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General Foreword 1

General Foreword

It has been nearly four years since Sino - British ( Liaoning) State — Owned Enter-
prise Restructuring and Enterprise Development Project was launched in January 2000.
The successful implementation of this aid project sponsored by UK Department for Inter-
national Development not only promotes the SOE reform and SME development in Liaon-
ing by providing access to related advanced experiences in developed countries for relat-
ed departments and enterprises in Liaoning, but also embodies Liaoning Province and
UK Government s sharing spirit of strengthening friendship, cooperating in an all —
round way and working for a bright future with joint efforts, and starts a new page of
friendly and cooperative relationship between the two sides.

In the light of SOERED Project Memorandum signed by China and UK Govern-
ments, this project of technical assistance consists of the following three components that
are relatively independent as well as related with each other.

1. Restructuring Agency (RA)

This component works to draw on the advanced experiences of UK and other devel-
oped countries in SOE reform and management, and engages internationally well — know
consultancy companies to provide advisory services for pilot SOEs. It aims to turn a-
round the loss — making SOEs into financially viable and sustainable enterprises by im-
proving the overall management through systematic restructuring on SOE organization,
development strategy , production operation, marketing, financial management and hu-
man resource management. During the project implementation, altogether thirteen pilot
enterprises were restructured and put on new looks of vitality and vigour.

2. Business Advisory Centre (BAC)

This component learns advanced experiences from developed countries, creates and
develops SME advisory institutions and service network, and provides consultancy serv-
ices for the start ~ up and development of local SMEs, especially the small and micro
ones. SME development is a new source of local economic growth, and is also of great
significance to creating more job opportunities and alleviating the pressure of laid — off

and unemployment in SOE reform. In this project, it is an indispensable supporting sys-
tem of RA.
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3. Credit Guarantee Fund ( CGF)

This component sets up CGFs of independent operation and sustainable develop-
ment in the market — oriented economy, and provides guarantee services for local SMEs
to solve their common financing difficulties. It works together with BACs to provide
more opportunities for SME start ~ up and development.

Liaoning is an important industrial base in China with still a significant proportion
of the state — owned economy. In the socialist market economy, SOEs contribute a lot to
the local economic and social development, though in the competition with other types
of enterprises, its becoming more and more urgent to speed up in solving their system
and mechanism problems. Following the guiding ideology in the Fourth Plenary Session
of the Fifteenth Central Committee of the Party, strategic transformation and restructu-
ring must be carried on SOEs, which is no doubt hard work for a long period. In this
process, we need to not only find new methods and create new modes, but also learn
from developed countries of their advanced experiences in SOE reform and SME devel-
opment, and make good use of them in Liaoning to creatively carry out strategic restruc-
turing on SOEs and make great efforts in developing all types of SMEs, thus to find a
new way to solving the mechanism problems of SOEs in Liaoning and explore new
sources for economic growth.

We are very pleased to see that, SOERED Project, with the help of UK consult-
ants, by employing advanced and practical ways of enterprise restructuring and SME de-
velopment, has achieved great success after nearly 4 years”implementation. The suc-
cessful cases and methods in enterprise restructuring set good examples for other SOEs
reform ; the start — up and operating mechanism of BACs and CGF's provide rather valua-
ble experiences and modes for the establishment of-SME service system. Also a group of
specialist talents were trained and developed who are just seeds to grow up, which lays
a solid foundation for our future development.

In order to sum up the knowledge and experiences gained during the project imple-
mentation in Liaoning, we compiled and published three books that are “Case Study on
State — Owned Enterprise Restructuring”, “A Guide to Small and Medium Enterprise
Start - up and Development” , and “Research and Practice of Small and Medium Enter-
prise Credit Guarantee Fund”. These books combine systematic intemnational theories
with the practical application of them in the local context of China, and well meet the
demands of big scale SOE restructuring and SME service system construction in the

country. Up to now, nearly 2000 sets have been published.
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Entering 2003, more has been done in the project experience sum — up and dis-
semination, with new progress made. We therefore compiled another three books which
are “Enterprise Restructuring Consultancy Methodology and Iis Application” , “Project
Management Theory and Practice”, and “SOERED Project Treasures”. “Enterprise
Restructuring Consultancy Methodology and Its Application” is a systematic sum — up
and theory extraction of the methodology employed by UK experts in SOE restructuring
consultancy process; “Project Management Theory and Practice” contains systematic
theories and methods of international project management, as well as some exploring
practice in integrating them with Chinas management practice in combination with the
four — year management of SOERED Project.

We wish that the publication of these six books could help to disseminate and repli-
cate more widely the advanced and practical experiences in enterprise restructuring and
SME development in developed countries, promoting the SOE reform process and the
establishment of SME service system and contributing to the economic and social devel-
opment of Liaoning and even the whole nation.

All those who are involved in this work will be remembered for their contributions

to the development of Liaoning.

Yang Baoshan
Governor Assistant of Liaoning Provincial Government
Dec. 2003
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Foreword

In order to bail out State — Owned Enterprises from the difficult position and realize
the sustainable development, Liaoning provincial government developed this model re-
search project — Sino — UK State — Owned Enterprises Restructuring and Enterprise De-
velopment Project. It is the biggest techanical assistantance project of British govern-
ment to China until now. Its main purpese is to develop an effective restructuring meth-
ods, processes and techniques which are adaptable to China$ present condition, and to
collect relevant experience and to set up a typical case for the others at the same time.
Therefore, it can be disseminate to promote the economic development of Liaoning and
even all over China to reduce poverty. It includes two periods. The first period started
from the beginning of the year 2000. Chinese and British consultants and advisers chose
seven enterprises of Liaoning as experimental units. The second period was from Sep. ,
2001 to Sep. ,2002, lasting for one year. Six enterprises had taken part in it. During
the process, our consultants and advisers achieved a lot by using the previous rich expe-
rience of restructuring and connecting Chinese actual condition. It made the manage-
ment of the enterprises change their mindsets and improve their management levels and
achieved better result of management. Great changes have taken place in those enterpri-
ses. Those achievements provide some helpful experience for those enterprises of the old
industry bases like Liaoning to consolidate the result of reform and to get out of poverty.
In order to conclude and disseminate the successful experience of SOERED, not long af-
ter the first experiment work has finished, those in charge of the project collected a lot
of first — hand materials by on — the — spot research, the questionnaires survey and dis-
cussing with the employees and management. After connecting with the second — hand
materials and sorting out the materials, we wrote a book — Research on the State —
Owned Enterprises Restructuring Cases in Sep. ,2001. This book introduces the de-
tailed processes, techniques and suggestions of restricting, and meanwhile concludes
the successful experience of experimental restructuring enterprises. And it also points
out the problems which are going to be solved in the execution of the project, and sums
up some beneficial enlightenments. On the account of the limitation of the first book that

only very few functional management departments are involved in the first experimental
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enterprises and the emphasis of research and discussion are different, we write the cur-
rent book — Enterprises Restructuring Consulting Approaches and Its Application,
whose content covers almost all the enterprises. Its main purpose is to introduce system-
atically the effective consulting methods, processes, techniques of enterprises restructu-
ring and typical cases which can be used and consulted. This book fits for the consult-
ants of various kinds of consultant organizations, economic management organizations,
researchers of economy research department and the students and teachers of business
administration. And it also fits for the management personnel of various enterprises.
This book is especially useful for the case teaching of MBA. It is written by Guanzhimin
of Northeastern University, Chenxiaodong of Shenyang Institute of Chemical Technolo-
gy, Kangjinjiang of Northeastern University, Dengxuemin of SOERED project office and
etc. , totally six persons together. The detailed division of labor; Chapter 1 ~9 by
Guanzhimin and Chenxiaodong, Chapterl0 ~ 20 by Kangjinjiang and Dengxuemin,
Chapter 21 ~23 by Pengxuefei of Liaoning Brilliance Huto Corporation and Jiangying of
Shenyang Normal College. At last, Guanzhimin is responsible for the compilation and
revise. During the process of book writing, postgraduates Chenzaochun, Yangchun-
jiang, zhoubaogang, Zhanghuadong, Xuhui, Yangzan, Gaoming also did a lot of work
in typing of the manuscript, material arrangement, format adjustment. We want to show
our sincere appreciation for them. Owing to the limitation of the authors * knowledge
and the time limitation, it is unavoidable to have some mistakes. We wish our reader

would give us some criticism and correction.

Author
Shenyang
2004 ,06
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Summary of content

As a research achievement of SOERED project, this book could be a practical
guide to enterprise restructuring consultation. In this book, characters of enterprises
which need consultation, necessary conditions for successful consultation and four stages
of consultation are introduced comprehensively and systematically. Furthermore, it also
introduces detailedly the methodologies, tools, procedure and case study for consulta-
tion in area of strategy management, business plan, finance and cost management, mar-
keting management, human resource management, organization structure design and
transformation management, which is summed up and extracted from the practice of the
international level consultants who have ever worked for SOERED project. Undoubted-
ly, this book could helps relative persons to enlarge their eyeshot and improve their con-
sultation capabilities successfully.

This book is a necessary reading matter for consultants who work in the area of en-
terprise restructuring, diagnosis, and functional management consultation. Besides, it
also could be a beneficial reference book for business manager, business management
theories researchers, teacher lectures ,graduates and undergraduates who major in econ-

omy and management.
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