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Executive Summary
This report mainly makes a theoretical analysis of the change of Disney CEO. The change at Disney was planned and had a huge impact across the company. Mainly consulted relevant literature, newspapers and other materials, and made use of the data disclosed in Disney's financial results for analysis. Through force field analysis and stakeholder analysis, the internal and external factors of Disney making this change are analyzed in detail. The whole process of change is analyzed by Lewin's three-step model. Finally, it is concluded that this change is reasonable from the perspective of motivation, and the short-term effect is significant, but the long-term effect needs to be observed.
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1. [bookmark: _Toc134219937]Introduction
Change management is the process of planning, organizing, and implementing activities that facilitate the transition to a new or revised system, process, or product. It involves the integration of organizational culture, communication, training, and change management techniques to ensure that the necessary changes are effectively communicated, understood, and implemented by all stakeholders. Change management is an essential aspect of any organizational strategy, as it helps to ensure that organizational change is sustainable and results in improved performance. The field of change management encompasses a wide range of activities, including strategic planning, cultural change, process redesign, training and development, and communication.（Gill，2003）
Disney is one of the world's most famous entertainment companies, with its theme parks and film studios being among the most popular attractions for tourists around the world. In addition to its theme parks and film studios, Disney operates a number of renowned brands, including Disney Music, Disney Movies, Disney Interactive, and Disney Junior. Disney Music is one of the largest music labels in the world, with a library of works by numerous renowned artists and songwriters. Disney Movies is one of the most successful film production companies in the world, with its films enjoying widespread popularity around the world. Disney Interactive is a game development and publishing company that has gained widespread popularity around the world for its games. Disney Junior is a media company aimed at young audiences, with its magazines, television programs, and online platforms attracting a large number of young viewers. In summary, Disney is a widely influential entertainment company that operates in multiple industries, including theme parks, film production, music, games, magazines, and online platforms. (The Walt Disney,2023)
In November 2022, Disney reported a major shake-up in senior management, with CEO Bob Chapek ousted and replaced by his predecessor, Robert Iger. This report will focus on the reasons for Disney's sudden change of CEO and make a critical analysis to assess its possible impact on Disney. (The Walt Disney,2023)
2. [bookmark: _Toc134219938]Main Findings
[bookmark: _Toc134219939]2.1The nature of the change
Disney's CEO change has been widely reported in what media people like to call an emergency. But in fact, investors and the board of directors have been dissatisfied with Chapek for a long time, and as the important decision maker of the company's operation, the replacement of the CEO will inevitably have a huge impact on the operation of the whole company. Therefore, this change should be planned and affect the whole organization.
[bookmark: _Toc134219940]2.2 Force Field Analysis
Baulcomb (2003) recognized that managing change could be challenging and required the guidance of models and theories. In order to effectively implement change within an organization, Burnes (2004) suggested understanding the pressures and forces that existed to maintain the status quo. This understanding could be gained through the development of the force field analysis model, developed by Lewin (1951). It can also be adopted to analyze the driving and resisting forces that determine such a organizational change. The driving and resisting forces of Disney change are put as follows: [image: ]
[bookmark: _Toc134219941]2.2.1 The drivers for the change
1)Drop in stock price: [image: ]
The direction of Disney's stock price shows that since its March 2021 stock high, Disney's stock has been on a downward path, and its market value has been declining. In early November, Disney reported fourth-quarter and full-year earnings for 2022. It reported streaming revenue of $4.907 billion, up 8% from a year earlier, but operating profit losses widened to $1.47 billion. Disney shares fell 13.16% to $86.75 after the results were released, their lowest closing price since March 2020 and wiping out more than $20 billion in market value. (The Walt Disney,2022)
2）Tough diplomacy raises questions：
Bob Chapek is very tough in foreign affairs. Hollywood actress Scarlett Johansson has filed a lawsuit against Disney in Los Angeles Superior Court, claiming she lost more than $50 million in salary when her superhero film Black Widow was released simultaneously on the studio's Disiney+ streaming service in breach of the spirit of her contract. Disney recently issued a strong response, announcing that it was "canceling all collaborations with Scarlett Johansson（Film class，2021）. There will be no sequels to any of the films and there will be no future collaborations." The legal battle with Scarlett Johansson also reflected the different work experience and leadership styles of the two CEOs, and Chapek's support for publishing against the Hollywood superstar revealed his lack of familiarity with Hollywood talent. Over the years, Iger has cultivated relationships with movie stars, talent agents and executives in the company's creative department, and it's almost certain that if Iger were there, he wouldn't have exposed Disney's so-called dirty laundry to the public. In addition，Disney has been caught in a political storm over Florida's gay-rights-related Parenting Bill of Rights. The company supported LGBT rights and signed up LGBT stars in several Star Wars films, but this was contrary to the state's position, leading to an escalation of tensions between the two sides, with the government threatening to revoke the autonomy Disney has enjoyed at the resort in Orlando, Florida. The mishandling of the two incidents caused huge repercussions within Disney and in the United States, with many employees, executives and LGBT people once again questioning Chapek's leadership.（World Wild Web，2022）
3) Streaming business is not doing well:
Since Chapek took over, streaming has become an absolute strategic priority for Disney, growing at "rocket speed." By 2020, Disney+ had more than 80 million paying subscribers, making its stock price rise despite a $2.9 billion loss. In 2021, Disney+ reached 100 million users, a feat achieved in just 16 months. Now, Disney's three streaming platforms have 234 million paying subscribers, more than Netflix's 222 million. But behind the stellar growth figures are years of cash-burning spending. In 2021, Disney's estimated content production cost was $14 billion to $16 billion, but the actual production cost was $25 billion; Its estimated content production costs alone are $33 billion in 2022. Netflix, by contrast, has seen a relatively severe loss of subscribers during the pandemic, but its content costs have remained stable at $16 billion to $18 billion in recent years（Netflix，2023）. While costs have soared, Disney+ price has been going low. The monthly subscription will cost $7.99, and the cross-platform rights bundle (which includes all three streams) will cost $13.99; Netflix, to which it is most often compared, costs $9.99 a month, while a cross-platform bundle costs $15.49. Disney+ 'revenue per paying user' for each of its subplatforms is around $5.62 to $5.95; The same figure for Netflix's subplatforms is between $8 and $16, showing the difference in profitability. (The Walt Disney,2023)
4) The need for corporate restructuring：
Chapek, who took over as CEO in 2020, reorganized Disney. He created Disney's Media and Entertainment Distribution (DMED) division and appointed his deputy Kareem Daniel as head of media and entertainment distribution. Chapek intended Disney to be more like a technology company, but the result was that Daniel's decision-making was so centralized that creative executives lost control of project budgets and decisions. And Chapek's heavy emphasis on streaming has "hurt" the company's theme park and television divisions. Chapek's strategy in the theme park business is, in a word, to "spend more per person" -- not to accommodate more people, but to get everyone to spend as much money as possible. In its year-end 2021 earnings report, Disney noted that attendance at its U.S. parks was down 17 percent from the previous year, but per-visitor spending was up 17 percent, nearly three times the average annual growth rate of the previous decade. In May 2022, Chapek told investors that consumers were spending 40 percent more at Disney's theme parks than before the pandemic. In order to increase per capita consumption as much as possible, the hotel and catering prices in the park have been significantly raised. Free services such as parking and photography will all be charged; Genie+ and Lightning Lane two pay fast queuing channel system appeared, so that enterprises can increase the fast queuing fee; Annual passes have been cancelled, replacing "park regulars" with more enthusiastic visitors from afar. The results showed that the significant improvement was due to increased attendance, increased hotel room nights and the recovery of the cruise business, which resulted in a significant recovery in the number of visitors to its domestic theme parks and overseas Disneyland Paris. Higher hotel rates and the presence of the Genie+ and Lightning Lane paid express queuing systems have led to significant increases in per capita spending. This "inhumanity" also caused strong emotional harm to consumers: after all, for Americans, Disney is not only a company, but also a culture, a dream, a temperature, and an important emotional sustains. Such reckless behavior has made many consumers disappointed and angry at Disney. Some radical protesters even made custom-made "Chapek Killed The Magic" T-shirts. （World Wild Web，2022）
[bookmark: _Toc134219942]2.2.2 The restraining force of change
1）Management changes can cause concern among employees：
Management changes may bring uncertainty about the future of the organization. Employees may feel confused and upset because they do not know the future direction and goals of the organization. This can lead to a loss of motivation and morale among employees, which can affect the productivity and performance of the organization. Some employees may lose leadership due to senior management changes, which can cause employees to feel lost and helpless because they don't know how to deal with the new leadership style and expectations. It may also affect employees' motivation and creativity. Senior management changes may involve the reallocation of resources, which may cause employees to feel their work environment and resources are threatened, resulting in negative feelings about work. Senior management changes can lead to new projects and tasks, which can increase the workload of employees. This can lead to stress and insecurity for employees, which can affect their work efficiency and performance.
2）Corporate restructuring costs：
New management usually reorganizes the corporate structure The cost of company structure restructuring may include various aspects as follows:
1. Restructuring costs: Company structure restructuring may require reconfiguring the organization structure, work processes, and task allocation, which requires a certain amount of cost. The specific costs depend on the size of the company, its organizational structure, and the complexity of the restructuring.（Duck，1993）
2. Training costs: Company structure restructuring may involve the addition of new employees or the need for existing employees to learn new work processes and skills. Therefore, the company needs to invest in certain costs to train employees to help them adapt to the new environment and work processes. （Yan Jinglin，2020）
3. Separation costs: Company structure restructuring may lead to employee resignations. The company needs to invest in costs to recruit and train new employees, and also provide certain compensation to departing employees.
4. Financial costs: Company structure restructuring may require a certain amount of financial resources, such as firings, branch closures, etc. These costs may include severance pay, unemployment benefits, restructuring loans, etc.
5. Time costs: Company structure restructuring requires a certain amount of time to complete. During this process, the company needs to invest in time to adapt to the new organizational structure and work processes, and make necessary adjustments and improvements.
In summary, the cost of company structure restructuring is diverse, and the specific costs depend on the size of the company and the complexity of the restructuring. The company needs to carefully evaluate the costs and benefits of the restructuring plan to ensure its feasibility and sustainability.
[bookmark: _Toc134219943]2.2.3 Conclusion of the Force Field Analysis
In terms of driving force, stock price decline was the most important factor, giving a score of 5. Questions about Chapek's leadership due to his tough diplomatic style were also important drivers, giving it a score of 3. The other two drivers were less important, giving each of them a score of 2. In terms of resistance, employees' concerns about management changes were given a score of 3, while the impact of corporate restructuring costs was given a score of 4. So the total score of driving force is 12 points, the total score of restraining force is 7 points, the driving force is greater than the restraining force, the change is reasonable.
[bookmark: _Toc134219944]2.3 Stakeholders analysis
Smollan (2006) suggested that to introduce a successful change needs to gain the hearts and minds of their members. To be more detailed, it can furthered classified into four parts according to their power and interest of those people related to Disney:
1) For those who have low power and low interest in Disney, like Community members around Disneyland. They have little influence on the company's decision to change the CEO, so they don't need to pay too much attention to it. Just keep them monitored.
2) For those who have high power and low interest in Disney, like the government of Texas. Disney needs to make them feel satisfied about the changes to prevent them from holding Disney back. 
3) For those who have high interest but low power in Disney, like customers and lower-level employees working in various departments at Disney. They can just be kept informed.
4) For those who have both high interest and high power in Disney, like Disney's shareholders and investors, which are the most important people. They always have enough willingness and ability to decide whether and how to change. So Disney will have to manage closely with these people to make sure the changes go smoothly
[bookmark: _Toc134219945]2.4 Lewin’s three-step model applied for the change
1)Unfreeze: Park closures, layoffs, hiring freezes, and losses in its streaming business are all plaguing Disney as it approaches its 100th birthday. In early November, Disney reported fourth-quarter and full-year earnings for 2022. It reported streaming revenue of $4.907 billion, up 8% from a year earlier, but operating profit losses widened to $1.47 billion. Disney shares fell 13.16% to $86.75 after the results were released, their lowest closing price since March 2020 and wiping out more than $20 billion in market value. As streaming losses grew, Chapek had no idea how to stanch the bleeding. Chapek shrugged off shareholder questions, saying on the earnings call that it was on a path to streaming profitability. That argument didn't go down well with investors, who sent Disney's stock down 13.2% the next day. To eliminate as much of the fallout as possible, Chapek has resorted to radical measures. On November 11, Mr Chapek issued an internal memo showing that hiring programmes were being targeted to curb the number of new staff. In addition, the memo says to curb business travel in the short term and conduct work meetings online as much as possible to control costs. Despite his best efforts, Chapek has come under increasing pressure from company executives and investors.
2）Change: The Walt Disney Company released a statement announcing that its board of directors had reappointed Robert Iger to replace CEO Bob Chapek as Disney's CEO for the next two years. Commenting on Iger's return, Walt Disney Chairman Susan Arnold said in a statement: "The board believes that Iger is uniquely positioned to lead the company through this critical period as Walt Disney begins an increasingly complex industry transition."（A similar scene played out during Iger's first stint as CEO in 2005. At the time, the board was unhappy with the then-CEO and sought a replacement to save Disney. At the time, then-CEO Eisner's assertive, abrasive personality caused many to complain, and the company's momentum slowed because Pixar was on the rise with three-dimensional animation and the company failed to come up with a big new IP.）
3) Refreeze: Iger has made sweeping changes since he took over.
①Cost cutting: $5.5 billion in cost cuts, including $3 billion in content (excluding sports) and $2.5 billion in non-content. Meanwhile, 7,000 jobs will be cut in manpower; (The Walt Disney,2023)
②Strategic restructuring: Remodel the company around creative power, cancel the "media and entertainment distribution" department, and return the distribution right to the creative director; It divided all its businesses into "Disney Entertainment" and "ESPN and Sports Content" and "Disney Parks, Experiences and Products," and reshuffled some of its leaders. The leaders of each business unit will have overall operational control and financial responsibility for creative development, marketing, technology, sales and distribution, and be responsible for driving global business efficiency. (The Walt Disney,2023)
③Restore dividend: Restore dividend payments to shareholders before the end of the year to provide more dividends to investors. (The Walt Disney,2023)
As for the specific business, in 2023, Disney will also adjust the price of ticket and annual pass, which have risen sharply. Turning the basic services that have become fee items in the theme park back to free, and improving the service quality. It adjusts the business strategy of streaming media business to achieve actual profit rather than simply pursue user growth, and is open to selling Hulu, one of its three streaming platforms. (The Walt Disney,2023)
The changes are part of an effort by returning Disney chief Robert Bob Iger to undo a series of changes to Disney's theme parks and streaming media that Bob Chapek, who served as CEO during the pandemic, made over the past two years. Disney hopes that this can rebuild its brand reputation, reduce costs and increase efficiency, accelerate profits and restore investor confidence. 
[bookmark: _Toc134219946]2.5 Evaluation of the change
Bob Iger, who joined ABC in 1974 and became president of Disney International in 1999, was involved in the creation of Shanghai Disney. Promoted to CEO in 2005, he made Super IP the engine for all of his businesses, and over the next 15 years led the company to acquire industry leaders such as Pixar, Marvel, Lucasfilm and 21st Century Fox, rapidly growing Disney into a global entertainment giant. Iger is highly regarded by the company and investors, and the company's share price rose significantly the day after the board announced his appointment. Therefore, in the short term, the effect of this change is good, but due to the short time and far-reaching impact of this change, the long-term impact needs to be observed.







3. [bookmark: _Toc134219947]Conclusion
Disney's CEO change was a planned change affecting the entire company. Of course, the timing of this change may have been unexpected. According to the force field analysis, the factors driving change include the decline of Disney's stock price, Chapek's tough diplomatic style, the poor performance of Disney's streaming business and the need for corporate restructuring; Among the factors preventing change are management upheaval, which can cause concern among employees, and the cost of restructuring. The factors that drive change get more points than the factors that restrain change. So the change is sensible. Through stakeholder analysis, Disney's shareholders and investors need to focus on the process of change and keep the local government satisfied. Employees, customers, and the surrounding community don't need to think much about it. Using Lewin's three-step model, Chapek's series of poor performances set the stage for the board to replace the CEO. The change the board made was to appoint Iger to replace Chapek as CEO. Iger had the full support of the board and enacted a series of measures such as cost cutting, strategic restructuring, and dividend payouts to investors to stabilize the situation, completing the process of Unfreezing -- changing -- refreezing. The sharp rise in the stock price since Iger's announcement suggests that the change has been well received by investors, but with the constant volatility of the stock price, the long-term effect of this change remains to be seen.


4. [bookmark: _Toc134219948]Recommendation
Disney needs to throw its weight behind Iger. Mr Iger should try to repair relations with the state and try to calm the mood of the workforce before fears of big job cuts and corporate restructuring affect the company's performance. Considering Iger's age, Disney's board should start looking for a new CEO and work toward a smooth transition.
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