundation to determine whether the organization would change, what and how to change, 
but also the standard to verify the results of changes. No matter what the result is, it should be 
compared to the status quo to see if changes have made impacts, and then be compared to the 
goals to see whether measures are appropriate and need to be improved. This requires that we 
attach importance to both the analysis and understanding of the status quo. Therefore, we 
should conform to the first rule of changes: understanding changes must start from 
understanding the status quo.  

 

6.4 Introspection on the Process of the Change   

I still recall an American blockbuster that tells a story of American soldiers trying to save 
their comrades prisoned in Vietnam during the Sino-Vietnamese war. In order to succeed, 
they practiced the rescue for several times in a simulating concentration camp and discussed 
every possible scenario that may happen in the real action. Those well-trained American 
soldiers went through great hardships and planned deliberately before the actual combat, 
feeling rather confident. However, on the action day, as soon as the paratroopers landed, they 
were discovered by the Vietnamese soldiers and cornered. The American soldiers all went 
blind by gunshots coming from unknown directions and completely lost their way. The team 
went into a total chaos and the rescue plan failed badly; only three of them survived in this 
action and managed to make their way back. This story shows that: changes could not be 
planned. When faced with sudden changes, how to move with the change, improve 
adaptability, enrich knowledge reserve and enhance team performance are all challenges 
facing us, which will need our front-line staff to constantly make improvement, summarize 
lessons learned, enhance communication and improve synergy under fast-changing and 
complicated circumstances. It is not a lone battle, but a coordinated operation which requires 
us to take full advantage of local resources, keep researching, and make constant integration 
of local resources into synergy; only in this way can we turn disadvantages into advantages, 
gain a substantial foothold and achieve success.    
    As is well known to all, the probability for making a successful organizational change is 
quite slim because it is subject to many factors which can shift the direction; among these 
factors, there are decision-making mistakes, insufficient planning and wrong choices of 
methodologies. It would be an interesting assumption to redo the change of the organization 
studied by this paper because there should be many places that could be improved, 
summarized and optimized. Of course, some decisions in the change are good experience for 
followers in the future to learn from while some measures are, to a certain extent, not the best 
choices which should be corrected for a better result; at the same time, some changes will 
need to be considered case by case; some should have been better planned to achieve a more 
fruitful result.  
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 6.4.1 Introspection on the Major Decisions of the Change   

Looking back at the course of the change, in terms of major decisions, such as the overall 
strategy, objectives and direction, they were all correct. The change has taken into 
consideration state’s industrial policies, overall direction and objectives; there has not been 
any major deviations in the environment; as for the conflicts and resistance between the two 
partners and those issues lack of mutual understanding, from the point of the organizational 
planned change, one can never make a perfect prediction to cover them all, neither can one 
wait until all the issues being settled before they start the change. The original plan brings 
many changes and for problems arisen in the course of the change, we are going to solve them 
in the course of the change. No matter what difficulty or resistance arises in the course of 
change, the organization can come to the original point in the end and bring the change into 
the right track without deviating too much from the main road and direction. Therefore, from 
the perspectives of the main road and direction, the plan of the change has been careful and 
thorough. See Table 19.   

Table 20: Introspection on major decisions 

 Planning before the change Introspection after the change 

Time of the 
Change 

External environment: 

Focused on the industrial policies 
set by the state when setting up 
objectives, direction and strategy  

External environment:  

consistent before and after the 
change 

Internal options:  
Mode one: change at local level. 
Lack of resources and room for 
development.  

 
Mode two: change at a different 
location 

Plan 1: set up a solely-invested 
company 

Pros and cons: the benefit is that 
the owner and the operator are a 
unified body, which can be very 
flexible in how to operate and 
when to shut down the business. 
The downside is lacking of 
financial resources and weakness 
in facing risks.  

Plan 2: Set up a Joint Venture 
company with a state-owned 
company 
Pros and cons: the benefits lie in 

Internal options: 
Mode one: change at local level. 
Still not an option.  
 

Mode two: change at a different 
location 
Still the best option after making 
introspection on the past 
experience.  

 
Mode three: cooperation with a 
private company  
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the standardized management, and 
advantages in technology, 
management and resources. The 
downsides are inflexible 
mechanism and system, prolonged 
decision-making and slow 
response, which may result in loss 
of opportunities. It’s hard to reach 
mutual complementation for the 
two parties share similar strengths 
and weaknesses. 

Plan 3: Set up a Joint Venture 
company with a private company 

Pros and cons: the benefits are 
flexibility in system and 
mechanism, complementation of 
resources. The downside lies in 
the big difference in management, 
culture, philosophy between two 
companies which may prolong the 
period of adjustment. If the two 
parties can fit in well with each 
other, the JV will develop well; 
however, if the fit-in is not good, 
it may bring many conflicts and 
problems, which may even bring 
the JV business to an end. This is 
a plan of great opportunity but at 
the same time, of great uncertainty 
and risk.  
Plan 4: Purchase a local company 

Pros and cons: the benefit is that 
the buyer can quickly acquire all 
resources; the downsides are the 
huge costs, operating burdens and 
higher risks.  

The choice of strategic partner:  

At the early stage, the organization 
in this case was only trying to seek 
opportunities in northwestern 
areas to extend its development of 
calcium carbide chain; it didn’t 
have a clear idea of setting up a 
Joint Venture and finding a 
partner.  

However, the origination and its 

The choice of strategic partner:  

This organization in this case is an 
grafting of a state-owned company 
and a private company. Through 
reorganization, a mixed-ownership 
JV company was set up, which 
also follows the trend of the 
reform led by the state over 
state-owned companies. The key 
to a successful integration is to 
choose the right strategic partner 
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partner met by chance and 
immediately held mutual interest 
since that the two parties had 
complementary resources.   

to draw upon each other’s 
advantages. In this regard, this 
integration is successful. The 
Chairman of the partner company 
is of high personal quality and 
good insight; he has established 
his authority within the company 
and is decisive in problem solving, 
which all laid a solid foundation 
for the new enterprises. At the 
same time, the highly 
complementary feature between 
the two parties also contributed a 
lot to the success of the change.  

 

6.4.2 Introspection on Methods of the Change 

Looking back at the methods of the change, although the organization in this case did a 
thorough planning in advance, many plans were not very practical in real situation. Some 
methods might seem good and feel scientific, but lots of unexpected issues have arisen during 
the process. The organization made proper adjustments; in some cases, it even abandoned the 
original plan and worked out a new one to deal with new circumstances, conflicts and 
resistance. In the end, the change achieved success. See Table 20.  

Table 21: Introspection on methods of the change 

Problems of the 
methods 
 

Pre-change plan Post-change introspection 

Complexity in 
starting a business 
at another location 

Lack of in-depth plan before 
the change.  

 
The organization was 
exploring market on its own 
in a brand-new 
environment. Many detours 
were taken. 

The difficulty to start a business 
in a new place is far beyond one’s 
imagination. Differences in 
environment and culture, how to 
integrate a state-owned company 
with a private company, how to 
enhance mutual understanding, 
mutual support and mutual 
respect, require time and efforts. 
Due to insufficient preparation, 
when working with the private 
company in the beginning, the 
organization in this case was 
arrogant over its partner because 
it considered itself more advanced 
in technology and management; 
the status of state-owned also 
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gave it a sense of superiority over 
private ones.  

Research in a 
remote place and 
establish 
bridgehead 

1. The choice of the partner, 
the long-term development 
and the economic 
wellbeing, along with other 
factors, were the focus areas 
of the case company during 
the research before the 
change took place. However 
at the same time, 
environmental and cultural 
factors were being 
neglected. Time allocated 
for setting up the 
bridgehead was also 
relatively short, being only 
4 months. Testing water, 
setting up bridgehead and 
negotiating with the partner 
almost took place 
simultaneously.  
 

2. The communication skill 
of both partners’ managers 
is not good enough; both 
parties were paying great 
attention over trivia and not 
willing to make the smallest 
sacrifice. Instead of 
focusing on the big picture 
and strategic thinking, too 
much time was wasted 
arguing with each over just 
a penny. Both parties did 
not consider a replacement 
of their negotiators. The 
adjustment period took a 
much longer time of 8 
months; there were times 
that the negotiation almost 
went into a deadlock with 
conflicts, problems, 
resistance suspending and 
deteriorating, which created 
many negative impacts to 
the development of the 
company. 

1. Select the best talent and build 
up a top-class team. A great 
amount of time for adjustment 
could be saved if both parties 
took more consideration when 
selecting members of the higher 
management, because the 
management team should be the 
key. A unified and resonated team 
is irreplaceable to a good 
business; if the team is 
unorganized and divided, the 
team they are leading must be 
even worse. Both parties should 
make the right choice of the right 
people to lead the team.  
2. The selection and choice of 
people is the key to the change, 
because every step of the change 
requires a high-quality 
management team to lead and 
realize goals. Looking back, the 
biggest resistance was the gap in 
the vision, mind, and caliber of 
the senior managers assigned 
from both parties. When deviated 
from the objectives and 
directions, their capability to 
control the situation and make 
corrections, as well as keep 
continuous improvement were 
insufficient.  
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Deviation between 
organizational and 
personal 
objectives 

Before the change, 
expectation was to meet the 
target and standard in 
production, make profits, 
and to increase employees’ 
income and wellbeing.  
However, on the one hand, 
production was far from 
meeting the target, which 
resulted in the failure of 
organizational objectives; 
on the other hand, 
employees worked hard day 
and night but end up not 
being paid; the morale was 
extremely down considering 
that most people came from 
thousand miles away to here 
with one simple goal – to 
make more money and 
improve their families’ 
living conditions. This was 
the major contradiction at 
that time, which should 
been tackled at the budding 
stage, rather than waiting 
until it has been escalated 
and intensified. In a new 
environment, people’s 
expectation will change, 
thus, new contradictions and 
problems will arise, causing 
huge pressure for 
organizational change. 

Employees are sensitive over the 
pains and gains when working 
away from home, therefore, the 
company should not manage them 
in traditional way; instead, 
methods applicable to the new 
environment should be adopted 
and adjusted constantly to boost 
morale and encourage employees. 
For a company, it should always 
ensure fair payoffs of its people.  

The quality, demands, and 
expectations of different people in 
a team can cause unpredictable 
challenges; therefore, one of the 
core tasks is to integrate and 
transfer small and individual 
expectations into larger and 
organizational expectations, to 
create alignment between 
individuals and the organization.  

Problems in the 
system and 
mechanism 

1. Lacking of preparation in 
solving contradictions in the 
system and mechanism. Due 
to the fact that one is 
state-owned and the other 
private, differences in the 
system and mechanism of 
the two were unavoidable. 
Since both parties do not 
have similar experiences 
before, they were not fully 
aware of the potential 

The process of planned change 
and of evolutionary change 
should be controllable for an 
organization in change. For 
example, if all the systems and 
rules could be discussed 
thoroughly to be more scientific 
and normative before hand, 
consensus could be reached and 
the change could be rolled out 
more easily and smoothly, with 
less conflicts and resistances in 
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contradictions and problems 
during the process, which is 
an inextricable problem in 
planned change.  
 

For decision-makers from 
both sides, they were 
crossing the river by 
touching the stones, 
meaning, problems were 
solved along the 
development of the 
situation.   

 
2. During the organizational 
change, the company was 
not paying enough attention 
to the differences; they 
declared the battle without 
bearing a clear designation 
of authorities and 
responsibilities, causing a 
lot of resistance. At that 
time, every effort was made 
to meet production target 
and standard, with very 
little attention paid to the 
internal management; 
conflicts frequently arose 
from the mechanism and 
system, because this was the 
major difference between 
state-owned and private 
companies. 
 

3. No efforts were made 
before the emergence of any 
problems; instead, it was 
more like locking the stable 
when the horse has fled 
away.  

the process. 

 

Reserve of talents 
and job rotation 

As the result of 
unpreparedness and lack of 
talent reserve, talent gap 
emerged.   

 

If things could be done in a 
different way:  

1) Create a local talent pool 
during the construction phase, 
recruit locally, provide more 
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1. Developing from one 
organization into two, both 
the management and 
technical teams face the 
process of mentoring and 
training new employees to 
support the rapid 
development. For the 
existing company (as the 
base camp), it not only had 
to ensure the stability of the 
whole team by maintaining 
the core strength in 
management and 
technology, but also had to 
supply a large number of 
technical and managerial 
staff to the northwest (the 
new camp). For at least 
three months, the talent 
depletion in management 
and technology worsened 
the situation and adversely 
affected product’s quality in 
the new plant. New 
employees were constantly 
supplied from the base 
camp to the organization in 
change; not only elite 
technical teams were 
dispatched to the 
northwestern frontline, even 
many workshop level 
workers were also assigned 
from the base camp 
(because the local hired 
workers were of low 
quality; their dialect was 
hard to understand; their 
attitude was idle and lack of 
responsibility; the local 
workforce was quite 
unstable and frequently 
caused the workshop 
short-staffed). After three 
months of adjustment, 
smooth operation, standard 
management and stable 
workforce were achieved.  

training to achieve localization of 
talents instead of merely 
depending on the supply from the 
HQ;  
2) Three-month rotation was too 
short; before one becoming 
proficient with one position, he 
would have to rotate to a new 
position to start learning of the 
new trades, people and in a new 
environment all over again. In 
principle, rotation period should 
last for at least half a year, or to 
be over one year.  
3) Couple should be encouraged 
to come together. Due to the 
special characteristics of 
state-owned company, many 
couples are working with the 
same company).  
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2. The job rotation period 
was too short, at only three 
months, which were not 
enough for one to be 
proficient before being 
moved to a new position. It 
also increased the difficulty 
of management.  
 

Plan and 
Evolution 

1. Before the change took 
place, there was a relatively 
systematic planning over 
the construction period; 
however, the original 
change plan was forced to 
be altered under the 
pressure from the 
shareholders.  
 

 “It was out of our 
expectation in terms of the 
scale and size of the work; 
we were overwhelmed. Two 
furnaces went on-line 
shortly followed by another 
two. Four furnaces were 
almost running 
simultaneously. The 
original plan was to run 
only two in the first place; 
the other two would only be 
taken on-line after we meet 
the production target. 
However the partner 
insisted on making 
maximum profits by 
running them altogether. 
With pressure from the 
shareholders of cooperative 
party, and from the industry, 
we speed up the 
construction of the other 
two furnaces. （HJGE2） 

2. We planned to start the 
gas-burning limekiln project 
after the main construction 

If things could be done in a 
different way,  
1. The organization in this case 
should persuade the shareholders 
to stick to the original plan 
instead of following their 
suggestions. The operation of 4 
calcium carbide furnaces caused 
severe shortage of human 
resources. Along with the 
unpredictable difficulties and 
resistances from remote business 
running, the already fragile team 
suffered even more during the 
change.  
2. The construction of the 
gas-burning limekiln could be 
started ahead of the plan. In fact, 
the calcium carbide furnaces 
along with the main workshop 
were constructed before the 
limekiln, which resulted in a short 
supply of provisions. If the 
construction of limekiln could be 
conducted at same time with, or 
even before the furnaces, the 
change could benefited in various 
ways, including 1) to make up for 
the shortage of lime supply in the 
market; 2) the start of limekiln 
could both meet the internal 
production demand and external 
demands form the market or other 
calcium carbide makers. Upon the 
completion of the four furnaces, 
there would be enough 
high-quality raw materials to 
support the running of them, 
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finishes, and purchase raw 
materials in local market 
after the equipment are in 
work. While in practice, the 
lime bought from the local 
market failed to meet the 
quantity and quality 
standards, making a huge 
impact on our production.  

which would also give more 
insurance of the products’ quality.  

Communication 
among decision 
makers 

The frequency and purpose 
of the communication 
among decision makers 
were not clear before the 
change took place.  

 
In the beginning, leadership 
was not exerted from the 
team. When facing with 
problems, the adjustment 
period lasted long. The 
communication was not in 
time and effective; even 
with the replacement of 
some senior managers, the 
communication did not 
catch up in a timely manner, 
which brought about 
negative impact. 

1. Establish communication 
mechanism with senior 
management team in a timely 
manner. Touch-based of major 
problem, emergency and daily 
routine should be carried out 
among decision makers. 

2. In organizational change, sense 
making plays a core role. For a 
JV company, especially formed 
between a state-owned and a 
private company, should face 
many new situations and 
problems, not to mention in a 
totally strange environment. Less 
resistance would be met in the 
process of the organizational 
change if communication and 
coordination could be made in a 
more timely and efficient manner 
to identify problems and gaps in 
the first place via sense making of 
the leadership. It is even more 
important that senior management 
should enhance their 
communication and coordination 
to exert the power of leadership.   
 

3. The problem in the senior 
management should be solved in 
the first place. A high level of 
consistency should be achieved in 
terms of the staffing, structure, 
system and culture, which would 
need clear and thorough 
consideration, prioritization, 
preparation and communication 
between senior managers of both 
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parties before the change, in order 
to bridge gaps, solve conflicts and 
problems, share mentality and 
unify approaches.  

Integrity and 
complexity of 
filed theory 

1. The integrity and 
complexity of filed theory 
are something most likely to 
be neglected in a new 
environment, especially 
when you are doing things 
you are good at. Many 
resistances come from the 
difference in environment, 
culture and people, which 
will greatly hinder the 
progress of change. This 
may be predicted during the 
plan, but it is a totally 
different story in real 
combats. There were times 
that a simple work plan 
failed to be pushed forward 
for unknown reasons, only 
to realize that it was the 
consequence of an 
environment-related factor.  
2. The team underestimated 
the difficulty. They thought 
they were doing an old 
trade, in which they had 
managerial and technical 
advantages, as well as 
experience in plant 
construction. In addition, 
they were also confident 
with their team and believed 
they would start up a 
prosperous future in no 
time. However, the change 
of environment, cooperation 
with the new partner and 
working as a new team just 
got started, many 
unexpected difficulties, 
resistances and setbacks 
emerged and slowed down 
the progress. Some 
difficulties would trigger a 

To complicate a problem can be 
helpful, because one can make 
sufficient preparation in mind; 
sufficient mental preparation will 
better help one overcome 
difficulty and problem in the real 
situation. 
 

Part of organizational change is 
predictable while part is not; 
therefore, it is not a right move to 
neither fully adopt planned 
change nor evolutional change. 
Instead, these two ways of change 
should be applied together in an 
ascending spiral according to a 
specific situation to push forward 
the progress of change.  
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domino’s effect, one 
problem led to another, 
which required solution to 
mend the system to fix the 
root cause; or else, it might 
only solve one problem to 
bring up another one. The 
solution of one single 
problem was no the end. For 
example, poor quality of the 
product will lead to failure 
in QAQC, which will 
require overtime work to 
make up for sub-standard 
products while not 
increasing workers’ pay; 
this in the end will make it 
increasingly difficult to get 
new hires, which will hurt 
the trust from the partners; 
lack of trust between 
partners will damage the 
morale that may result in a 
vicious circle and disturb 
the team’s mentality; lack of 
mental stability may bring 
higher turnover rate that 
will threaten the smooth 
operation of the project.  

3. Only one core team 
should be maintained in the 
leadership to ensure 
unification. “At that time, 
there were at least three or 
four core teams in the 
leadership: the partner team, 
the operation team, and the 
institution team; people 
were not banded together 
into a rope but.” （HJGE3） 

It is impossible to solve 
systemic problem without 
planning ahead.  

Staff-participated 
management  

It was more like the 
Pyramid Management, 
which lacked preparedness 
for staff-participated 
management.  

The success of external 
cooperation greatly depends on 
internal support and synergy. It 
should start from the internal part 
when solving problem and 
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For new contradictions and 
problems emerged during 
the change, frontline staff 
had the biggest say. By 
actively involving frontline 
staff in the decision-making, 
collecting their reasonable 
suggestions could greatly 
move the change progress 
forward. With unstable 
mentality, insufficient trust 
between partners, problem 
in the supply of raw 
materials and inclement 
climate, the morale was 
quite low. When faced with 
a problem, they tended to 
find excuses instead of 
finding the cause.  
Both partners took blame on 
each other, instead of 
reflecting on one’s own 
problem; as a consequence, 
the team could not 
communicate and the 
problem was not solved 
smoothly. The core issue 
was the failure to solve 
frontline problems through 
effective measures in a 
timely manner. 

dealing with new situation during 
the change. Staff participation 
should be encouraged for their 
suggestion; brainstorming could 
be adopted to widely collect 
opinions from staff. Internal 
changes and changes from 
individuals will bring impact to 
the change externally; therefore, it 
is very essential to focus on the 
internal change.    

Reciprocal 
transformation 
between planned 
and evolutionary 
change 

Change in marketing 
strategy: 
1. Before the change, the 
plan was to sell all products 
(100%) to the locally based 
Beiyuan Chemical, China’s 
biggest consumer of PVC 
made from calcium carbide. 
It was also one of the 
biggest drives of this 
change.   

 
2. The timely adjustments 
between planned and 

Tracing the source, the company 
was under-prepared for the 
planned change; therefore, it was 
at loss when problems happened 
during the course of the 
evolutionary change. If things 
could be done differently, more 
consideration would be taken, 
instead of just relying on the past 
experience and taking on blind 
action of following old patterns. 
More active methods should be 
taken to enhance investigation 
and result and blend well into the 
local culture by befriending with 
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evolutionary changes were 
because that the plan was 
made on previous 
experience. Later on, it was 
realized that the 
single-buyer could pose 
many restraints, like putting 
all eggs into one basket. The 
intention of selling all 
products to one buyer was 
to lower transportation cost; 
however, many side effects 
were neglected. A new plan 
of evolutionary change was 
made later; 30% of products 
were sold to Beiyuan 
Chemical, with the other 
70% sold to Shandong, 
Shanxi, Henan and other 
provinces. Although 
transportation cost had 
increased, sales revenues 
also witnessed a rise. The 
original marketing strategy 
in the change was altered in 
the end.  

private companies at local level.  

The sense of superiority in some 
team members’ minds must be 
discarded from the beginning. 
Candid opinions and suggestions 
from the partners should be 
embraced, also, local cultural 
features and customs could be 
integrated to shorten the path.  

Structure of the 
Organization  

The structure of five 
departments and one center 
was also inherited from the 
management mode used 
before the change. The 
communication was not 
enough, which resulted in 
partners’ feeling of not 
being respected. In the real 
situation, it caused many 
unnecessary discomforts.  

More census and mutual 
understanding should be reached 
to reduce frictions and resistance.  

 

 
Below are some of the key conclusions: 

1) In terms of balanced efforts: many efforts were made in the management and operation 
while less was put into the understanding of local culture, custom, management style, 
interpersonal relationships and even the hidden rules.  
2) In terms of the environment: the coldness of winter in the northwest was underestimated; 
although the construction was finished on time, due to inclement weather, concrete was too 
cold to pour and many equipment could not run in coldness. 

3) In terms of the influence of the company, the organization is quite well known in Hubei 
province and within the industry across China, however, in Fugu county of Shaanxi Province, 
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a remote place far from the reach of mainstream mass media, it becomes a company unheard 
of by the locals. So it took efforts to build up reputation in the first place. 
4) From the perspective of the “Five Forces Analysis”, the organization in change did not 
have any bargaining power. In the beginning, high price could not get high-quality lime due 
to lime shortage in the market. It was not even taken into consideration to use local staff to 
crack down this problem, let alone the lever effect of resources; therefore, some easy things at 
local level could become something really tough in a new place. The organization had taken a 
lot of detours in order to get rid of the resistances. There was a time when it felt like walking 
in the darkness, desperately, even thinking about giving up.   

Some indications from the process of the change: 
(1) When the internal and external environment are relatively stable, or the change of 
environment could be accurately predicted and simulated by decision makers, more 
characteristics of the planned change were revealed. For example, at the early stage of the 
change, how, why, when and who to make the change were made clear by the leadership; 
looking at the milestones after the change, some traces of the planned change were quite 
obvious.   
(2) When the internal and external environment stand relatively dynamic, unpredictable and 
uncertain, it is more suitable to take evolutionary change. More characteristics of the 
evolutionary change were also revealed. For example, when the plant started running, 
abnormal situations like the blockage in the furnace inlet and overturning calcium carbide in 
the furnace made big headaches for everyone; although over 200 key members were 
dispatched to support the new plant in Shaanxi Province, the brand-new environment, 
equipment, raw materials (lime) and everything made everyone out of means, even the top 
class team in industry felt at a loss. The frontline team could only “cross the river by touching 
the stones”, not knowing what’s coming for them. By solving ongoing problems along with 
the development, the company went through the most difficult time.  
(3) The planned and evolutionary changes can transform and convert which each other along 
with the changes in environment. The planned change is like a birdcage, meaning to change 
within the set framework and direction. Planned change usually sticks to the set plan, 
objectives and direction. However, it is very difficult to set the direction for an evolutionary 
change; instead, it changes with the change of the environment.  

(4) Leadership sense making plays a vital role. For the advance force sent to the frontline, if 
the morale stood low, it would create a domino’s effect, making it impossible to lead other 
hundreds of staff in the future. It would also nullify the company’s developing strategy, which 
is to explore opportunities in resource-concentrated places. Leadership team realized the 
seriousness of the problem and met several times, coming up with the following measures: 
pay great attention to people’s mentality to persuade and convince employees. During the 
initial period of the business, there were many people like Song Pan; they have aged parents 
and young children at home and were taking them as excuses for not going to the new plant. 
The leadership team, by carefully considering individual cases, contradictions and problems, 
with firm heart and confidence, worked together to change the mentality of the staff. At the 
same time, frontline shifts were also involved in the work of mentality change. Of course, 
strict rules were also stipulated that anyone who “ran away” without solid grounds would be 
put on “a vacation” (which means removing from the current position and waiting for further 
notice). After patient work on mentality and implementation of strict disciplines, the team was 
finally stabilized.  
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From the analysis of the case, which integrated both planned and evolutionary change, one 
organization could proceed in the planned direction while it could also deviate from the 
original track; it might achieve the set target while it might also find new opportunities and 
create more targets beyond the set ones. Haotian Group also handed over its coal plant and 
ferrosilicon plant to the management team of the organization.  

What is clear from the preliminary analysis above is that although planning is important for 
keeping the change on the right track, internal and external environment could also 
complicate the situation, for not everything in every situation could be planned. Taking 
initiative and being innovative in the evolutionary change was successful in many short and 
quick tactics. However, from the perspective of the overall situation, it was not applicable. In 
this case, the implementation of the organizational change was not a linear, static process; 
instead, planned and evolutionary changes were intertwined in the process.   
From the analysis above, this paper believes that a constantly emerging process of planned 
and evolutionary changes is what happens in a real situation. Planned change has set the basic 
direction and theme while the evolutionary change functions as a flexible responding 
mechanism to solve those continuously emerged problems and difficulties. Followed are the 
specific manifestations:  

1) Stable and predictable environment can better enable the planned change to realize its 
objectives;  

2) Complicated, dynamic and unpredictable situation can fail a planned change; thus, 
objectives of the change can only be achieved through evolutionary change.  

3) Planned and evolutionary change can convert from and into each other along with the 
changes in environment.   

4) Leadership sense making on management issues are the link between planned change and 
evolutionary change.  

5) Leadership needs to reflect on its behaviors and strategy, and even on the objectives and 
plans of the change through sense making, to deepen understanding of the problems in the 
change, refine and detail change plans on the basis of specific problems, clarify change plans 
and objectives, and to direct the next move in the process of change.   
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Chapter VII Conclusion and Prospect 

Enterprises are faced with evolving environment. When changes in environment have 
impeded continuous development of enterprises and posed threat to their survival, the first 
thing comes to managers’ mind is to launch efficient organizational changes immediately to 
adapt to environmental changes, in order to survive and develop in fierce market competition. 
However, statistics show that nearly 2/3 of organizational change ends up in failure, and 
causes colossal loss in employee and economy! It shows that successful changes are valuable. 
Then what are successful changes? What are the criteria to evaluate these changes? It is better 
for us to summarize experience and learn from others’ mistakes by analyzing successful 
organizational changes, so as to provide reference for enterprises from similar background, 
and provide suggestions for self-adjustment of enterprises.  

 

7.1 Revelation and Innovation from Literature 

In a fast-moving and unpredictable environment, organizational changes are one of the most 
significant issues facing enterprises. As a matter of fact, it is currently stated that over 60% of 
reported change projects failed. And there is also much debate about which approach to 
change is the best (Burnes, 2004). 
From 1950s to early 1980s, organizational change was dominated by planned change (first put 
forward by Kurt Lewin). According to Lewin, planned change is from top to bottom, 
compulsory, sets up detailed plans about changes, and regards changes as analyzable rational 
process, could be used in all organizations, and is the best way to change. However, in the last 
two decades, evolutionary change seemed to be the most appropriate approach and replaced 
planned change. Compared with planned change, evolutionary change recognize rational 
limitation of changers and emergent characteristics during changes: “Leaders should not 
longer be considered...solely as initiators and implementers of pre-planned organizational 
change; nor should they be seen...solely as reactive agents to emergent change forces. Rather 
they should develop the ability to connect the two to create synergy” (Livne-Tarandach and 
Bartunek, 2009). However, just as what is going to be discussed in this paper, planned change 
and evolutionary change by no means compete against each other and are incompatible with 
each other. According to the analysis on the organizational change of Hanjiang Group 
Calcium Carbide Chemical Engineering Co., Ltd, this paper hopes to come up with a model 
framework to integrate these two theories, and suggest organizations to change not in “one 
best possible way”, but to identify a more suitable approach and measures to change 
according to evolving environment the organization is in.  
Literature review shows that planned change and evolutionary change represent two different, 
even opposing theories (Beer & Nohria, 2000). Through case study on the organizational 
change in Hanjiang Group Calcium Carbide Chemical Engineering Co., Ltd, it is found that 
planned change and evolutionary change in reality are usually connect with each other and are 
convertible. For example, the original planned change might give rise to problems in practice 
due to changes in environment or deviation from rational expectation, and it needs to be 
amended and improved according to problems, so to form new understanding about change 
targets and environment on the basis of solving existing problems and difficulties, so that we 
could lay a foundation for setting up a new plan.   
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7.1.1 Innovation of Literature 

Research was done on the organizational change of Hanjiang Group Calcium Carbide 
Chemical Engineering Co., Ltd based on previous literature review and an organizational 
change theory model is proposed integrating planned change and evolutionary change.  

 

 
Figure 24: Theory Model 

①  
   Straight lines are original change plans; 

②  
     During implementation of plans, resistance from the organization and employees may 
come up, which would lead to deviation from change plan; 

③  
  Environmental changes would also lead to problems in change plans; 

④  
  Change momentum gradually gained within the organization would push the change back 
to its plan; 

⑤  
      The gap between change plan and change practice would push managers to find ways 
to solve problems through sense making. The bigger the deviation, the bigger the pressure; 

⑥  
     This is a repeating process.  

 

7.1.2 Theory Model Analysis 

This paper believes that planned change and evolutionary change are emergent process, while 
the former determines basic direction and theme of organizational change, the latter is a 
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flexible response mechanism for new problems and difficulties from reality. Innovation of 
this paper can be reflected from Figure 7-1 theory model: 
(1) This model explains mutual influence of planned change and evolutionary change. This 
model believes that organizational change is advanced according to reform plan, and reform 
framework is determined by planned procedures of change. Planned change shows direction 
or organizational change, demonstrates the direction and goals of reform, so that enterprises 
will not deviate from reform. A stable and predicted environment is conducive to planned 
change. From the perspective of overall process of organizational change, many complicated 
disputes and resistance might come through, but resistance is always regional. Characteristics 
of planned change should be represented in the planned change. Reform could be 
implemented and achieved from top to bottom.  

(2) Changes in the environment lead to new situations and new problems, which might 
unleash pressure within the organization, so that change direction might gradually deviate 
from the original plan. Conflicts and resistance, misunderstanding and distrust of this case 
study are all problems in change. No matter how well predictions are made, problems 
couldn’t be listed completely. Nor could we think through all questions first and then make 
changes. When the environment is in a complicated, dynamic and unexpected situation, 
planned change will be useless, evolutionary change is more efficient. Evolutionary change is 
more evident locally and strategically. It is important to make grassroots leaders play their 
role from bottom to top, to promote organizational reform and achieve goals. 
(3) If the organization deviates from its plan, resistance and pressure will accumulate to a 
certain stage when the process of reform is affected, which in turn puts more pressure on the 
managers. Then leaders should reflect on their own behavior, strategies, and determined goals 
and plans through sense making, so as to deepen the understanding of reform. Managers 
should timely eliminate resistance and push reform momentum towards a beneficial direction, 
so that the direction of change would go back to its original track. Meanwhile, on the basis of 
solving concrete problems, more detailed and exact reform changes and plans need to be 
formulated to guide reform for its next step. Sense-making serves as the hub to connect 
planned change with evolutionary change. 

(4) The alternation of employees’ attitude, which was realized from top to bottom, was a 
milestone of this change process. The leaders’ sense-making, and resolving of the staff’s 
pressures and confusions showed the employees the prospect of a successful change, and thus 
boosted their confidence and morale.    

(5) The promotion of organizational change is not linear, static process, instead, planned 
change and evolutionary change could transform to each other. Complicated case studies of 
organizational reform show that planned change and evolutionary change are interwoven, 
showing characteristics of emergent process. In spite of difficulties and resistance popped up 
during the reform, organization could still stick to the original plan of the change, go back to 
the original track of change, and never deviate from main line or general direction. It shows 
that consideration of planned change is quite prudent. In the whole process of organizational 
change, it is important that its main targets and general direction have never deviated from the 
original plan, and this depends on rational analysis and decision-making in the beginning of 
change.  

(6) Previous researches often show that planned change and evolutionary change are opposing, 
even contradictory to each other. Analysis and conclusion of this model help understand 
connection and transformation of planned change and evolutionary change from a 
comprehensive framework. This case study shows that organizational change is not complete 
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planned change, nor is it complete evolutionary change. The integration in this case is 
emergent change, which has not yet seen literature before. Analysis and conclusion above 
have creative literature contribution to improving organizational change theory. 

 

7.2 Practice Revelation and Contribution 

When an organization is faced with huge changes internally and externally, it is imperative to 
launch organizational change in order to find a way out of stalemate and achieve sustainable 
development. This paper elaborates on and reviews related theories concerning organizational 
change, and explores in depth the two factors in supporting success in organizational change: 
scientific change management concept and flexible change management strategies. Reforms 
mean some changes in organization or employees, and changes will inevitably meet resistance. 
Resistance comes from conflicts of interests, or deeply-rooted concepts or behavior, or sense 
of insecurity, etc. Therefore, it is important to think in advance obstacles and resistance an 
organization might come across when it starts to change and come up with solutions. Wide 
support internally and externally, sufficient communication and publicity, as well as well 
conceived steps are all significant factors to ensure success in organizational change. When a 
high-level manager launches organizational change, he should not only fully utilize existing 
theories to guide practice, but also flexibly and creatively make use of management theories 
by analyzing the status quo of the organization. This paper combines theoretical explanation 
with case analysis, conducts research on pros and cons of organizational change in a 
cross-cultural environment, summarizes change experience, revelation and contribution by 
analyzing comprehensively internal and external environment, organizational change process, 
change quality and implementation strategies of Hanjiang Group Calcium Carbide Chemical 
Engineering Co., Ltd.  

 

7.2.1 Voluntary Change Theory 

At present, the majority of enterprises change passively when they are in difficulties. While 
Hanjiang took the initiative to change voluntarily and take precautions for its future 
development when it was still operating quite well. From 2009 to 2011, HJG experienced a 
remarkable peak of profits. While from 2012 to 2014, HJG saw a sharp decline in its 
operating performance and a plummet in its sales revenue. 2014 saw a negative growth of its 
annual profit. In contrast, HTD was quite steady in its performance from 2012 to 2014. It 
shows that this case achieved success in its change. Moreover, HTD relocated over 100 
displaced employees from HJG. Five years of changes yielded fruitful results for HJG, and 
greatly reduced its burden of redundant employees. This manifested that voluntary reform has 
significant meaning to a company. 
Any organization hopes to achieve better results from change when it plans to change, it also 
hopes to change current dilemma, achieve success, even gain a new life through 
organizational change. This case gives a vivid and convincing sample that the best reform 
period is not when the enterprise is in difficulty, but when it seeks voluntary change while it is 
operating well (See Figure 25, Figure 26).  
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Figure 25: Operating Performance of HTD Before and After Change 
 

 
 
 

Figure 26: Operating Performance of HJG Before and After Change 
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There is an old saying in China: “Those closely involved cannot see clearly. Confidence is 
more important than gold.” When personally involved in the change, most people would feel 
doubtful, wandered and confused by unprecedented resistance. They are either frightened by 
difficulties or dizzy by success. This author created a “Luck Evolution Diagram for Change 
Trend”, which would guide changers to analyze the trend in the different stages of change and 
establish confidence. Just to take change in Hanjiang Haotian Calcium Carbide Chemical 
Engineering Co., Ltd for an example. Its change was in such a mess that partners were trying 
to fire employees. By then it was the worst of time (point D in Fig 27), but it was also the 
turning point for changes. This diagram carries practical meaning in guiding changers to see 
clearly targets and direction in confusion.  

 
 

Figure 27: Luck Evolution Diagram for Change Trend  
 

Chinese ancient philosophical classic the Book of Changes says that anything is the 
combination of yin and yang (These are two opposing principles in nature, the former 
feminine and negative, the latter masculine and positive.) There is yin in yang and there is 
yang in yin, and yin and yang could be convertible to each other. Similarly, any change 
fluctuates, and experiences good times and bad times (luck and bad ill). Therefore, for any 
change leaders or even for change participants, confidence is the most important. Once you 
see that current change is nothing but darkness before dawn, you will be full of confidence. In 
contrast, if you could not see a glimpse of light in darkness, your confidence and courage will 
be subject to a heavy blow. There is a saying in China that goes, “Those closely involved 
cannot see clearly.” When personally involved in the change, most people would feel doubtful, 
wandered and confused by unprecedented resistance. They are either frightened by difficulties, 
or dizzy by success. The Book of Changes illustrates that there is nothing good or bad about 
luck and ill luck, because these two could be convertible to each other. The Book of Changes 
inspired me to associate itself with change. This author tries to utilize above diagram to 
enable changers to see their target and direction in confusion.   

It could be clearly seen from the diagram that the shaded area 0BC illustrates luck, while 
CDE is ill luck and EF4 is good luck. However, this is not the case. Let’s take a closer look at 
the diagram. B to C is the area indicating luck, but it goes worse in terms of trend. And it 
turns even worse from C to D. Then point D is the worst point. D to E indicates ill luck, but 
the line is going upward, and it is turning better in terms of trend. This bears similarity to case 



                   

 
 
 

112 

study Hanjiang Haotian Calcium Carbide Chemical Engineering Co., Ltd. When the change 
was in such a mess that partners wanted to fire employees, it was the worst point of reform, 
but point D was also the turning point. D to E is the transformation period from good to ill 
luck. At this point, there is no doubt that luck is in dominating position, and change is in its 
prime from E to F. However, if not grasped closely, luck will turn to ill luck and may even 
turn to its back.  
Just as reformers of this case study said: “Key factors for success are: one, national policy 
support; second, our familiar industry; third, a good team; four, a good mechanism; five, we 
did not give up even in the most difficult period of time...” (HJGE2). 

 

7.2.3 Practical Significance of Disintegration of Mature Enterprises 

Practice has proved that for a relatively mature enterprise in technology, management and 
market, it could disintegrate into two enterprises of similar sizes. The significance of 
disintegration lies in the leverage effect of human resources. So enterprises are fully capable 
of disintegrating into the one bigger than itself.  

 
Note: Hanjiang Haotian’s productivity is even larger than that of Hanjiang Group. 

Figure 28: Human Resources Disintegration  

 

7.2.4 Emergent Change is the Norm in Organizational Change 

Organizational change features both planned change and evolutionary change, demonstrating 
an emergent process in the change. Managers should learn to amend continuously its strategic 
ideologies along with the emergent problems in the process. To admit it or not, emergent 
change will be the norm of organizational change. 
In this case, the organizational change has traces of both planned change and evolutionary 
change, the two of which intertwined and progressed forward in the process and converted to 
each other, which is the best example of emergent change. Original plan may come across 
changes, problems and therefore new solutions. Causes to the changes in the process include 
environmental changes and human factors that are very uncertain and uncontrollable. This 
case studied into these new problems that occurred and made rational analysis and predictions, 
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also came with proper adjustment along the trend. Even from partial perspective, this case 
study redesigned the change plan in reverse order, in order to adapt to new environment, 
conflicts and resistance. As the saying goes, “Changes are not plannable”. How to achieve 
evolutionary change in face of unpredictable changes poses great challenges to the flexibility 
and problem solving capacity of the organization, as well to its knowledge capacity and team 
morale. It requires the frontline employees dig into core issues, make conclusions, strengthen 
communication and collaborate as a team instead of as individuals to fit in a complicated 
changing environment. Only by taking full advantage of superior resources in the local area, 
continuing research, integrating resources and working as a team can they turn disadvantages 
into advantages. 
The integration and complexity of field theory is one of the most easily neglected issues in 
terms of working in a new environment. Especially working at something you are good at. 
Because even the team is familiar and experienced in some way, changing environment and 
cultural differences may bring huge resistance to organizational change. It may be expected in 
planned change, to tackle it stands a different story, in which we can not identify the point of 
resistance when we have difficulty pushing forward an easy task in operation. This is also the 
most horrible realistic problem from the environment. 

Some of the changes are predictable, while some are not. It is not wise to fully resort to 
planned change, nor evolutionary change. To take local environment and actual factors into 
consideration, integrate the functions of both planned change and evolutionary change and 
spiral up their effects is the right way to push forward the process of organizational change. 

Strategic adjustment serves as the inducement and starting point for organizational change. 
And organizational change theory provides pragmatic guidance in a dramatically changing 
environment. There is no doubt that change process in any theoretical model is by no means 
an invariable, step-by-step process. Its use shall be integrated with characteristics of the 
organization. Importance should also be given to leaders in organizational change 
management. As a matter of fact, change itself is the continuous innovation of management 
value chain. When upheaval occurs to the environment, leaders should lead organizational 
change continuously. Large-scale organizational change will inevitably bring turmoil into the 
organization, and leaders should have enough courage and capacity to achieve success in the 
change.   

 

7.3 Limitations and Prospect 

This paper has the following limitations: (1) This is a single case study. Though comparison 
with the case of British XYZ Construction Company is used and many convincing evidence is 
found, there is still limitation considering the number of cases this paper discussed. (2) This 
case endures for over five years from the start of the change till now. If more time is given 
and more data are to be collected, this paper will be more persuading and has bigger value for 
other enterprises to learn from. (3) This case study is the cooperation between state-owned 
enterprises and private ones, belonging to mixed ownership, effort in legal entity management 
structure research was not sufficient. 
This case study summarizes and compares different change models from multiple angles and 
stages, therefore, this paper’s conclusion is also established on repetitive verification.
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APPENDIX 

Appendix 1:Hanjiang Group Organizational Chart 
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Appendix 2: Revenue forecast of first phase project 
N
o
. 

Project 
Budget 1: assume electricity 
price is RMB 0.3065 (RMB 

0.3575/Kwh with tax included) 

Budget 2: assume electricity price is RMB 
0.3504 (RMB 0.41/Kwh with tax included) 

1 

Sales 
price 
(tax 
included) 

2850 2950 3050 3150 

3
2
5
0 

33
50 

2850 2950 3050 3150 3250 

3
3
5
0 

2 

Sales 
price 
(tax 
excluded
) 

2435
.90 

2521
.37 

2606
.84 

2692
.31 

2
7
7
7.
7
8 

28
63.
25 

2435
.90 

2521
.37 

2606
.84 

2692
.31 

2777
.78 

2
8
6
3
.
2
5 

3 

Revenue 
of major 
business 
(RMB 
10000) 

2435
8.97 

2521
3.68 

2606
8.38 

2692
3.08 

2
7
7
7
7.
7
8 

28
63
2.4
8 

2435
8.97 

2521
3.68 

2606
8.38 

2692
3.08 

2777
7.78 

2
8
6
3
2
.
4
8 

4 
Cost of 
major 
business 

2030
2.27 

2030
2.27 

2030
2.27 

2030
2.27 

2
0
3
0
2.
2
7 

20
30
2.2
7 

2169
1.07 

2169
1.07 

2169
1.07 

2169
1.07 

2169
1.07 

2
1
6
9
1
.
0
7 

5 
Manage
ment 
expense 

300 300 300 300 
3
0
0 

30
0 300 300 300 300 300 

3
0
0 

6 
Financial 
expense 398 398 398 398 

3
9
8 

39
8 398 398 398 398 398 

3
9
8 

7 
Sales 
expense 3260 3260 3260 3260 

3
2
6
0 

32
60 3260 3260 3260 3260 3260 

3
2
6
0 

8 
Annual 
profit 

98.7
0 

953.
41 

1808
.11 

2662
.81 

3
5

43
72.

-129
0.10 

-435
.39 

419.
31 

1274
.01 

2128
.71 

2
9
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1
7.
5
1 

21 8
3
.
4
1 

9 
Net 
profit 

74.0
3 

715.
05 

1356
.08 

1997
.11 

2
6
3
8.
1
3 

32
79.
16 

  
314.
48 

955.
51 

1596
.53 

2
2
3
7
.
5
6 

1
0 

ROI 0.74
% 

7.19
% 

13.6
3% 

20.0
7% 

2
6.
5
1
% 

32.
96
% 

  3.16
% 

9.60
% 

16.0
5% 

2
2
.
4
9
% 

1
1 

Payback 
period 

134.
41 

13.9
2 

7.34 4.98 
3.
7
7 

3.0
3 

  31.6
4 

10.4
1 

6.23 

4
.
4
5 

Note: the first phase investment in calcium carbide was around RMB 86 million. The 
depreciation is RMB 86/ton. The cost increase is RMB 10.5/ton 
The product price (including tax) is calculated on RMB 2850，2950，3050，3150，3250，
3350/ton respectively. 
Electricity price of major business cost is calculated on RMB 0.3575/Kwh， RMB 
0.3675/Kwh, RMB 0.41/Kwh. 
In terms of financial expense, 50% of the total investment in calcium carbide and lime 
(RMB 99.5 million) comes from loan with an annual interest of 8%, RMB 3.98 
million/year; 
The freight to Shandong and Pingdongshan Shenma is RMB 290/ton and the packaging 
fee is RMB 36/ton. 
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Appendix 3: Profitability analysis after finishing 200 thousand tons of calcium carbide 
and 250 thousand tons of calcined lime 

Assume electricity price is RMB 0.3065 (RMB 0.3575/Kwh with tax included) 
N
o. Project Total investment is RMB 17.7 million 

1 
Sales price 
(tax included) 2850 2950 3050 3150 3250 3350 

2 
Sales price 
(tax 
excluded) 

2435.9
0 2521.37 2606.84 2692.31 2777.78 2863.25 

3 

Revenue of 
major 
business 
(RMB 
10000) 

48717.
95 

50427.3
5 52136.75 53846.15 55555.56 57264.96 

4 Cost of major 
business 

40386.
54 

40386.5
4 40386.54 40386.54 40386.54 40386.54 

5 Management 
expense 600 600 600 600 600 600 

6 Financial 
expense 708 708 708 708 708 708 

7 Sales expense 6520 6520 6520 6520 6520 6520 
8 Annual profit 503.41 2212.81 3922.21 5631.61 7341.02 9050.42 
9 Net profit 377.56 1659.61 2941.66 4223.71 5505.76 6787.81 
1
0 ROI 2.13% 9.38% 16.62% 23.86% 31.11% 38.35% 

1
1 

Payback 
period 46.88 10.67 6.02 4.19 3.21 2.61 

 

Assume electricity price is RMB 0.3504 (RMB 0.41/Kwh with tax included) 

 
N
o. 

Project Total investment is RMB 17.7 million 

1 
Sales price 
(tax included) 2850 2950 3050 3150 3250 3350 

2 
Sales price 
(tax 
excluded) 

2435.9
0 2521.37 2606.84 2692.31 2777.78 2863.25 

3 
Revenue of 
major 
business 

48717.
95 

50427.3
5 52136.75 53846.15 55555.56 57264.96 
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(RMB 
10000) 

4 Cost of major 
business 

43164.
14 

43172.1
4 43172.14 43172.14 43172.14 43172.14 

5 Management 
expense 600 600 600 600 600 600 

6 Financial 
expense 708 708 708 708 708 708 

7 Sales expense 6520 6520 6520 6520 6520 6520 

8 Annual profit -2274.1
9 -572.79 1136.61 2846.01 4555.42 6264.82 

9 Net profit   852.46 2134.51 3416.56 4698.61 
1
0 ROI   4.82% 12.06% 19.30% 26.55% 

1
1 

Payback 
period   20.76 8.29 5.18 3.77 

       
Note: The product price (including tax) is calculated on RMB 2850，2950，3050，
3150，3250，3350/ton respectively. 
Electricity price of major business cost is calculated on RMB 0.3575/Kwh， RMB 
0.3675/Kwh, RMB 0.41/Kwh. 
Management expense is the same as private company standard, RMB 30/ton. 
In terms of financial expense, 50% of the total investment in calcium carbide and 
lime(RMB 17.7million) comes from loan with an annual interest of 8%, RMB 7.08 
million/year; 
The freight to Shandong and Pingdongshan Shenma is RMB 290/ton and the 
packaging fee is RMB 36/ton. 
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