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Case study – A language school in Shanghai
This report focuses on a language school located in Shanghai, a coastal city in China. The school primarily offers English language courses such as TOFEL and IELTS to students. It is composed of five departments, namely marketing, student recruitment, teaching, service, and administration. Each of the departments is led by a departmental director and overseen by the school principal. Prior to the outbreak of Covid-19, all classes in the school were conducted in person, and the school had established itself as a reputable and trusted institution for language learning in the region.

However, the sudden emergence of the pandemic and the surrounding events like Brexit have forced the school to reconsider its operations and services in order to adapt to the new business environment and continue to provide high-quality language education to its students. As such, the school has initiated a change program to address these challenges to improve business resilience.

The profound change demanded by the pandemic
The COVID-19 pandemic has had a significant impact on educational institutions around the world. According to UNESCO (2021), as of September 2021, over 1.6 billion students in more than 190 countries have been affected by school closures due to the pandemic. In addition, the pandemic has led to significant disruptions in the education sector, including the cancellation of exams, delays in the academic year, and a shift to online learning. A survey by the United Nations (2021) revealed that over 90% of the world’s student population has been impacted by school closures due to the pandemic. Also, the World Health Organization (2021) has warned that the threat of pandemics will continue to grow in the coming years due to factors such as increased global travel, urbanization, and climate change.

In recent years, the online language learning market has experienced significant growth, which has impacted traditional language schools. According to a report by Research and Markets, the global online language learning market is expected to reach USD 21.27 billion by 2027, growing at a CAGR of 12.5% from 2020 to 2027 (Research and Markets, 2021). This growth is largely due to the rise of digitalization and the increasing adoption of e-learning platforms. In addition, a survey by Ambient Insight found that the self-paced e-learning market for foreign language learning grew by 27.1% in 2020, outpacing the growth of the global e-learning market (Ambient Insight, 2021). These trends suggest that traditional language schools are facing growing competition from online language learning platforms. To remain competitive, language schools may need to consider incorporating online learning options into their offerings or adopting new technologies to enhance the learning experience.

In light of the above facts, the reason for this change program is twofold: first, to ensure the safety and well-being of students and staff by transitioning to online learning and implementing new health and safety protocols; and second, to improve the school’s competitiveness and resilience in the face of a rapidly changing business environment. Moreover, Brexit has brought about regulatory and economic uncertainties that have implications for the school’s operations. For example, if Brexit results in changes to trade agreements or economic instability, this could have broader impacts on the local economy and potentially affect the demand for language courses. The school may need to closely monitor any changes in policy or economic conditions and adapt their strategy accordingly to address any potential impacts.

Given these issues, the school needs to undertake a comprehensive change program to navigate the complex and rapidly evolving business environment. In the following sections of this report, the author will critically appraise the key change management models, outline how these models can be utilized to manage incremental and large-scale change, consider the driving factors for change, discuss how to identify and deal with resistance factors, and clarify how to assess the effectiveness of the change program.


[bookmark: _Toc127456065]2. Key Change Management Models
In the realm of change management, the planned change management model and the emergent change management model are two prominent approaches often utilized in organizations. These models will be critically appraised in this section, and their strengths and weaknesses will be discussed in the context of the language school’s change program.

Planned change management and emergent change management
The planned change management model involves a structured and deliberate approach to change, where specific goals and objectives are identified, and a plan is developed to achieve them (Cameron and Green, 2020). The model has a linear and sequential process, starting with the identification of the need for change, followed by the development of a change plan, implementation of the plan, and evaluation of the outcomes (Burnes, 2017). This approach emphasizes the importance of clear communication, stakeholder involvement, and resource allocation to ensure the success of the change program (Cameron and Green, 2020).

In contrast, the emergent change management model is a more flexible and adaptive approach to change, where change emerges in response to environmental factors, stakeholder interactions, and experimentation (Hayes, 2018). This model recognizes that change is often unpredictable and dynamic, and therefore emphasizes the importance of ongoing learning, experimentation, and adjustment to achieve the desired outcomes (Cummings and Worley, 2014).

Suitability of both models in the language school
The language school can use a combination of planned and emergent change management models to implement its change program. Since the planned model is particularly useful for managing the more structured aspects of the change program and developing a detailed implementation plan, it can be used to achieve the desired outcomes such as the development of a new curriculum or the implementation of new technologies.

On the other hand, the emergent change model can be used to address more unpredictable or uncertain issues such as government policies, economic instability, and other unexpected events. For example, the COVID-19 pandemic was an emergent issue that caused disruptions to the traditional classroom learning model and forced the school to rapidly adopt new technologies and online learning platforms to continue operating. Other potential emergent issues could include changes in student demographics or preferences, new technologies or platforms emerging in the market, or competition from other language schools. This model emphasizes the need for flexibility and adaptability in response to changing circumstances and allows the school to make adjustments to the change program as needed. 

By using a combination of these models, the language school can develop a comprehensive change management approach that allows it to effectively manage the more structured and predictable aspects of the change program while also being able to respond to unexpected or changing circumstances.

In conclusion, both the planned and emergent change management models have their strengths and weaknesses, and the most effective approach to change management in the language school will depend on the specific context and the objectives of the change program. Therefore, a combination of both models may be the most effective approach in the context of language school.

Applications for incremental and large-scale change
In light of the above analysis, the planned change management model can be used to implement a new online learning platform for the school’s students. The school can develop a clear plan for the rollout of the platform and train teachers and staff members on its use. This approach is well suited for the school’s administration and teaching departments, where a clear plan and structure are needed to manage change effectively.

On the other hand, the emergent change management model can be used to respond to the changing needs and preferences of students. For example, if the school receives feedback from students that they would like more interactive learning experiences, the marketing and service departments can work together to develop new programs and services to meet this need. This approach is more suited for the marketing, sales, and service departments of the language school, where quick adaptation and response to changing customer needs and preferences are critical.

The benefits and challenges of each approach must be carefully considered when implementing incremental or large-scale change programs in the language school. The planned approach provides a clear and structured framework for managing change and thus it may be less effective in responding to unexpected events or changes in the external environment (Myers, Hulks and Wiggins, 2012). The emergent approach is more adaptable, which may result in a lack of clear direction and coordination (Guiette and Vandenbemot, 2022). To effectively manage change programs in the language school, a hybrid approach may be necessary, combining elements of both the planned and emergent change management models. This approach can provide the necessary structure while allowing for adaptation and flexibility when needed.
[bookmark: _Toc127456066]3. Driver Factors For Change
The identification of driver factors for change is a crucial aspect of implementing a successful change program in any organization (Cameron and Green, 2020). In the case of the language school, several key driver factors have been identified, including culture, power, and digitalization.

Culture
Culture is an essential factor that can impact the success of a change program (Burnes, 2017). In the context of this language school, organizational culture is a crucial factor that can impact the success of the change program. The school’s culture is deeply rooted in traditional teaching methods, which means it may be difficult to shift towards a more technology-based culture. The teachers who are accustomed to the current teaching methods may resist the change, making it a challenging issue. To address this, effective communication and engagement strategies must be implemented to build support for the change program among teachers and other stakeholders (Barsade, 2002). The success of the change program largely depends on how well the organizational culture is understood and managed during the change process (Carnall and Todnem, 2014). Therefore, it is important to create a culture that values innovation and adaptability, which can foster a positive attitude towards the change program among teachers and other stakeholders (Drucker, 2009).
Top of Form
Bottom of Form

Power and stakeholder analysis
Power is another factor that can impact the success of a change program. The distribution of power within an organization can affect the level of support or resistance to change (Buchanan and Badham, 2008). In the context of the language school, it is important to identify the key stakeholders and decision-makers who can influence the success of the change program. Mendelow’s stakeholder analysis is a useful tool for identifying and categorizing stakeholders based on their level of interest and power in the change program (Mendelow, 1981). 
Figure 1		Interest and power matrix
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By mapping out stakeholders in the language school, the change management team can better understand the potential impact of the change program on various stakeholders and develop strategies to address their concerns.

The stakeholders with high power and high interest in the change program are the teachers and staff members who will be directly affected by the change in teaching methods. The change management team should engage with them early on and involve them in the planning and implementation process to build support and address their concerns.

The stakeholders with high power but low interest in the change program are the school administrators and board members who may not be directly involved in the day-to-day teaching activities. The change management team should communicate the benefits of the change program to these stakeholders and demonstrate how it aligns with the school’s strategic goals.

The stakeholders with high interest but low power in the change program are the students and their parents. Although they may not have the power to make decisions about the change program, their support is crucial for its success. The change management team should communicate the benefits of the change program to them and address their concerns to build their support.

By using Mendelow’s stakeholder analysis, the change management team can develop tailored strategies to engage and communicate with different stakeholders to build support for the change program and ensure its success.

Digitalization and competition
Digitalization is a driving factor for change in language school. The pandemic has highlighted the importance of online learning and digital services, and the school must adapt to meet the changing needs and preferences of its students. For example, a survey by the Babbel language learning platform found that 84% of language learners believe that apps are useful tools for learning a new language (Babbel, 2021). This may involve incorporating new technologies and tools into the teaching process, as well as developing new digital services and resources. Effective communication and engagement strategies must be employed to build support for these changes among teachers and other stakeholders (Kang et al, 2022).

To manage these driver factors for change effectively, a comprehensive change management plan must be developed. The plan must include strategies for identifying and addressing the concerns of key stakeholders, building support for the change program, and measuring the success of the program. The effective use of communication and engagement strategies, including town hall meetings, focus groups, and surveys, can help to manage these driver factors and ensure the success of the change program.
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Organizational change is a complex process that requires careful planning and implementation. As Kotter (2007) notes, many factors can impact the success of a change program, including resistance to change. In order to effectively manage resistance, organizations need to take a proactive approach (Schein, 1996).

One effective strategy is to involve stakeholders in the change process, as suggested by Lewin (1951). This can help to build support for the changes and create a sense of ownership and commitment among those affected (Zell, 2003). In the context of the language school, involving teachers and staff members in the planning and implementation of the change program can be particularly beneficial. This can help to address concerns about job security and build buy-in for new teaching methods or digital technologies (Barsade, 2002).

To further manage resistance, the language school can also conduct surveys and focus groups to gain insight into how teachers and staff members feel about potential changes. By actively listening to feedback and concerns, the school can better understand the reasons behind any potential resistance and develop targeted strategies for addressing them (Burnes, 2017).

Education and training are also key to managing resistance to change (Cameron and Green, 2020). By providing clear explanations of the goals and benefits of the change program, the school can help to allay fears and build support. Additionally, providing ongoing support and encouragement can help to manage any resistance that arises during the change process.

Therefore, by taking a proactive approach to identifying and managing resistance, the language school can successfully navigate the change process and achieve its goals for growth and improvement.
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Successful completion and evaluation of a change program are essential to ensure that the organization has achieved the desired outcomes (Myers, Hulks and Wiggins, 2012). The language school must have clear metrics and indicators in place to evaluate the success of the change program. This section will discuss how to determine when the change program has been completed and how to assess its effectiveness.

Completion of the change program
Determining the completion of the change program involves identifying whether the goals set for the program have been achieved (Hayes, 2018). In the case of the language school, the program’s goals might be to increase student satisfaction, enhance teacher performance, and boost revenue. Once the goals have been achieved, the change program can be considered complete. It is essential to have clear criteria in place for measuring the success of the change program to ensure that its completion is accurately determined.

Assessing the effectiveness of the change program
Evaluating the effectiveness of the change program involves analyzing its impact on the organization’s performance. In the current case, the effectiveness of the change program can be measured by assessing various metrics and indicators, such as student retention rates, teacher satisfaction and performance, revenue growth, and feedback from stakeholders. These metrics will help the school understand whether the change program has delivered the desired results.

Additionally, to gain a more comprehensive understanding of the effectiveness of the change program, the language school can employ both quantitative and qualitative indicators. Quantitative measures may involve analyzing data on student and teacher performance, such as student test scores, teacher evaluations, and attendance rates. On the other hand, qualitative measures may include conducting surveys and focus group discussions with students, teachers, and other stakeholders to gain deeper insights into their perceptions and experiences with the change program. By utilizing these methods, the school can identify specific areas of success and areas for improvement, and make necessary adjustments to ensure the long-term success of the change program.

Challenges and limitations in assessing the effectiveness 
Evaluating the effectiveness of the change program can present certain challenges and limitations. One specific challenge is the difficulty in establishing a cause-and-effect relationship between the change program and the observed outcomes (Burnes, 2017). For example, the language school may finally manage to introduce a new online teaching system and see an improvement in student performance, but it is still unclear whether the improvement is solely due to the new system or to other factors such as increased teacher training.

Another limitation is the potential reliance on subjective data, such as feedback from stakeholders, which may be difficult to measure accurately (Cummings and Worley, 2014). For instance, if a teacher provides positive feedback on a new teaching method, it may be unclear whether the method was actually effective or if the teacher is simply more comfortable with it.

To address these challenges and limitations, the language school could employ a rigorous evaluation methodology that considers multiple data sources, such as student test scores, teacher performance evaluations, and feedback from parents and other stakeholders. For example, the school could collect pre- and post-program data to compare student performance before and after the change program. Additionally, the school could control for external factors that may influence the outcomes, such as changes in teaching contents, curriculum or staffing. Moreover, the school could encourage active participation from stakeholders in the evaluation process, such as inviting teachers and parents to provide feedback through surveys or focus groups. For example, the school could hold regular meetings with teachers to discuss their experiences with the new online teaching system and identify areas for improvement. By taking these steps, the language school can ensure that the evaluation is comprehensive, accurate, and objective, allowing for effective monitoring and adjustment of the change program to achieve long-term success.
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In conclusion, the language school must be prepared to adapt and change in response to external forces such as the COVID-19 pandemic and Brexit. The change program proposed in this report involves a shift towards blended learning, the creation of an e-learning platform, and the use of digital tools to enhance the learning experience.

The success of the change program will depend on several factors, including effective leadership, communication, involvement, education, and support for staff members and teachers. To overcome resistance to change, the school can engage with teachers and staff members through town hall meetings and focus groups.

To assess the effectiveness of the change program, the school can use metrics such as student satisfaction, student retention rates, and financial performance. However, limitations may arise due to the short-term nature of the program and the difficulties in isolating the impact of the program from other factors.

For the long-term sustainability and success of the change program, the school should continue to monitor the needs of its students, teachers, and staff members, and adapt accordingly. This may involve ongoing investment in digital tools and platforms, as well as regular training and development opportunities for teachers and staff members.

Finally, the school must also consider the key considerations and challenges for future business post-pandemic and Brexit. This may include a shift towards remote work and virtual learning, increased competition from online platforms, and potential changes in immigration and visa policies. By remaining adaptable and flexible, the school can position itself for continued success in the years to come.












[bookmark: _Toc127456070]References
[bookmark: OLE_LINK60][bookmark: OLE_LINK61]
Ambient Insight. (2021). The global market for self-paced eLearning products and services: 2021-2026 forecast and analysis. Retrieved from https://www.ambientinsight.com/Resources/Documents/Ambient-Insight-2017-2022-Worldwide-Self-paced-eLearning-Market-Market-Data-Overview.pdf
[bookmark: OLE_LINK116][bookmark: OLE_LINK117]Appelbaum, S.H., Habashy, S., Malo, J. and Shafiq, H. (2012). Back to the future: Revisiting Kotter's 1996 change model. Journal of Management Development 31(8): 764-782.
Babbel. (2021). Babbel Language Learning Survey 2021. [online] Babbel. Available at: https://www.babbel.com/en/magazine/babbel-survey-2021 [Accessed 18 Mar, 2023].
Barsade, S. (2002). The Ripple Effect: Emotional Contagion and Its Influence on Group Behaviour. Administrative Science Quarterly 47(4): 644-675.
Buchanan, D. A. & Badham, R.J. (2008), Power, Politics and Organisational Change, 2nd edition, London: Sage Publications
Burnes, B. (2004). Kurt Lewin and the planned approach to change: a re‐appraisal. Journal of Management studies, 41(6), pp.977-1002.
Burnes, B. (2017). Managing Change (7th edition). London: FT/Prentice Hall.
Cameron, E., & Green, M. (2020). Making sense of change management: A complete guide to the models, tools, and techniques of organizational change. Kogan Page Publishers.
Carnall, C. & Todnem, B. (2014), Managing Change in Organisations, 6th edition, Harlow: Pearson
Cummings, T. G., & Worley, C. G. (2014). Organization development and change. Cengage Learning.
Drucker, P. (2009), Innovation and Entrepreneurship, London, Butterworth-Heinemann.
Greenfield, A. (2008), The 5 Forces of Change: A Blueprint for Leading Successful Change, New York: Management Books

Guiette, A. and Vandenbempt, K., (2022). Reframing organizational change from a processual perspective. European journal of training and development, 46(9), pp.861–875.
Hayes, J. (2018), The Theory and Practice of Change Management, 5th edition, Basingstoke: Palgrave Macmillan
Kang, S.P., Chen, Y., Svihla, V., Gallup, A., Ferris, K. and Datye, A.K., (2022). Guiding change in higher education: an emergent, iterative application of Kotter’s change model. Studies in higher education (Dorchester-on-Thames), 47(2), pp.270–289.
Kotter, J. P. (2009) Leading Change, Mass :Harvard Business Essentials
[bookmark: OLE_LINK114][bookmark: OLE_LINK115]Lewin, K. (1947). ‘Frontiers in group dynamics’. In Cartwright, D. (Ed.), Field Theory in Social Science. London: Social Science Paperbacks.
[bookmark: OLE_LINK17][bookmark: OLE_LINK14][bookmark: OLE_LINK112]Mendelow, A.L. (1981), “Environmental scanning – the impact of the stakeholder concept”, ICIS Proceedings, Paper 20, available at: http://aisel.aisnet.org/icis1981/20 
[bookmark: OLE_LINK39][bookmark: OLE_LINK40]Myers P, Hulks S and Wiggins L, (2012). Organizational Change: Perspectives on Theory and Practice, 1st, Oxford: Oxford University Press
Research and Markets. (2021). Online language learning market – growth, trends, and forecasts (2020-2027). Retrieved from https://www.researchandmarkets.com/reports/5233786/online-language-learning-market-growth-trends
Schein, E. H. (1996). ‘Kurt Lewin’s change theory in the ﬁeld and the classroom: notes towards a model of management learning’. Systems Practice, 9, 1, 27-47.
United Nations. (2021). Policy Brief: Education during COVID-19 and beyond. https://unsdg.un.org/sites/default/files/2021-02/Policy-Brief-on-COVID-19-and-Education.pdf
UNESCO. (2021). COVID-19 Educational Disruption and Response. https://en.unesco.org/covid19/educationresponse
WHO. (2021). Pandemic and epidemic diseases. Retrieved from https://www.who.int/health-topics/pandemic-and-epidemic-diseases#tab=tab_1
[bookmark: OLE_LINK124][bookmark: OLE_LINK125][bookmark: OLE_LINK126]Zell, D. (2003) Organizational Change as a Process of Death, Dying, and Rebirth. The Journal of applied behavioral science. 39 (1), 73–96.


1

image2.png
High

Manage

Keep Satisfied Closely

Power

Monitor
(Minimum Effort)

Keep Informed

Low Interest High




image1.png
Include the title of the Report here

December 2022

MODULE NAME: INCLUDE MODULE NAME AND CODE HERE
NAME: INCLUDE YOUR NAME HERE
STUDENT NUMBER: INCLUDE YOUR STUDENT NUMBER HERE




