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American dupont 500P is supplied by Dongguan Huayun Plastic Material Co. , Ltd. . In recent
years, as a leading company of chemical listed companies, with the promotion of the reform of
state-owned enterprises, yunnan Yuntianhua Co. , Ltd. is in the internal reform of the overall
speed up. In 2016, the company implemented the reform practice under the theme of
Organizational Structure Optimization and human resources efficiency improvement. On the
basis of a significant reduction of the number of organizational structures and cadres by more



than 30 percent, the number of employees has increased from nearly 20,000 at the beginning of
the reform, down to 15,990. With the reform of the East Wind, in the first quarter of 2017,
Yuntianhua changed the declining trend, in 2016 on the basis of a loss of more than 3 billion,
to achieve a red start to the season. And from the first few months of the operation, the overall
smooth, operating conditions within the budget. What is the reason for the great change in the
sky? It is clear that the release of the reform dividend is an important factor. Due to historical
reasons, Yuntianhua's operating mode, organizational structure and staffing clearly show the
characteristics of traditional manufacturing enterprises, with the focus on manufacturing units
and slow response to the market, based on the market-oriented enterprise operating efficiency,
far from being able to adapt to the development and changes in the external environment.
Dupont 500P for this reason, Yuntianhua hired the famous domestic consulting company
—— China Stone to conduct a comprehensive diagnosis of the overall management status of
the company, this paper analyzes the problems existing in the five aspects of strategy,
operation, staff, human resources and enterprise culture, and on this basis, advances a new
management and control mode of "strategy + operation" for parent-subsidiary companies.
According to the new management and control model, the headquarters mainly plays the role
of the strategic decision-making, the Operation Monitoring, the sharing service, the capital
operation four major functions center, the subsidiary company is divided into five business
units according to the Value Chain: R & D, Procurement, logistics, marketing and
manufacturing. To meet the need for such a management structure, in 2016, Yuntianhua
implemented internal changes focusing on organizational structure and human resources
optimization, which were unprecedented in scale and scope. After the reform was completed,
the headquarters functional departments were optimized from 16 to 10, and the middle-level
management cadres were optimized from 22 to 16, reducing the total number of employees by
half. From 178 to 91, the total number of organizations in the nine main manufacturing units
under its subsidiary, Shuifuyuntianhua, phosphating group and Cheonan Chemical Industry,
was reduced, with a reduction ratio of 48.88% ; the number of middle-level cadres was
reduced from 531 to 306, with a reduction ratio of 42.37% , the number of administrative and
service staff was optimized from 1,842 to 1,032, with a reduction of 43.9 percent. Through
organizational change and personnel optimization, the number of on-the-job employees in
Yuntianhua was reduced to 15,990, a drop of 11.29% compared with the same period last year.
This slimming fitness, Yuntianhua further clear the enterprise's management and control
model and operating system, will gradually establish a well-functioning new organization to
meet the needs of the market, from the institutional level of a new burst of vitality. According
to diversified business ideas, Yuntianhua entered the field of POM from 1999. At the
beginning of production, it not only filled the gap of domestic pom production, but also
undertook the standard drafting of domestic pom. Therefore, no matter from the capacity,
quality, premium capacity and brand influence, are worthy of the domestic leader. POM
dupont 500P but in recent years, because the industry capacity gradually saturated surplus,
product prices have been falling, POM also affected, from profit to loss. In addition to the
reasons for the market, the internal management model of defects, but also affects the



profitability of the important factors of pom. For a long time, the production, salesand R & D
of Pom are in the charge of three independent molecular companies. In the actual operation
process, the three are inevitably restricted in the aspects of production order, quality control,
pricing mechanism and check and restriction, and it is difficult to form resultant force from the
perspective of the whole industry. Therefore, in early 2016, Yuntianhua set up pom products
division, will be involved in the production of POM Industry, sales, R & D Business, all
transferred to the division, to achieve the integration of research, production and marketing
operations. At the same time, actively supporting all kinds of resources, supporting a variety of
incentive mechanisms, especially the establishment of results-oriented flexible incentive
mechanism, can be said to play a role in the reversal of the Ruyi Jingu Bang. The innovation
from management mode to management mechanism has greatly released the vitality of pom
industry. On the one hand, as an independent accounting body, the business department can
quickly improve the speed of responding to and responding to the market, accurately grasp
the business opportunities brought about by market changes, and transfer from the market end
to the production end, according to the market demand to achieve capacity maximization,
reduce unit consumption of products, improve profit space. At the same time, through the
accurate analysis of international and domestic competitors'business strategies, to strengthen
targeted sales and logistics optimization, to promote product sales, sales prices have increased
significantly. On the other hand, the business department implements the Ergonomics linkage
system, realizes the staff appraisal performance in time, stimulates the staff's creativity from the
incentive mechanism aspect, causes the entire team to maintain the high work enthusiasm.
This is particularly prominent in production management. In the first quarter of this year, all
three production lines of pom in Yuntianhua achieved a safe, stable and continuous 100-day
long-cycle operation, which is the first time in the history of pom operation of the same type in
China. At the same time, the output is increased, the consumption is further reduced, and the
production cost is effectively controlled. The results of the reform have been remarkable. At
the end of 2016, the division had a good surprise attack. In less than a year's time, successfully
shed the years of loss of the hat, the full-year net profit achieved 43 million yuan. This also
further inspired the confidence of the whole team. "This year, we will strive to break through
the 100 million yuan mark on the basis of 2016 to ensure the sound and healthy development
of the industry, " said the head of the business department. In the first quarter of 2017,
yuntianhua pom product profit than the same period in 2016 quadrupled, the first quarter of
the year to achieve the operating target of 44% . Yuntianhua said that the next step will be to set
up new companies for the POM Industry, improve the operating and financing capabilities of
the entire industry, strive for policy support from high-tech enterprises, and strengthen the in-
depth development of POM products, shorten the time when pom products enter the raw
materials of automobile manufacturing, further extend the pom industrial chain, and enhance
the competitiveness of products in the international and domestic markets. In fact, over the
past year or so, the major changes introduced by Yun Tianhua have not only taken into
account the overall operation structure, but also the planning of the institutional level and the
breakthrough of the specific business management level.
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