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During March 14 and 15th, 2022, POWERCHINA Americas held the regional head office annual 

meeting in Bogota, Colombia, one of its emerging market country. Over 71 employees including both 

Chinese and local staffs attended the annual meeting, among which there were 11 country managers 

from Brazil, Mexico, Argentina, Peru, etc. It was the first in person annual regional head office meeting 

in the last 3 three years since the outbreak of covid-19. POWERCHINA had experienced a successful 

year of 2021 with a newly contract sign amounting to 2.2 billion USD and the annual meeting was 

overwhelmed by all the participants. 

After the annual meeting, Mr Xiaotun Hou, the president of POWERCHINA Americas, talked with his 

countries managers the way of POWERCHINA America’s localization to make sure a long term 

success in the region. POWERCHINA America’s team was trying to find a way to be melted deeply 

into local Latin American markets. 

COMPANY BACKGROUND 

Power Construction Corporation of China,LTD (Herein after called POWERCHINA LTD for short) is 

one of the largest international contractors for engineering and construction. In the year of 2020, 

POWERCHINA ranked 157th among the Fortune Global 500, 1st among the ENR Top 150 Global 

Design Firms, and 5th among the ENR Top 250 Global Contractors. There are 39 subsidiary companies 

directly controlled by POWERCHINA LTD, with total revenue of 53.6 Billion USD and a net profit 1.6 

Billion USD in 2019. The Annex 1 shows the structure of POWERCHINA LTD. 

To expand its international footprints, POWERCHINA LTD has set up 6 regional headquarters: Middle 

East and North Africa, Central and West Africa, Southern Africa, Eurasia, Asian Pacific. The Company 

has presence in more than 200 countries all over the world. The Annex 2 showed the 6 global regional 

headquarters of Powerchina Ltd.  

POWERCHINA Entered into Latin market since 2005, and has been growing rapidly. It established 

POWERCHINA Americas, the regional company in charge of the Latin American market development. 

In 2020, POWERCHINA Americas had signed 49 contracts with a total value over USD 2.2 billion, 

recorded an annual turnover over USD 939 million, and hired 10,288 employees, consisting of 1,589 

Chinese and 8,699 local staffs. With the head quarter in Panama, POWERCHINA Americas were in 

charge of more than 20 Latin American countries from Mexico to Chile. The Annex 3 showed the 

structure of POWERCHINA Americas.  

COMPANY’S INTERNATIONLIZATION 

Before 1993, POWERCHINA was taking an inactive, opportunity-driven, and sporadic business 

approach. In 1964, in the first phase of the firm’s international development, one of POWERCHINA’s 

predecessors built the Jinkang Hydropower Station in Guinea—one of the first of China’s enterprises 

carrying out overseas projects.5 In 1982, Hydropower Fourteen Bureau, a subsidiary of 

POWERCHINA, entered the Lubuge Hydropower Project, the first hydropower project in China 

funded with a loan from the World Bank. This project enabled China’s hydropower industry (which had 

a relatively conservative orientation for being affected by China’s economic planning) to confront the 

impact of modern enterprise operations, which led POWERCHINA to establish a modern enterprise 



system. The venture opened a window to international operations. 

Further, in 1985, POWRCHINA (again as its predecessor) became one of the first Chinese foreign 

economic subcontractors. At that stage, POWERCHINA was still experiencing the effects of China’s 

planned economy and thus lacked the capabilities necessary for modern engineering projects in project 

management and contract fulfillment, especially in markets outside of China. In addition, its 

competitiveness generally relied on employing low-cost labor. 

From 1993 to 1999, POWERCHINA was pursuing a step of independent exploration instead of being 

pushed by the Chinese government into international development. After obtaining a licence for 

construction and labour co-operation in foreign contracted projects, PowerChina seized the initial 

opportunity to invest and increase its efforts internationally. It established its first foreign office in 

1994—the Sinohydro Nepal Representative Office—and undertook a hydropower station project in 

Ilam, Nepal in 1995. This was PowerChina’s first general contracting project overseas in the name of 

the China National Water Resources and Hydropower Engineering Corporation (CWHEC). In 

December 1995, PowerChina won the first project in Pakistan under CWHEC—an irrigation canal 

engineering in Patfield, Pakistan. Later, as its international competitiveness gradually improved, 

PowerChina built the first overseas engineering, procurement, and construction (EPC) project in 

Bangladesh in March 1999—the Maigalhart Power Plant Preparation Project, which was PowerChina’s 

first attempt at implementing its new EPC business model. 

From 2000 to 2005, PowerChina integrated its international business resources. In 2000, it proposed 

using the “four unifications” principle of international business (which it created), PowerChina’s 

allocation of foreign economic resources, its use of group brands, and its outreach and co- operation 

were unified. PowerChina used this process to begin its formal venture into international business. 

After two years, in 2003, PowerChina officially became a central enterprise supervised by China’s 

State- Owned Assets Supervision and Administration Commission (SASAC). Since then, the company 

targeted the global market with the unified image of the Sinohydro brand. 

From 2006 to 2015, PowerChina was in a fast-track phase of its internationalization strategy. It put 

forward and vigorously implemented a priority strategy for its international business development—a 

development trend of international business known (created by PowerChina) as “big group, broad 

market, great brand, and vertical integration.” Hence, from 2006 to 2009, PowerChina successfully 

entered the high-end market of the Middle East, West Africa, and the Americas. By 2011, PowerChina 

was established and its international business was scattered across three platforms, including the groups 

overseas, two international companies (Sinohydro and HydroChina Corporation), and overseas 

subsidiaries through which the expansion of overseas markets sharply accelerated. 

Notably, in 2015, the company’s first investment project in Laos promoted the implementation of the 

whole industry chain integration strategy aboard,7 completing the complete array of investment 

activities in one year. By the end of 2015, PowerChina had 1,067 project contracts under construction 

through 96 countries. Among them, 604 projects with a total contract value of $37.2 billion were 

undertaken among 42 “Belt and Road” countries, aiming to follow the home country government 

central policies. Annex 4 showed the timeline of Powerchina Ltd’s Internationalization 

COMPANY’S CHALLENGES AND THE NEED OF LOCALIZATION 

Facing increasingly fierce competition, PowerChina focused on developing core strengths, 



emphasizing the continual extension and improvement of its industry chain and attaching importance to 

innovation, technology, and preliminary planning. The company faced three problems: (1) the 

increasingly uncertainties associated with project financing; (2) bilateral and multilateral relations, 

increasing costs, and an uncertain international economy; and (3) the challenge of responding to the 

company’s need to control risk. PowerChina demonstrated an awareness of market competition risk, 

investment risk, and capital risk, and then strengthened its ability to follow the Chinese government’s 

policies by emphasizing the priorities of international strategy and promoting the company’s ability to 

finance its commitments. 

Since 2016, increasingly complex global conditions and new initiatives from the domestic Chinese 

government had profoundly impacted PowerChina’s internationalization process. In this environment, 

the world economic recovery remained slow and uneven so that nations chose to stimulate economic 

growth by expanding investment in infrastructure construction. Competition in the international market 

continued to intensify, with debt ratios in some countries extremely high and de-globalization forces 

and mindsets becoming apparent. The most recent international strategy was put forward in 2016. In 

this strategy, PowerChina proposed the “three steps and three majors” principle of international 

business. Here, the “three steps” consisted of integrating the group’s international business, 

localization, and globalization. The “three majors” included the “great transformation” strategy, 

whereby PowerChina was to be transformed from a traditional contractor to a comprehensive 

infrastructure investment group. This big integration strategy, according to PowerChina, followed 

national initiatives such as the Belt and Road Initiative and integrated with local socio-economic 

development. 

CHALLENGES of CHINESE COMPANIES IN LATIN AMERICAS  

In recent 20 years, more and more Chinese companies had been planning to develop and invest in Latin 

American markets. Although there were several successful cases, still a lot of the Chinese companies 

resulted in failure while some in lawsuits with local companies or government. 

Here the following table 1 showed the Latin American market environment for Chinese Companies  

Table 1 the Latin American market environment for Chinese Companies 

Aspect of Macro Environment         Analysis 

Government and Political forces 

(1) regular and mature market Countries 

with stable legal system including：Brazil, 

Mexico, Colombia, Chile and Peru, 

etc.;(2) Left wing countries with 

changing politics: Argentina, Bolivar and 

Ecuador;(3) turbulent countries in chaos: 

Venezuela  

Little chances in Venezuela; Government to 

Government Chances are important in Argentina, 

Bolivar and Ecuador (G-G projects); Full 

competition in regular market countries, higher 

entry requirement, more transparency and 

sustainable. Compliance policy is super important 

The Economy 

Latin Countries are now in the 

developing process except Chile. The 

Economy is growing despite of the 

influences of Covid-19. 

Argentina, brazil, Colombia, Peru and Mexico has 

the risk of currency exchange 



Technology 

Engineering and Construction technology 

is the old fashion type. Most of the 

international Contractors are all in Latin 

area. Meantime, the local Contractors are 

strong 

Optimization and innovation in the management, 

Cost control will be more and more important  

Social Forces 

complete social benefit system, the 

strength of the worker union is strong, 

believe in Catholic 

The incidents of steals, robbery. Drug issues in 

Mexico, Brazil and Colombia. The big gap 

between the richest and the poorest 

Demographics 

588MM people live in this area with 

Brazil, Mexico, Colombia Argentina and 

Peru listed top 5. Lots of ethics, young 

people takes the majority. Relatively 

educated citizens 

the willingness of overtime work is not high;  

Slow efficiency  

The Natural Environment 

Environment issue is very important in Latin area. NGOS are everywhere. HSE should be one 

of the key factors for project success 

 

According to one article published by World Bank, “In just 10 years, China has become a key trade 

partner and investor in the region. Its presence has been felt beyond trade. China has started using the 

renminbi in swaps worth $70 billion in Argentina, $27 billion in Brazil and, more recently, 

approximately $3 billion in Chile”. Like described in the same article by World Bank, one of the main 

challenges for Chinese companies in Latin America was that the privatizations in Latin Americas was 

popular and normal while most the biggest companies from China was owned by Chinese government. 

It was not easy for Chinese companies to balance the public and private partnership, not to mention the 

different cultures, people thinking, religions, etc. 

POWERCHINA AMERCAS’ LOCALIZATION 

Why Powerchina Americas wants to be localization 

Even though POERCHINA Americas had been successful in the Latin American region, one of the 

biggest challenges the Company has faced is how to identify the “localization” for a long term 

achievement. The reasons why the company wanted to be localized included the following 

considerations:  

 Getting more projects by enjoying local company’s privilege. Most of the Latin countries wanted 

the local company to win the infrastructure projects for national industry protection. Taking 

Colombia market as one example: to participate in the public roads bid, the bidders had to fulfill 

the following requirements in Table 2 if you were one international contractors: 

Table 2: Requirement for International Contractor to participate in public project in Colombia 

Legal Entity 

Requirement 

Branch or subsidiary company should be established within 7 days after the 

contract was awarded(normally it would take two or three months to 

complete the documentation and registration process 

Financial The public tender normally required all the bidders to provide bid guarantees, 



Indicator 

Requirement 

credit line, etc which should be issued be local financial institutes who 

owned office in Colombia 

Project 

Experiences 

Requirement 

Several public works required the bidders should provide executed project 

experiences to take part in the bid process 

National Industry 

Content Factor 

The total evaluation points normally were 100. Among which 10% would be 

allocated to National Industry Content Factor which meant you could get 10 

points if you were recognized as local company. If you were international 

contractor, all the best you could get was only 5 points. 

Local Labor and 

Material Use 

Requirement 

The winner of the public project should promise to use some percentage of 

local labors and materials. Normally the winner should employ at least 30% 

local labor nearby the project and buy at least 90% local materials 

 

 Implementing the undergoing projects in a good manner by using local resources. By comparison 

between Chinese labors and Local labors, the cost of local manpower and materials were more 

competitive while the Chinese labors were more efficient and well trained. At the beginning era of 

POWERCHINA Americas in early 2009, the company tended to bring a lot of Chinese labors to 

implement the project. Now the company wanted to focus on management rather than executing 

the project directly. 

 

 Avoiding Compliance risks. POWERCHINA LTD paid more and more attention to Compliance 

Policy in recent years and would be stricter in Compliance principles in future. The lessons were 

taken from its great loss which resulted by one of its main subsidiary company---SH Company. 

SH was one of the biggest contractors for hydropower station project in the world which had 

installed more than 50% hydropower generation capacity worldwide. Because of its 

non-compliance behavior in Africa, SH was banned to participate in the multiple-lateral financial 

institutes’ projects for 3 years from 2015 to 2018. The multiple-lateral financial institutes were 

consisted of World Bank, Inter-America Development, JICA, African Development and Asian 

Development Bank, etc. Such a ban brought not only financial loss for POWERCHINA LTD but 

also a bad reputation to the company. To set up one fire-protection wall for the parent company, 

POWERCHINA decided to play in Compliance way and meantime encouraged its subsidiary 

companies to operate locally. 

The Localization of Powerchina Americas  

Even though POERCHINA Americas had been successful in the Latin American region, one of the 

biggest challenges the Company has faced is how to identify the “localization” for a long term 

achievement. The reasons why the company wanted to be localized included the following 

considerations. As shown in the annex 3, there were 13 branch or Subsidiary Companies inside 

Powerchina Americas to develop Latin American market from Mexico to Chile; still there were a lot of 

existing shortages regarding its localization. At the same time, the competition in construction industry 

was strong. By using the Porter’s 5 forces, Powerchina Americas conducted the related analysis of its 

competition advantages and disadvantages before deciding how the way to be better localized was. The 

analysis of Porter’s forces of Powerchina Americas’ competence was described the following table 3. 



Table 3: Analysis of Porter’s Forces of Powerchina Americas’ competence  

Competitive 

force 

Relevant Structural Features of 

the industry 

Impact 

on 

Market 

share 

2015-202

0  

Changes in 

industry 

structure 

2021-2025 

Impact 

on 

Market 

Share 

2021-2025 

Substitutes 

3D print technology and its 

product; Drone or robot orientation 

construct 

Weak 

The fastly growing 

technology will 

increase the 

possibility use of 

3D and AI 

Increasing 

New entry 

newly born Construction 

companies; International 

Contractors from India 

moderate 

the presence of 

India companies 

especially in the 

transmission lines  

and renewable 

power sector will 

be increased  

Increasing 

Internal 

Rivalry 

①International Contractors from 

different countries are all in Latam 

area. More than 50 International 

contractors has the revenue over 1 

billion USD.  

highly 

Strong 

Remains the quite 

similar 
increasing 

②dozens of Latam Local 

Contractors also strong and there 

are a lot, especially in Brazil, 

Mexico, Colombia, Peru and 

Ecuador, etc 

③Direct cost (Manpower, material 

and equipment) is fixed and the 

profit percentage is low: 5%-8% 

④The risk of project 

implementation is high: Social 

issue, environment impact, CPI 

inflation, Changes of 

politics( Legal, tax and even the 

government), etc.  

Buyers Power 

The Client in this industry has the 

final and ultimate decision of the 

budget and the winner which 

company is the winner 

super 

strong 
remain same Increasing 



Supplier 

Power 

many options of suppliers; Price 

depending on the cost of raw 

material and logistics 

(transportation mainly by sea) 

 moderate 

during the post 

covid-19 period, 

the price of bulk 

commodity will go 

higher  such as 

steel bars, sea 

transportation 

Increasing 

Complements 

①The Client are expecting the 

Contractor provide not only the 

EPC(Engineering, procurement 

and construction) or turn-key work 

but also requires the contractor to 

provide finance or investment in 

the project.  
Strong 

In Brazil, Mexico, 

Chile, Colombia, 

Peru, there are 

increasingly need 

to take part in the 

APP (PPP) model 

project, the 

capacity to provide 

investment or 

finance will 

become more and 

more important 

Increasing 

②After the completion of the 

project, Operation & Maintenance 

also will matters when the Client 

decides who is the winner 

 

Facing the fierce competition, Mr. Hou asked his country managers to make use of the tool of Action 

Learning to define its localization. The Action Learning was first proposed by Reg Revans in 1940S 

and evolved as the time passed by in the recent 60 years. According to Reg Revans, the formula of 

Action learning was AL=P+Q+R+I. among which, AL meaning Action learning, P: Programmed 

Knowledge, Q: Questions, R: Reflection and I: Implementation. The Annex 5 showed the formula of 

Action Learning. The Action Learning would be divided into 4 steps:  

 Step 1: Description of existing localization problems ; 

 Step 2: Analysis of Reasons; 

 Step 3: Innovative Solutions; 

 Step 4: Action Plan 

History and Evolution of Action Learning 

Action Learning was firstly proposed by UK professor Reg Revans in 1940s, which was applied in the 

coal industry organization training in England and Welsh. Reg Revans was considered as the father of 

Action Learning. 

Action learning is an approach to problem solving. It involves taking action and reflecting upon the 

results. This helps improve the problem-solving process as well as simplify the solutions developed by 

the team. Since action learning has proven to be very effective in developing a number of individual 

leadership and team problem-solving skills, it has become a component in corporate and organizational 

leadership development programs. This strategy is different from the "one size fits all" curriculum that 

is characteristic of many training and development programs. Confucius once said, "I hear and I forget; 

I see and I remember; I do and I understand," and action learning is a cycle of doing and reflecting.  

https://en.wikipedia.org/wiki/Problem_solving


Today, action learning is practiced by a wide community of businesses, governments, non-profits, and 

educational institutions. 

Writers on the subject have included Mike Pedler, Alan Mumford and Richard Hale in the United 

Kingdom & Australia, Yury Boshyk in Canada, Garry Luxmore in Australia. Ng Choon Seng in 

Singapore, Ira Cohen and Kevin Hao in China, and Michael Marquardt, Skipton Leonard, Arthur 

Freedman, Robert Kramer, and Joe Raelin, and Verna Willis (a pioneer in action learning and co-author 

with Robert L. Dilworth, as well as an award recipient with the Annual Global Forum on Action 

Learning in the United States.  

Action learning is applied by using the action learning question method (Hale) to support 

organizational development (OD) capability development across central government in the UK Civil 

Service supported by OD specialists Mayvin.[15] As such, this is combining action learning with 

organizational development as reported at the 2014 Ashridge Action Learning Conference and Action 

Learning: Research and Practice, October, 2014. 

An action learning approach has been recognized as a valuable means of supporting the continuing 

professional development of professionals in emerging professions. The action learning question 

approach has been applied with, for instance the emerging professional field of global outsourcing as 

reported by Hale ('Actual Professional Development', Training Journal, 2012). This supports the idea 

that powerful learning can occur at the boundaries of organizations as proposed by Wenger in his work 

on 'communities of practice'. 

Organizations may also use action learning in the virtual environment. This is a cost-effective solution 

that enables the widespread use of action learning at all levels of an organization. Action e-Learning 

(AEL), as defined and implemented by Waddill, provides a viable alternative for organizations 

interested in adapting the action learning process for online delivery with groups where the members 

are not co-located.  

ACTION LEARNING OF POWERCHINA AMERICAS’ LOCALIZATION  

Step 1: Description of existing localization problems 

Step 1.1 Define the Localization Status  

At this stage, the 14 country managers used the tool of brain storm to write down as many as possible 

the existing localization status. What the country managers found out the localization status were: 1, 

there had been adequate branch or subsidiary companies established by Powerchina Americas in the 

region, but the successful operating locally was rare; 2, the company had employed hundreds of 

thousands local employees, but the sense of ownership and the ties of the local employees to the 

company was little: there was high turnover in Powerchina Americas; 3, too much talk of the 

localization strategy, but little actions to take; 4, too much different ideas of localization from different 

departments within Powerchina Americas, but lack of one guiding ideology; 5, in some countries there 

was no fixed entity to develop the market; 6, low participate level of local employees: most of the key 

positions were still Chinese staffs; 7, the restriction of POWERCHINA head quarter in Beijing had 

become barriers for Powerchina Americas’ Localization: Powerchina was the public company invested 

by Chinese government which cared too much about its capital investment overseas; 8, the culture 

conflict between Chinese and target markets, lack of communication capability and adoption to the 

local customs. 

https://en.wikipedia.org/wiki/Action_learning#cite_note-15


Step 1.2 Define the problems 

During this stage, the abovementioned 8 existing statuses were allocated into 4 problems: Problem 1: 

Policy Problem: Lack of localization guiding policy support; 2, Human Resources Problem: no 

incentive system; 3, Legal Entity Problem: Overlapping and resource wasting; 4, Lack of adoption 

capacity to local Culture. The link between the 8 existing status and 4 localization problems was shown 

in Annex 6. 

Step 1.3 Evaluation of the problems 

By using the Evaluation Form of the 4 problmes as shown in the Annex 7, the team chose the top 2 

with the highest score to be solved. The criteria to give the points from1 to 5 was “importance” 

“urgency” “effectiveness” “controllable” “generalization” and “ participation”. The team in the end 

chose Policy problem and human resources problem as the top 2. 

Step 1.4 Set up the Goals 

After confirming the top 2 problems, the team used the SMART (Specific, Measurable, Attainable, 

Relevant and Time-bound) principle to set up 2 goals to solve the problems.  

Goal No1: Within 9 months, establish and release the localization guideline;  

Goal No 2: Within 12 months, draft and carry out the human resources incentive policy. 

Step 2: Analysis of Reasons 

Step 2.1 Free talks to discuss reasons as many as possible 

During this stage, the team used the tool of brain storm to find out the reasons why the localization 

level of Powerchina Americas was low. They found out 17 reasons why the localization level of 

Powerchina Americas was low as shown in the Annex 8. 

Step 2.2 Focus on main reason 

During this stage, the team used the tool of Focus Matrix to decide which reason they should pay more 

attention and give priority. The parameters to choose the main reasons were Controllable and internal. 

If one reason was external or not controllable, the team would leave it alone. By this criterion, the team 

confirmed the main reason as shown in Annex 9. 

Step 2.3 Find out the root reason 

During this stage, the team used the tool of ISHIKAWA Diagram (also called Fishbone Diagram) to 

find the root reason why the localization was low. The team found out 13 root reasons as shown in 

Annex 10. 

Step 2.4 Key reason orders 

After the diagnosis of ISHIKAWA Diagram, the team used the Importance/Urgency Matrix to decide 

which root reason should be given the priority to be solved. The reasons crossed by the red slash as 

shown in Annex 11 would be placed as importance and urgency. 

Step 2.5 Set up action objective 



After all the above mentioned analysis, the team set up 3 action objectives: 

Action Objective 1: Draft and release the localization guideline within 9 months; 

Action Objective 2: Draft and release the local employees’ incentive system within 12 months; 

Action Objective 3: Establish functional local operating entity within 12 months. 

Step 3 Innovative Solutions 

After finding out the main and root reasons why localization level was low and setting up the action 

objectives, the team in step 3 tried to find out the innovative solutions. 

Step 3.1 Free talk about the new ideas 

In this stage, the team continued to use the tools of brain storm to seek new ideas for improving 

localization level. They proposed 12 possible solutions as follows: 

1, Use the internal resources; 2, Benchmarking with peer companies; 3, Persuade the group high level 

to agree; 4, Change the head office structure; 5, Recruit high level local employees; 6, Acquire local 

companies; 7, Assign more power to branch and subsidiaries companies; 8, All of the overseas staffs 

should speak English at least; 9, Establish the local entities together with member enterprise; 10, 

Revoke the low efficient local entities; 11, Purchase the mature localization system; 12, Invest on 

translation work. 

Step 3.2 Integrate the ideas into possible solutions 

After analysis the 12 ideas, the team integrated them into 5 possible solutions: 

Solution 1 Internal Growth to cover idea 1 and 10; 

Solution 2 External Learning to cover idea 2; 

Solution 3 Self-Revolution to cover idea 4, 7, 8 and 9; 

Solution 4 High level Coordination to cover idea 3; 

Solution 5 Invest the Capital to cover idea 5, 6, 11 and 12. 

Step 3.3 Criteria to choose the Solutions 

Not all the possible solutions could be chosen by considering the limited time and resources. The team 

in this stage set up 4 criteria to choose the final solutions. The 4 criteria were: 1, No damage to the 

company’s existing structure; 2, Effective and Fast, no more than 1 year; 3, Compliance: couldn’t 

beyond the company’s power limit; 4, Safety and Security: should be controllable. 

Step 3.4 Choose the final solutions 

By the criteria set up in 3.3, the team made use of the tool of Yield / Attainable matrix to choose the 

final solutions. The team in this stage would choose the solution allocated in the sections (quadrants) of 

“Rapid to be effective” “Great Opportunity” and “Need More Effort”, and would give up the solutions 

allocated in the quadrant of “Waste of Time”. The team finally chose the Solution 1, 2 and 5 by giving 

up solution 3 and 4. The Yield / Attainable Matrix were shown in the Annex 12 



Step 3.5 Analysis of Final Solutions’ Force –Field 

To know better how to promote the final solutions better, the team use the Force-Filed analysis to find 

out which were the driving factors for the solutions and the resisting factor. Here the following was the 

Force-Filed analysis of the final solutions: 

                           Driving Factors                        Resisting Factors 

Solution 1 Internal Growth:  More economic and better collaboration     Limit internal resources 

Solution 2 External Learning:  Fast and Effective                  Doubts of the benchmarking 

companies’ willingness to 

share their core competency  

Solution 5 Invest Capital:      Fast and Effective                   Great risk of acquisition 

Step 4 Action Plan 

After all the steps 1, 2 and 3, the team made the action plan to be followed. The key goal of action plan 

was to improve the localization level of Powerchina Americas and strengthen its localization capacity. 

The goal was divided into 2 work break down: Work 1: Draft localization guideline to make sure there 

would be policy to follow; Work 2: Draft local employees’ incentive system to encourage the 

participation and enthusiasm of all the employees; Work 3: Establish the functional local entity and 

revoke the low efficient ones.  

The entire 3 work breakdown then was detailed elaborated into specific timetable and people in charge. 

The action plan was shown as Annex 13. 

After receiving the Action Learning solutions from his country mangers, Mr Hou had checked it for a 

long while. And the following 2 options kept circling around in his mind: 

Option1: acquire the local engineering or Construction Company. 

The benefit of option 1 was that POWERCHINA Americas could enter the Latin American market as 

fast as possible. Acquisition was one of the best solutions to save time. The potential risk was that the 

Company had to conduct a series of due diligence works and it was not assured that the culture and 

management philosophy collaboration between the Chinese company and the local company would 

succeed. 

Option 2: set up local subsidiary company or Branch Company. 

The benefit of option 2 was that the subsidiary or branch company was like one newborn baby; 

POWERCHINA Americas could have full power and authority over it and control the local company. 

However, it would take a long time for the local company to be strong financially and competitive 

enough. 

The existing market situation also was another factor Mr Hou should take into consideration. Several 

giant Chinese Contractors had been banned by US government because of the economic conflicts 

between US and China government. Another worse situation was the suffering of all countries and 

people from Covid-19 in the recent two years which probably would last for more 1 or 2 years. No 

mention to the great loss of lives, the multi-international companies including POWERCHINA 



Americas were feeling the pains from the Just-in-time supply chain policy, the sea transportation cost 

rising crazily which was three times than the normal price before pandemic. 

At this critical turning point, Mr. Hou and his country manager had to make decision how to realize the 

company’s target of localization. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Annex 1 the Structure of Powerchina Ltd 

 

Annex 2 the 6 Global Headquarters of Powerchina Ltd 

 



Annex 3 the Structure of Powerchina Americas 

 

Annex 4 the Time Line of Powerchina Ltd’s Internationalization 

 

Annex 5 the Formula of Action Learning 

 



Annex 6 the Link between 8 Existing Status and the 4 Localization Problems 

 

 

Annex 7 the Evaluation Form of 4 Problems 

Annex 7 Evaluation Form 

Criteria（point:1-5） 

Problem 1 Problem 2 Problem 3 Problem 4 

Policy 

Problem 

Human 

Resource 
Overlapping 

Adoption 

Problem 

Importance 5 5 5 3 

Urgency 5 5 3 3 

Effectiveness 4 4 4 4 

Controllable 4 4 3 5 

Generalization 4 4 3 4 

Participation 4 3 2 2 

Total 26 25 20 21 

 

 

 

 

 

 



Annex 8 Seventeen Reasons why the localization level of Powerchina Americas was low 

 

 

Annex 9 Focuses on Main Reason 

 

 

 

 

 

 

 

 



Annex 10 Find out the Root Reason by Ishikawa Diagram 

 

 

Annex 11 Key Reason Orders 

 

 

 

 



Annex 12 Yields / Attainable Matrix 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Annex 13 Action Plan of Improving Powerchina Americas’ Localization 

 

 

 

 

 

1st season 2nd Season 3rd Season 4th Season

1,Draft and release the localization guideline

within 9 months

Collect the internal ideas and

suggestions regarding

localizationfrom member

companies

Benchmarking with peer

companies which were

successful in localization,

including Chinese and

international ones

Draft the localization

guidelines and discuss

internally for approval by

headoffice

Release the localization

policy and request all

counttries to follow

Market Department,

Country Managers and

member companies

2, Draft and release the local employees’

incentive system within 12 months;

Internal opinion collecting

and external bench marking

Internal opinion collecting

and external bench marking

Draft the incentive system

and discuss internally for

approvalo by headoffice

Release the incentive policy

and request all counttries to

follow

Country Managers, Local

employees and member

companies

3,  Establish functional local operating entity

within 12 months

Find out the existing status of

local entities; market analysis

of potential acquisition traget

company

Revoke the not well

operating local entities and

establish new ones in the

emerging countries; negotiate

with the target acquisition

companies

Making report for

headoffice's approval

Acquire the target local

company

Regional Head office,

Country Managers and

Beijing headoffice

Improve Localization Level and

Stregthen Localization Capacity

Action Plan of Improving Powerchina Americas' Localizaiton
Action Plan in 2022

Action ObjectivesKey Work Department in Charge
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