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重塑发展
——如何让传统企业
焕发新的活力，长久
保持生命力和竞争力？

华威 高级学习顾问
西门子（中国）有限公司



重塑发展
——如何让传统企业焕发新的活力，长久保持生命力和竞争力？

创新的业务模式
需要创新的管理体系
和人才体系支撑

管理体系
如何迭代持续改进？

人才发展理念如何创新？



创新的业务模式
需要创新的管理体系和人才体系支撑



170年前
西门子建立在一个强大的理念上: 一个公司不应该只关注利润最
大化。它还应该为社会服务——用技术，用雇佣实践，用它所做
的一切。这个想法至今仍然存在。服务社会，同时做成功和盈利
的业务是西门子战略的核心。这是我们公司的最终目标。”

– Joe Kaeser, President and CEO of Siemens AG
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173年的社会责任



Siemens 创新
173年历史上的
里程碑
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1866
The dynamo makes
electricity part of
everyday life

1816 – 1892
Company founder,
visionary and inventor

1847
Pointer telegraph lays the
foundation of Siemens as a
global company

1879
World’s first
electric railway



Unrestricted | © Siemens 2020 | October 2020Page 7

2012
Test operation of the
world‘s largest rotor for
offshore wind turbines

1983
First magnetic resonance
imaging scanner

1959
SIMATIC
revolutionizes
automation

2018
Charter of Trust: a joint
initiative for a secure
digital world

1925
Siemens electrifies
the Irish Free State
with a hydroelectric
power plant

1975
Breakthrough of high-
voltage direct-current
(HVDC) transmission

2010
TIA Portal takes
automation a stage
further

2016
MindSphere,
the cloud-based IoT
operating system

2019
Launch of first project
for Siemensstadt 2.0

2020
Comfy workplace app makes
it safe to return to the office
during the coronavirus
pandemic



Siemens has been shaping industrial revolutions ever since its founding
自成立以来，西门子一直在塑造工业革命
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Industrie 1.0

Industrie 3.0

Industrie 4.0

Industrie 2.0

Digitalization –
Cyberphysical systems

Electrification –
Introduction of the assembly line

Steam power –
Shift from manual to
mechanical production

Electronics and IT –
Automation of production

Founding of Siemens
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With our solutions, we’re addressing the greatest challenges of our time
通过我们的解决方案，我们正在应对我们这个时代最大的挑战
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Healthcare system
Digital transformation of industry,
infrastructure and mobility Energy transition

Prosperity

Economic
growth

Productivity

Competitive
industriesAging society

Affordable healthcare

Population
growth

Increase in chronic
diseases

Efficient
infrastructure

Sustainable use of
resourcesPersonalized healthcare

Climate change /
CO2 emissions

Increasing
demand

Reliable
supply

Decarbonization

Distributed
energy systems

Siemens

Siemens
Healthineers1

Siemens
Energy2

1 Publicly listed subsidiary of Siemens | 2 Publicly listed associate



A new chapter in the history of Siemens AG
Company setup as of October 1, 2020
2020年10月1日，西门子股份有限公司开始了新的历史篇章
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1 Publicly listed subsidiary of Siemens; Siemens Healthineers with its own setup for Countries and Service & Governance

Businesses
Smart
Infrastructure

Digital
Industries Mobility

Portfolio
Companies

Siemens
Healthineers1

Siemens
Advanta

Service & Governance

Countries
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4.0
5.7

+40%

FY 2014 FY 2019

创新
是我们成功的
基础
研发的投入

All figures including Siemens Energy



The areas our research and development is focusing on
研发专注的领域
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Additive
manufacturing
增材制造

Autonomous
Robotics
自动机器人技术

Blockchain
Applications
区块链技术

Connected
(e)mobility
互联的智能交通

Connectivity and
edge
边缘计算

Cybersecurity
信息安全

Data analytics,
Artificial intelligence
数据分析人工智能

Distributed energy
systems
分布式能源

Energy storage
能源存储

Future of
automation
自动化未来

Materials
新材料

Power electronics
电力电子

Simulation and
digital twins
仿真和数字双生

Software systems
and processes
软件系统和过程



Our digital portfolio
我们的数字化产品组合

Unrestricted | © Siemens 2020 | October 2020Page 14

1 As of September 30, 2020 (including Siemens Energy) | 2 In FY 2019 (including Siemens Energy) | 3 As of September 30, 2019
(including Siemens Energy)

€10 billion
invested in digital companies in
the past 10 years1

20
MindSphere Application
Centers set up globally 1

Top 10
Siemens is one of the top 10
Software companies1

~530
digital offerings1

~1/3
of all new patent applications are
in digital technologies2

~40,000
Employees in digital jobs
at Siemens3

Data
analytics

Cloud and
platforms

Cyber
security

Secure
connectivity

Simulation
tools

Artificial
intelligence

ServiceOperateDesign

Digitally optimized automation

MindSphere – the open IoT operating system

Digitally optimized electrification

IoT – Consulting and integration

Siemens Software Siemens Digital Services

Digital twins (products and infrastructure)



管理体系如何迭代持续改进？



示例：项目管理体系的发展和持续改进



人才发展理念如何创新？





数字时代的人力资源战略需要通盘考虑且密切关注业务成效

招聘

发展保留

吸引

招聘营销

针对数字化人才的雇主价值主张

专项股权激励和绩效奖励

数字化社团
灵活办公及共享办公空间 数字化人才发展路径和认证

数字化专项学习基金

数字化人才引荐计划

数字化人才画像和市场洞察



引入代际研究



平衡领导力模型

• Organization
职能

• Hierarchy
等级

• Execution
执行

• Process
流程

• Control
控制

Manage
Performance

管理绩效

• Networking
网络

• Openness
开放

• Participation
参与

• Agility
敏捷

• Trust
信任

Enable
Performance

赋能

Traditional Age NOPAT

Digital Age
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70 ha
area in the Spandau
district of Berlin

€600 m
invested in new
residential and work
space

The future of work at Siemens
Siemensstadt 2.0

Research centers
foster collaboration between the business and
scientific communities
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Mobile working two to three days a week will be a
worldwide standard

The New Normal Working Model will enable employees
to choose – following consultation – to work wherever
they can be most productive. This change also
accommodates the employees’ desire for more
flexibility and personalized approaches when it comes
to choosing where they work.

Mobile working
as a key element of the “new normal”

For about 140,000 employees1 at
more than 125 locations in 43 countries

1 Number of job profiles that are suitable for mobile working.
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~200,000
加入员工持股计划
强化主人翁意识

1866
Dynamomaschine bringt
Elektrizität in den Alltag
der Menschen

1816 – 1892
Unternehmensgründer,
Visionär und Erfinder

1847
Zeigertelegraf
als Grundstein
für den späteren
Weltkonzern

1879
Weltweit erste
elektrische
Eisenbahn

As of September 28, 2020 (without Siemens Energy)



数字化人才白皮书发布

200+深度访谈

5年人才数据积累

1000+调查问卷

20+数字化公司的最佳实践

1

2

3

4

5

人才——企业数字化转型的基石

按图索骥——企业的数字化岗位图谱

从“I”到“π”——数字化人才能力模型

全周期覆盖——建立数字化人才管理体系

数字化人才发展的跟踪和迭代



数字化能力评估
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Framework of Digital Learning Sponsorship 2.0

Recommend employees /
teams to share learning
outcomes with their own org.
or with the digital
talent community

Encourage employees to
form learning groups
especially when they are
taking the same course

Engage managers early on
to get their support for
learning

Objective
• Further encourage

employees to
proactively learn
and bridge
competence
gaps

• Enhance
utilization of the
Digital Learning
Sponsorship by
optimizing the
current setup

Facilitate upskilling amongst digital community in China by
enhancing utilization of the Digital Learning Sponsorship

Concept for Digital Learning Sponsorship 2.0

Content
coverage

Learning
atmo-
sphere

Broadened scope of
learning to cover
competence needs from
different teams and talents

Cover different formats of
learning in addition to
courses (e.g., thought
leadership activities/events,
set up tech. demo
facilities)

Recommend top-rated
courses/activities to the
teams and digital talents
based on competence
needs along different
dimensions

Allow-
ance

1,000CNY per person, with flexibility to pool individual allowances for team learning
initiatives

Key success
factors
• Promote

Digital Learning
Sponsorship
2.0 to digital
teams & talents
with effective
course
recommend.

• Learning
culture &
transparency
between
managers and
digital talents

Responsible: Learning Campus

Time
frame Prolong the time frame of the Digital Learning Sponsorship



人力资源部开发的新的人才管理平台倡导
主动学习，自主发展 ，关注个人成长的人才发展文化



由西门子管理学院提供线上线下的混合式学习
持续提升技能，强化全员的数字化能力

¡ 任何时间

¡ 任何地点

¡ 手机、电脑、PAD

¡ 一站式登录

¡ 30,000+免费学习资源

¡ 7,000+数字化相关

¡ 60+线下学习项目

Hey Daniela, welcome back!

Hey Daniela, welcome back!
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Next47 powered
by Siemens
Next47 is an independent, global venture firm backed
by Siemens AG. We combine capital with hands-on
business development capabilities that help our
portfolio companies grow revenue through the Siemens
ecosystem. Next47 works with start-ups that use deep
and frontier technologies such as artificial intelligence,
augmented and virtual reality, cybersecurity,
autonomous driving, IoT, robotics, and advanced
manufacturing to solve the most difficult and
fundamental industry challenges facing Siemens and
Siemens customers.
Next47 is also an enabler of “intrapreneurialism” within
Siemens. The Next47 Accelerator, a program built in
partnership with Alchemist, aims to identify and nurture
big, breakthrough ideas within Siemens with the goal of
empowering internal talent to create new business
opportunities for the company.


