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To create a change in you

In a way that models the change process beliefs

So that you can be good / successful at leading change.

首先，自身有所改变，

树立对变革过程的信念，

继而成功地领导变革。

Outcomes:

• Appreciate the integrated nature of change

• Know the steps to manage change

• Receive “lessons learned” from a major change

• Learn principles for leading change

• Recognize the importance of stakeholders

期望达到的目标

• 理解变革必然是多因素有机构成

• 明确管理变革的步骤

• 从重大变革中汲取“经验教训”

• 学习领导变革的原则

• 认识利益相关方的重要性





《华尔街日报》关于普惠工厂报道



Stabilize

稳定

Operate

应用

Maintain

保持

Improve

改进

Regenerate

激活、再创

Process Life Cycle  变革过程的不同阶段



A.D.’s Beliefs 奥登–戴维斯的信念

1. The environment is requiring us to change.

环境要求我们进行变革。

2.  You can be influential in resourcing and guiding change.

你可以在支持和领导变革中发挥影响力。

3.  The lack of delivery on “basic work” precludes the ability to influence 

strategic questions in a meaningful way.

若“基本工作”未做好，不能在重要战略问题上发挥有意义的影响。

4. The change process used must model the desired end-state.

采用的变革方案应必须描述理想的结果。



How to Make Change Happen 如何实现变革
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• Describe the process this group uses to 

make change happen.

描述我们各位通常会使用的、引导变

化的办法。

• Describe an opposite way to make 

change happen.

描述一种相反的引导变化的办法。

Handout Principles



Principle 1 原则 1 

• Why do you want to learn this material?

您参与本培训、学习的期望？

• Why were you chosen to be here?

您为何被选派参与培训？

• How can learning this make you successful (what does success look 

like for you)?

这一培训如何能使您的工作更为成功？（你如何定义成功？）
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Principle 2 原则 2 

• What do you specifically want to know about leading change?

关于领导变革这个问题你特别想了解什么？

• How can I present it so that you will learn it?

我该如何介绍、才宜于理解掌握？
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Principle 3 原则 3 

• Do you have bad experiences with change?  Done to you?  Led by 

you?

以往有不尽人意的变革经历？无论是变化对你造成的影响、 或是你

所引导变化的经历？

• Where could you apply this material when you get home?

在你培训结束回国后，有关变革的培训内容可在哪方面有用？
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Principle 4 原则 4 

• Let us negotiate our approach.

我们来讨论我们的做法。
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Principle 5 原则 5 

• Ping-Pong Factory

乒乓工厂

• Lessons Learned

可汲取的经验教训

• Integrated Change

系统化的变化

• Building Stakeholders

构建利益相关方

• Managing the Change Model

管理变革模型
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Principle 5 原则 5 
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A real story
一个真实的故事

A real factory
一个真实的工厂

A real group of people succeeded
一个取得成功的真实团队



Lesson 1 经验 1 

Adopt a “nothing to lose” attitude.  The crisis is already 

here...whether you recognize it or not.

树立“一无所失、背水一战”的态度。 危机

已在眼前，无论你是否意识到。



Lesson 2 经验 2 

Design tension into your leadership team.

在你的领导团队中树立紧迫感。

Production Mgrs.

生产经理们
Continuous Improvement Team

负责不断改进的团队

Bob



Lesson 3 经验 3

Clearly separate yourself from practices not suited for the future.  

摆脱不适应未来需要的以往做法。

• Functional shops

功能性车间

• Autocratic managers

自行其事的经理

• Status quo vision

维持现状的目光

• Cellular manufacturing

单元式制造

• Cell leaders

单元车间领导

*“Road to the future”

“通向未来的道路”

Past

过去



Lesson 4 经验 4 

Use an “inclusive” process to make changes.

采用“包容式”方式进行变革。

Vision and

direction

is non-

negotiable.

愿景和方向是

不可协商的

Everything we must do to get to the vision is

negotiable.

为实现目标愿景，我们要做的每件事，都是可以协商的。



Lesson 5 经验 5

Learn from others and create “models” so people can see the 

vision. 

向别人学习并建立“模型”，以便人们可以看清目标“愿景”。



Lesson 6 经验 6

Renounce the past.  “The old way is gone.”  Create “one-way” gates.

摒弃过去。“陈旧方法已成往事。”建立面向未来的“单向”通道。

下列将包含在新工作模式中:

• Flow is in 流程化生产

• Cells are in 单元化生产

• 5-s is in 5 S现场管理

• Visual is in 可视化管理

• TPM is in 全员生产保全

• Flexibility is in 柔性生产

• Teaming is in 团队化生产

• Doing “white collar” tasks is in “白领”任务\服务化生产

• Self-funding your increase$ is in 成本额外增加需自行解决

• Best-players play is in 最佳员工上岗



Lesson 7 经验 7

Relentlessly pursue performance and deliver results.

不懈地追求绩效，并交付成果。



Lessons Learned 可汲取的经验

• Lesson 1  Adopt a “nothing to lose” attitude.  The crisis already exists...whether you 

recognize it or not.

经验1    采取“一无所失”的态度。危机就在眼前，无论你是否意识到。

• Lesson 2  Design tension into your leadership team.

经验 2   在你的领导团队中树立紧迫感。

• Lesson 3  Clearly separate yourself from practices not suited for the future. 

经验 3   清楚摆脱不适应未来需要的做法。

• Lesson 4  Use an “inclusive” process to make changes.

经验 4   采用“包容式”方式进行变革。

• Lesson 5  Learn from others and create “models” so people can see the vision.

经验 5   向别人学习并建立“模型”，以便人们可以看到目标“愿景”。

• Lesson 6  Renounce the past.  “The old way is gone.”  Create “one-way” gates.

经验 6   摒弃过去。“陈旧方法已成往事。”建立“单向”通道。

• Lesson 7  Relentlessly pursue performance and deliver results.

经验 7   不懈地追求绩效，并交付成果。



Principle 5 原则 5 

• Ping-Pong Factory

乒乓工厂

• Lessons Learned

可汲取的经验教训

• Integrated Change

系统化的变化

• Building Stakeholders

构建利益相关方

• Managing the Change Model

管理变革模型
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To increase awareness that change is interconnected like 
a mobile

In a way that introduces five distinct areas that must be 
connected

So that changes made are complete and have an 
increased chance of success.

充分认识到变革的全方位和互相关联，

在五个明显不同的领域的变革必须相互关联、协调，

这样，进行的变革才能完整，并提高成功机会。



Governing Philosophy &

Direction

指导理念和方向

Infrastructure

基本措施、手段和结构

People & Skills

人员与技能

The work we do

我们所做工作

Planning & Control

规划与控制
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Purpose    目的

To move people into action 

In a way that everyone can be successful

So that all effort is aligned making the change happen.

旨在动员人们行动起来，

在一定程度上，每个人都可以成功，

这样，步调一致使变革成功
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Stakeholder:  a person with a strong, personal, vested interest in the 

outcome

利益相关方：对结果具有强烈、个人和与利益相关的兴趣

What must they get?

他们应该得到什么？
Where are they open?

他们如何会接受建议？

How do we help them see the possibilities?

我们如何帮助他们看到可能性？



Gov. Agencies

政府部门

Board 

of Dir.

董事会

Suppliers

供应商

Envir.

Groups

环境小组

Customers

客户

Employees

员工

Pres. Council/

Ops.Mgrs.

总裁委员会

运行经理

Community

社区

Government

政府

Shareholder

利益相关方
EHS

环境健康

安全

Unmatched 

is only relevant 

from the 

stakeholder’s 

perspective

从利益相关方视角

看相关度

Families

家庭



Principle 5 原则 5 
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乒乓工厂
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可汲取的经验教训

• Integrated Change

系统化的变化

• Building Stakeholders

构建利益相关方

• Managing the Change Model

管理变革模型
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To understand that change is a process…it is definable, repeatable 
and predictable

In a way that examines the steps of an effective change process

So that we are enabled to positively impact the changes we 
implement in the workplace.

变革是一种工作流程: 可定义、可重复、可预测，

以某种方式检验一个有效变革流程的各个步骤，

这样我们就能积极地影响在工作场所实施的变革。



CHANGE PROCESS BELIEFS 变革程序的信念

1.  Creation of personal meaning for “Why change?”, “Why me?” and “How will I succeed?” are 
essential for moving forward.

个人对“为什么变革？”、“我为何参与？”和“我怎样获得成功？”的理解，是向
前推进的关键。

2.  Inclusive processes generate the spirit and will required to create lasting change.

包容式的做法可树立自主精神和意愿，实现持久性变革。

3.  Possibilities stay hidden until the past is released.

陈旧的东西不放弃，可能的事情难成真。

4.  Shared beliefs, principles and power allow the simultaneous implementation of broad-based 
change to occur.

共同的信念、原则和动力可以使范围广泛的变革同时落实。

5.  Rapid accumulation of other’s experiences through benchmarking and literature searches 
increases vision and accelerates implementation.

通过对标和文献搜索快速汲取经验可以提升视野、加速落实。

6.  Procrastination, acquiescence, abdication, inaction, passive, and permission are taboo words.

“拖延、默许、放弃、不作为、被动和随意”应是禁忌用词。

7.  Collective, personal vision of end-state excellence creates a pull into the future.

团队和个人对最终实现优异成果的共识，将产生走向未来的动力。
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Change Process 变革程序
Unfreeze

拆散、透析
Change

变革

Refreeze

确立、固定

1. 收到问题讯息、决定“变化、发起项目。 2. 分析现状、关键因素、可用资源及可实现的变化。 3. 描述可实现的变化、 及期望并

可解决步骤（1）所述问题的目标状态。 4. 决定开始进行变革计划。 5. 规划、部署变目标愿景为现实所需步骤和要求。 6. 做好

全部准备、“开工”前一切就位。 7. 决定开始落实、“开始变革。” 8. 实施步骤5确立计划。做好项目进程管理。 9. 确定期望的目

标是否已实现、可持续。 10. 决定“结束”该变革项目。

决策 行动 检验 转换 延搁 保存
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Step 5:  Project Planning 第5步：变革项目规划
任务 责任人 10月 11月 12月 1月 2月
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Change Process 变革程序

So why do people oppose change?

那么，为什么人们反对变革？

– Fear of the unknown    对未知的恐惧
• Lack of information/understanding leaves a vacuum that is filled with rumor, speculation and insecurity

信息/理解缺失，谣传、猜测和不安全感趁虚而入

– Lack of benefits    利益的缺失
• The cost of the change is greater than the potential rewards to those affected by the change

对于受变革影响的人而言，变革带来损失大于潜在回报

– Loss of status and security    地位和安全的损失
• A person who sees a change as reducing their sphere of authority is not likely to support that change

把变革看作削减其权限的人不会支持变革

– Disruption of the routine    常规被打破
• There is little incentive to change when old behaviors have been successful

原有行为还能成功，缺少变革动力

• Its hard to listen clearly when routines are being challenge    常规受到挑战之时、人们不愿静心聆听

– Conformity to norms and culture    固守常规和文化
• The current patterns of behavior, physical rewards for status and core values are misaligned with the change 

proposed

现有行为模式、地位的物质回报以及核心价值观，与提议的变革格格不入
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People tend to change when:  在下列情况下人们趋于进行变革：

1. They have participated in the decision to change

参与了有关变革的决策

2.   The rewards exceed the pain of not changing

回报超过不进行变革的痛苦

3. They see others changing who are considered influencers

看到其他具有影响力开始改变

4. The environment is free from threat and judgment

没有受到威胁和指责

5. They have the skills to be successful

他们具有成功的技能

6. They trust the motives of the people introducing the change

他们信任引进变革的人们的动机

7. They have gathered data showing that the change can be successful

他们收集的资料显示变革能够成功

8. They have made a public commitment

他们做出了公开承诺

Change Process 变革程序


