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Executive Summary
The following document presents an in-depth study of the impact of COVID-19 on Seesaw Coffee, a prominent Chinese coffee business, and how the company adapted to the crisis using various change management strategies. Acknowledging the essential role of Small and Medium-sized Enterprises (SMEs) in the global economy, this report highlights how Seesaw Coffee, despite facing significant challenges due to the pandemic, continued to serve its loyal customer base and provide high-quality coffee experiences.
Recognizing the effects of the pandemic on businesses worldwide, Seesaw Coffee had to revise its business model, demonstrating flexibility and innovation. The primary focus of this study is to analyze how Seesaw Coffee navigated the changing business landscape during the pandemic and successfully implemented changes in its operations.
The report also proposes a comprehensive change program and its evaluation. The program's efficacy can be measured using specific criteria, such as increased revenue, enhanced customer satisfaction, and improved employee engagement. Implementation requires a practical timeline with clear milestones, specific deadlines, and task assignments. Creating a dedicated change management team comprising members from various departments and levels within the organization is highly advisable for effective implementation.
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Introduction
Background
As a core engine of economic development and job creation globally, Small and Medium-sized Enterprises (SMEs) hold a critical position in the world's economic structure (Carracedo et al., 2021). Koirala (2019) pointed out that SMEs comprise over 90% of all businesses worldwide. Astonishingly, they are responsible for spawning 60-70% of all jobs in developing nations. 
Despite their undeniable importance, SMEs face several obstacles, including scarce resources, financial limitations, and intense market competition, often hamper their growth and overall success. However, SMEs embracing innovation and adapting to change can stand out in this challenging environment and even thrive with these attributes. At the same time, their growth can create jobs and contribute to the country's economic growth. Providing support and resources to such SMEs is therefore crucial. 
Seesaw Coffee and Its Pandemic Response
Seesaw Coffee, an SME from China, exemplifies the spirit of SMEs. Renowned for its high-quality coffee sourced from different Chinese regions, Seesaw Coffee has cultivated a loyal customer base despite its smaller size compared to large corporations. Its unique approach to coffee culture has won it recognition and admiration. However, like most businesses, Seesaw Coffee was hit hard by the COVID-19 pandemic (Carracedo et al., 2021). For example, because of the pandemic, most of the shops had to close temporarily and practice social distancing, leading to a reduction in shop traffic and a substantial reduction in earnings (Pantano et al., 2020). Therefore, Seesaw Coffee also had to change its business model quickly to keep its customers and make money during the crisis (Booker, 2022).
COVID-19 posed numerous challenges to Seesaw Coffee. Much like other SMEs worldwide, it grappled with a rapidly evolving situation. The most significant adverse impacts from the pandemic are found in business management processes, including supply chain disruption, business disruption, employee management issues, and higher production costs (Seesaw Coffee, 2022). These challenges tested Seesaw’s resilience, forcing it to innovate and adapt to continue serving its customers. However, Seesaw Coffee stood up to these challenges, demonstrating unwavering commitment to its customers. It strived to continue offering unique, exceptional coffee experiences, even amidst a global crisis (Ferreira and Ferreira, 2018). 
Critical Evaluation of the Organisational Change 
Organizational Change in the company 
Change management is a systematic approach to managing organizational transitions from the current to the desired state. It involves developing and implementing strategies and interventions to facilitate this transition (Gorjian et al., 2021). Additionally, change management encompasses managing the human aspect of change, which includes addressing values, vision, culture, beliefs, and attitudes (Min & Kim, 2022). The primary objective of change management is to enhance organizational performance capability and capacity by proactively or reactively responding to internally driven or externally imposed changes. Organizational change is imperative for businesses' growth, adaptation, and survival, particularly small and medium-sized enterprises (SMEs) operating in dynamic business environments (Min & Kim, 2022). Gorjian et al. (2021) underscore the significance of SMEs adapting their strategies, processes, and structures to environmental changes to maintain competitiveness. This may involve implementing innovative technologies, restructuring the organization, or redefining the organizational culture. 
Impact of COVID-19 on SMEs
The global COVID-19 outbreak has substantially impacted the business sector, including tiny and medium-sized enterprises (SMEs) with limited resources and flexibility (Klein & Todesco, 2021). As a result, many SMEs faced closures, supply chain disruptions, and financial challenges (Kalogiannidis, 2020). In response, SMEs swiftly adapted by implementing operational changes such as remote work, new health and safety protocols, and modifying their products or services to meet changing customer demands (Rapaccini et al., 2020).
Change Management Models for SMEs 
SMEs can effectively manage organizational change by utilizing change management models such as Lewin's Change Management Model, Kotter's 8-Step Change Model, and the McKinsey 7S Model (Tang and Tang, 2019). These models offer a structured approach to implementing change, helping organizations identify change drivers, address resistance, and successfully integrate new strategies, processes, and structures. In the case of Seesaw Coffee, Xu and Ng (2023) incorporated Lewin's Force Field Analysis Model to evaluate the change management process. This model critically analyzes the organizational situation and identifies factors driving or resisting change (Gaivoronskaya et al., 2021). Additionally, stakeholder analysis has been conducted to assess the impact and identify key stakeholders involved in the change process.
During the COVID-19 pandemic, one of the critical challenges for the company was the disruption in its supply chain management process caused by prolonged lockdowns. Insufficient support from suppliers and inadequate strategic planning for cost management further exacerbated the issues, hindering the company's ability to maintain a seamless supply chain. Consequently, the company initiated changes in its organizational culture and supply chain management procedures to address these challenges (Hartmann et al., 2020). Additionally, the company underwent a significant change by embracing digitalization across its overall business processes to facilitate smooth business growth.
Factors Affecting Organizational Change in SMEs
Various factors can influence the outcomes of transformational efforts in small and medium-sized enterprises (SMEs). Leadership, organizational culture, employee engagement, and communication have been identified as significant variables by Cândido and Santos (2019). Effective management is crucial for SMEs to navigate through periods of transformation successfully. This involves developing a clear vision, defining desired outcomes, and fostering a conducive environment (Tajasom et al., 2015). The alignment between desired change outcomes and organizational culture plays a pivotal role in determining the impact of the change (Cândido & Santos, 2019). Optimal employee engagement and communication are essential for the successful implementation of change, as well-informed and dedicated employees are more likely to support and participate in the process (Georgiades & Georgiades et al., 2015).
Drivers of Change
Organizational culture 
Seesaw Coffee's organizational culture was instrumental in facilitating change during the pandemic. The company's adaptable, innovative, and customer-centric values and beliefs facilitated a proactive response to the challenges posed by COVID-19. Seesaw Coffee's ability to adapt to the changing business environment and maintain its competitive advantage was enhanced by fostering a culture that embraced change (Chen, 2019).
Leadership
Leadership was crucial in implementing successful changes at Seesaw Coffee during the pandemic (Cavish, 2018). The leaders of the company exhibited proficient decision-making abilities, effective communication, and perseverance in challenging circumstances (Elishaer & Saad, 2022). Seesaw Coffee's leaders modelled behaviours that fostered trust and inspired employees to embrace change initiatives, ensuring the organization's ability to adapt and thrive during crises.
Power dynamics
Power dynamics at Seesaw Coffee impacted the change process by influencing stakeholders' reactions to the proposed changes. The company's leadership prioritized stakeholder buy-in by engaging employees at all levels by soliciting input and providing opportunities for open dialogue (Roulette, 2022). Seesaw Coffee effectively managed resistance and promoted stakeholder participation in the organizational adaptation, facilitating ownership of change initiatives.
Digitalization
Seesaw Coffee embraced digitalization during the pandemic, leveraging online ordering platforms, mobile apps, and contactless payment options to sustain operations and meet customer demands (Bharadwaj et al., 2013). This strategic use of digital infrastructure enabled the company to engage customers, establish new revenue streams, and gain a competitive edge.
Competition
Seesaw Coffee underwent changes during the pandemic in response to competitive pressures within the coffee sector. To remain competitive and attract customers, the company adjusted its strategies and offerings in line with rapidly changing market conditions (Nastasolu & Vandenbosch, 2019). Seesaw Coffee demonstrated agility and adaptability by closely monitoring rival actions and swiftly responding to market trends, positioning itself as an industry leader despite unprecedented challenges.
Main Findings 
Adapting to Change and Driving Business Growth during the Pandemic
Embracing Digital Transformation
Seesaw Coffee swiftly embraced digital transformation to tackle pandemic challenges. According to Hartmann et al. (2020), innovation, digital transformation, and a customer-centric approach are vital for organizational resilience and ongoing success. The company upgraded its digital infrastructure, introducing a user-friendly mobile app and online platform. Customers can conveniently place orders, make payments, and arrange delivery or pick-up through these channels. This strategy was pivotal in retaining and acquiring customers during lockdowns and social distancing measures.
Enhancing Customer Experience
Seesaw Coffee prioritized improving the customer experience amidst the pandemic. By leveraging data-driven insights and customer feedback, the company improved its digital offerings, streamlined the ordering process, and expanded its delivery services. Like other small and medium-sized enterprises, Seesaw Coffee utilized innovative social media marketing strategies to maintain customer engagement and enhance brand recognition (Dubbelink et al., 2020).
Adapting to Changing Consumer Preferences
During the pandemic, Seesaw Coffee adapted its product offerings to cater to changing consumer preferences. The company responded to the increasing consumer demand for health-conscious options during the pandemic by introducing new menu items and beverages emphasising health and well-being (Birtus and Lăzăroiu, 2021).
Strengthening the Supply Chain
The COVID-19 pandemic exposed supply chain vulnerabilities in many companies, prompting them to reassess and strengthen their operations (Pujawan and Bah, 2022). Seesaw Coffee took proactive steps to ensure a steady supply of raw materials and ingredients during the pandemic. The company diversified its supplier base, implemented contingency plans, and built strong relationships with local suppliers, reducing reliance on international sources (Li et al., 2020). This measure not only ensured business continuity but also enhanced the company's ability to address potential supply chain disruptions in the future.
Community Engagement and Social Responsibility
Seesaw Coffee demonstrated social responsibility during the pandemic by engaging in community support initiatives. This included offering discounts to essential workers, donating some of their earnings to COVID-19 relief efforts, and partnering with local non-governmental organizations to assist vulnerable communities. Through active and responsible community participation, Seesaw Coffee enhanced its brand image and fostered customer loyalty (Xu and Ng, 2023).
Application of Change Management Models to the Organization
Selection of appropriate change management model(s)
Organizations should select suitable change management models for effective implementation of organizational changes. Kotter's 8-Step Process was chosen due to its proven effectiveness in facilitating change and organizational transformation (Tang & Tang, 2019). This action-oriented model provides a clear roadmap for the change process.
Implementation plan for the change program
Steps  
Change management is crucial for SMEs to remain competitive and adapt to market demands (Fabrizio et al., 2022). The COVID-19 pandemic has highlighted the importance of change management as SMEs have had to reorganize their operations and strategies. Seesaw Coffee, a Chinese SME in the speciality coffee sector, has faced pandemic-related challenges. This chapter will explore how Seesaw Coffee implemented Kotter's 8-Step Process for effective change management and resistance mitigation.
The first step of Kotter's 8-Step Process is creating a sense of urgency. This involves raising awareness about the need for organizational change and emphasizing the consequences of inaction (Mitcheltree, 2023). Seesaw Coffee should effectively communicate the importance of the transition to its employees and stakeholders to generate momentum and commitment. The COVID-19 pandemic has prompted Seesaw Coffee to adapt its operations to changing market conditions. The company can leverage the urgency to build momentum and gain support for the change initiative.
The next step is to establish a solid guiding coalition of influential and dedicated individuals to lead the change initiative (Tang & Tang, 2019). Seesaw Coffee should form a diverse team with members from different organizational divisions and levels to ensure a comprehensive perspective. The coalition's authority and credibility are vital for the change program's success, as they must possess the skills and knowledge to address challenges that may arise during the process.
The third step involves developing a clear vision and strategy. Seesaw Coffee must establish a distinct and inspiring vision that aligns with the company's mission and values. According to Men et al. (2020), the vision should guide and focus the change program and be regularly communicated to employees and stakeholders.
Step four is about communicating the change vision. The guiding coalition should actively and consistently communicate the vision to stakeholders and employees (Errida & Lotfi, 2021). This can be achieved through various channels, such as newsletters, meetings, and social media, to ensure understanding and support from all stakeholders. Effective communication is crucial for gaining support and overcoming resistance to the change initiative.
The fifth step is empowering employees to action (Tang & Tang, 2019). Seesaw Coffee should remove barriers to change and provide employees with the necessary resources, training, and support to drive change initiatives. Empowering employees fosters ownership and dedication, increasing the chances of success.
The sixth step is establishing short-term victories. Seesaw Coffee should recognize and celebrate small successes that are observable, measurable, and closely tied to the change initiative (Adelman-Mullally et al., 2013). Acknowledging these victories boosts confidence and maintains momentum towards achieving the overall goals of the transformation.
The seventh step is consolidating gains and generating further change. Seesaw Coffee should build on short-term successes and strive for continuous improvement. This involves leveraging the achievements by enhancing processes and exploring new opportunities for improvement (Adelman-Mullally et al., 2013). The organization should refrain from complacency and sustain momentum by identifying fresh improvement opportunities and finding innovative ways to enhance operations.
Establishing a culture of continuous improvement is crucial for consolidating gains. Azevedo et al. (2021) suggest promoting innovation, soliciting employee feedback, and investing in training and development to achieve this. Seesaw Coffee can empower employees to drive change and contribute to the organization's success.
Kotter's 8-step process concludes with integrating new methodologies into the existing culture. Seesaw Coffee should institutionalize new behaviours and processes within the organizational culture to sustain change. Stahl et al. (2020) propose using leadership, performance management, and employee recognition programs to reinforce new values. Seesaw Coffee ensures long-term sustainability by integrating changes into the company's culture.
Seesaw Coffee needs a systematic approach to organizational change, following a change management framework. Kotter's 8-step process is a widely recognized framework that guides effective change management (Neto et al., 2022). This process helps Seesaw Coffee overcome resistance, align employees with a shared vision, and foster ongoing improvement. The COVID-19 pandemic presents an opportunity for the organization to strengthen resilience and chart a distinct path for the future.
Timelines, roles and responsibilities
Setting a realistic timeline with clear milestones, deadlines, and assigned tasks is crucial for a change program. It is essential to consider potential obstacles and unforeseen events during implementation. Seesaw Coffee should allocate budget, staff, and technology resources to ensure successful implementation. Establishing a dedicated change management team comprising members from various departments and levels within the organization will provide diverse perspectives. This team will oversee the implementation plan, identify and resolve issues, and make necessary adjustments to stay on track (Backstrom, 2023). Regular updates to employees and stakeholders will ensure transparency and effective communication.
Performing a case study analysis is essential for Seesaw Coffee to evaluate the effectiveness of its change management strategy and implementation plan. The analysis should identify factors driving the change, obstacles encountered, and the effectiveness of strategies employed. Conducting a comprehensive review after completing the change program will provide valuable insights for Seesaw Coffee (Murray-Rust et al., 2023). This analysis can uncover improvement opportunities and guide the development of a more efficient change management strategy for future endeavours. Such a process is crucial for continuous learning and iterative improvement of organizational processes.
Assessment of Change Program Effectiveness
Criteria for success
Establishing precise and measurable benchmarks is crucial to evaluate the effectiveness of the Seesaw Coffee transformation initiative. These benchmarks should align with the program's objectives and follow the SMART principle: specific, measurable, achievable, relevant, and time-bound. Seesaw Coffee can assess the change program's success by setting criteria that meet these principles.
One objective of the change program is to increase revenue. Assessing revenue growth can serve as a measure of success (Belias & Trihas, 2022). Seesaw Coffee can compare revenue figures before and after implementing the change program to evaluate its effectiveness in generating revenue. This provides a simple and tangible method for assessing the change initiative's success. In addition to revenue growth, Seesaw Coffee can assess the change program's success by measuring customer satisfaction. This can be done through surveys, feedback forms, and online reviews, comparing pre- and post-implementation satisfaction levels.
The change program also aims to enhance employee engagement. Seesaw Coffee can measure employee engagement through surveys, feedback forms, and other metrics to gauge satisfaction and dedication, comparing pre- and post-implementation levels of engagement. Furthermore, the successful execution of the change program can be evaluated based on the degree of employee resistance and the effectiveness and timeliness of the implementation process (Santos et al., 2020). By assessing these factors, Seesaw Coffee can determine the effectiveness of the change program in addressing the challenges posed by the COVID-19 pandemic.
Methods for measuring change program effectiveness
A mixed-methods approach, combining quantitative and qualitative methods, can be used to assess the effectiveness of the change initiative at Seesaw Coffee.
Customer surveys can be conducted to gather feedback on customer experiences before and after the change program. This quantitative data directly measures the program's success in improving customer satisfaction (Katsaros et al., 2020).
Employee surveys can assess engagement levels before and after implementing the change program, providing insights into the program's effectiveness in enhancing employee engagement.
Financial analysis can estimate the impact of the change program on revenue, expenditures, and profitability. This evaluation helps determine the program's success in achieving its objectives (Islam et al., 2020).
Qualitative data can be collected through observation and interviews to understand the impact of the change program on organizational functioning. This qualitative information provides valuable insights beyond quantitative measures.
By employing a mixed-methods approach, Seesaw Coffee can obtain a comprehensive understanding of the effectiveness of the change program, considering both quantitative metrics and qualitative perspectives.
Evaluation of change program completion
To measure the effectiveness of the change initiative at Seesaw Coffee, several factors can be considered:
Achievement of objectives: It is important to compare the anticipated outcomes of the change program with the actual results to determine if the program has successfully met its objectives.
Execution of the change program: Evaluate the extent to which the execution of the change program aligns with the intended plan. Assess adherence to milestones, timely completion, and adherence to budget constraints.
Analysis of deviations: Examine any deviations from the planned change program and identify their root causes. This analysis helps in implementing necessary adjustments and learnings for future change initiatives.
Impact assessment: Assess the impact of the change program on key performance metrics such as revenue, customer satisfaction, and employee engagement. Evaluate how the program has influenced the company's culture, values, and operations.
By scrutinizing these factors, Seesaw Coffee can determine the effectiveness of the change initiative and identify areas that require improvement. This evaluation process helps understand the change program's overall impact and guides future decision-making.


Conclusion
Seesaw Coffee's ability to adapt and drive business growth during the COVID-19 pandemic showcases its resilience and strategic thinking. The company successfully implemented digital transformation, improved customer experience, adjusted to changing consumer preferences, strengthened the supply chain and demonstrated social responsibility. These actions have allowed Seesaw Coffee to overcome the challenges posed by the pandemic and achieve business growth.
The case study of Seesaw Coffee provides valuable insights for other small and medium-sized enterprises (SMEs) looking to learn from successful organizations' experiences during crises. It highlights the importance of a well-executed change management process in reshaping the business landscape. The report emphasizes that the change program's success at Seesaw Coffee can be measured using specific criteria such as increased revenue, enhanced customer satisfaction, and improved employee engagement. Assessing revenue growth is a straightforward way to evaluate the change initiative's success, as increasing revenue is often one of the objectives of such programs.
Overall, the report underscores the significance of Seesaw Coffee's change management process and the measurable outcomes, such as revenue growth, that can be used to assess the program's success. Including Lewin's Force Field Analysis Model in evaluating the change management process adopted by Seesaw Coffee is a valuable approach. This model allows for a critical analysis of the organizational situation and helps identify the factors that drive or resist organisational change.
The change management processes implemented by Seesaw Coffee can be analyzed using Lewin's model to assess the forces that facilitate or hinder the desired changes. As mentioned, the main drivers for change in the company are organizational culture, leadership management, digitalization, and market competition. By applying the model, Seesaw Coffee can identify the driving forces that propel the change efforts, such as a supportive organizational culture that embraces innovation, effective leadership that champions change, successful digitalization initiatives, and a need to stay competitive in the market.
Simultaneously, the model also allows for identifying and analysing the restraining forces that resist change, such as resistance from employees due to cultural inertia, leadership challenges in implementing change, technological barriers in digitalization, or the impact of intense market competition. By understanding both the driving and restraining forces, Seesaw Coffee can develop strategies to strengthen the driving forces further and mitigate the restraining forces. This analysis provides valuable insights into managing and overcoming obstacles during the change management process.
Overall, utilizing Lewin's Force Field Analysis Model can assist Seesaw Coffee in evaluating the change management process and identifying the factors that influence or impede change within the organization. The change management requires a practical timeline with clear milestones, deadlines, and task assignments. Creating a dedicated change management team from different departments and levels within the organization is recommended for effective implementation. Seesaw Coffee can evaluate the change program's effectiveness in generating revenue by comparing revenue figures before and after implementation.
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