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[bookmark: _Toc134014397]Executive Summary
Disney's change program aimed at promoting racial equality and cultural diversity in The Little Mermaid remake faces significant backlash due to controversial casting decisions. To address this issue, it is recommended that Disney designs its change program with respect for culture and thoughtfully crafts new stories that promote racial equality and cultural diversity while maintaining consistency with its previous films and values. The effectiveness of this change program will be reflected in box office results and public discourse. Disney should engage the audience, respect all cultures involved in its remake films, and consider alternative options like remaking The Princess and the Frog or creating a new story with a black mermaid character. This approach avoids superficial representation of racial diversity and provides a deeper exploration of culture through compelling storytelling. In conclusion, Disney's current change management strategy for The Little Mermaid remake has not effectively addressed the issue of cultural representation. The company must adopt a more thoughtful approach, taking into consideration audience opinions, alternative options, and the potential consequences of their decisions. By doing so, Disney can demonstrate sincere support for racial equality and cultural diversity while preserving the integrity of its iconic characters and stories.
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[bookmark: _Toc134014398]Introduction
	After Disney released the full trailer of its upcoming remake film of The Little Mermaid, it has caused heated discussions as the trailer has been viewed on YouTube for more than 8.5 million times with 191,000 likes, but this trailer, according to Call to Activism’s post, “has been disliked more than 300,000 times and has been subjected to a tsunami of comments haranguing the special effects-laden production” (Saad 2023). It is clear that this remake film has caused great controversies even before it is fully released. In fact, since the announcement of Halle Bailey as the main actress for its remake film of “The Little Mermaid,” Disney has already caused great controversies and racist conflicts in relation to whether mermaids can be black in the original version of the story, why black actresses cannot play this role, and other racist discussions (Wilson, 2023). There is no doubt that Disney wants to bring new elements and adapt its own fairytales to the current social context, but such efforts cause more criticism and controversies than praise and support. In order to understand why Disney’s change program causes so many controversies, it is necessary to review this program with the change framework and assess whether the program is effective to achieve the expected goals. Thus, based on the framework and models of The Choice-Change Model and The Rational Choice Model of Decision-making, this paper aims to examine Disney’s change program in relation to the remake film of The Little Mermaid, with particular attention to criticism of its casting and production, the comparison with other remake films, and factors that drive different groups’ debates. Based on the assessment of The Choice-Change Model and The Rational Choice Model of Decision-making, Disney’s change program fails to make the rational choice based on the comprehensive assessments of all alternatives or fully understand the cultural drive factor so that the company introduces a change program based on a superficial understanding of racial equality and inadequate attention to cultural diversity, which causes great controversies among different racial and cultural groups and damages its long-term reputation with so much social attention.
[bookmark: _Toc134014399]The Background of Disney
	Founded in 1923 by Walt Disney, Disney succeeds in expanding its business from the original animation company to the current entertainment empire that contains theme parks, streaming channels, and other entertainment parts like music, films, television programs, and video games (Mannheim 2016). Disney is a legend in the entertainment industry that manages to expand its business to the whole world and still maintains great popularity among children and young people. It has become iconic in this industry and built a good reputation in the market. As a giant in the entertainment sector, Disney has achieved a market cap of $238.9 billion and became the largest media powerhouse in the world, particularly after it further consolidated its dominance in the industry by acquiring all media assets of 21st Century Fox in 2019 (Beattie 2022). Disney constantly consolidates its dominance by acquiring other competitors and using its financial advantages to support its global operation. The company develops a diversified business structure in order to handle unexpected challenges and social changes. 
	In 2022, Disney ranked No. 53 on the Fortune 500 list and became the largest company in the U.S. by revenue, with 135 Academy Awards and hundreds of iconic cartoon characters (Gibson 2022). There is no doubt that Disney achieves success both in awards and business operations. The company smartly connects comic creations with commercial uses so that it is not simply a studio that pursues artistic values or a business company that blindly pursues money. Disney has established a mature and effective business model based on its rich copyrights, from introducing new comic films with popular characters to earning profits in its amusement parks and selling related products with the image of new characters, and then to consolidate such characters with the remake film (Schickel 2019). It is a virtuous circle to maintain the popularity of its comic characters in the long term and then turn such popularity in the global range into money. The biggest advantage of Disney lies in its rich copyrights and the ability to constantly bring new ones. Thus, in this business model, the remake of The Little Mermaid aims to consolidate the popularity of this cartoon character in the current social context and make more money through products based on this copyright.
[bookmark: _Toc134014400]Disney’s Change Program
	In response to social criticism about its gender stereotypes, racial stereotypes, and beauty standards, Disney launches a change program that aims to increase diversity and equality in race, gender, and culture, which is effectively reflected in its recent comic films. Disney has suffered criticism about its promotion of unhealthy stereotypes and concepts, such as its Barbie-style beauty standards, the reliance of princesses on princes, and the dominance of white characters, particularly in recent years as people’s awareness of diversity and equality increases greatly (Mitchell-Smith 2012). In the current social context where topics of racial and gender equality become more sensitive, Disney has to consider to reduce such criticism by making changes in its works. The change is made to cater to people’s expectations for diversity and equality. It tries to use such efforts to prove its support for equality and diversity and win more customers who embrace such concepts. If Disney still sticks to its previous stereotypes, it cannot win young people’s support and maintain the popularity of its iconic characters. Thus, Disney’s change program is a response to social criticism and a wise judgment based on changes in people’s concepts and social context. For example, Disney’s Moana focuses on Native Hawaiians and creates a princess to represent this group of people in Disney’s big family, which shows Disney’s efforts to care for minority groups (Tamaira and Fonoti 2018). The main leading female character is no longer a white girl. Also, in comic films like Zootopia, Frozen, and Moana, women’s power, intelligence, and strength are well emphasized in the leading female character, which shows great support for women’s independence and growth (Seybold 2021). Such changes closely match changes in the mainstream social concepts of increasing feminist awareness and gender equality.
	In order to fulfill this change program in its remake film, Disney’s strategy is to recruit actors and actresses from minority groups without adapting the original story accordingly. In addition to the new comic films, Disney also makes efforts in its remake films. For example, in the remake film Beauty and Beast, homosexual characters are also included to increase diversity, which doesn’t exist in the original story (Cramer 2020). Disney’s remake film is still based on the original story, but adds more elements and minor changes to appeal to the audience from different groups. Instead of making new stories or adapting the whole story to the current social context, Disney’s strategy is to simply change race, gender, ethics, or sexual orientation of the original characters to make them represent more diverse groups of people (Coyne et al. 2016). This strategy works well when only minor characters get changed. However, when the leading character is changed in this way, it causes more controversy, such as the remake film The Little Mermaid. 
	Unlike previous comic or remake films, Disney’s remake film of The Little Mermaid makes huge changes by directly changing the skin color of the leading female character, which is a compromise to the huge social pressure. Just like previous changes, the change program in The Little Mermaid targets racial diversity and equality. After a series of gun shooting incidents of African Americans, such as George Floyd, the social environment became very tense as social justice organizations launched protests and kept close track of each major company’s effort and attitude toward racial diversity and equality (Joe 2020). Thus, after 2020, Disney’s focus has been put on racial diversity. In particular, in 2020, the company suffered criticism about the company’s inadequate in supporting racial equality as “at the Walt Disney Co DIS.N, none of the 15 senior executives listed on the company’s website are black” (Kerber, Coster, and McLymore 2020). Disney eagerly needs to prove its effort and reduce such social criticism. Thus, Disney makes a big step by directly changing the race of the leading female character in this remake film to show its great support for racial equality. Disney aims to use this change to win the support of the black community and reduce the social pressure on the surveillance of its diversity. However, this change causes great controversies and confusion. The main criticism of this remake film, after the release of its trailer, lies in the failure to fit the iconic image of the little mermaid and the distortion of the story because the audience will feel confused about how to match this film with the iconic image in their minds (Begum 2022). Thus, many Disney fans cannot accept this arrangement. It is not a problem with the actresses personally, but a problem of overthrowing the iconic image of the little mermaid without giving convincing reasons. 
[bookmark: _Toc134014401]The Change Framework and Models for Assessments
[bookmark: _Toc134014402]The Choice-Change Model
	The choice-change model is used to make organisational changes based on a wise use of three processes to assess and achieve expected purposes. The most important process that matters making wise choices for change management is the choice process, which aims to the scope and the focus of organizational decision-making, which involves the elements of organisational context, focus of choice, and organisational trajectory (Burnes 2004). The choice process determines whether an organisation makes the right choice for the change and plans the change effectively. For the element of organisational context, this theory checks whether companies fully consider its context when making decisions, such as strengths and weaknesses, customers’ needs and expectations, and the environment and context in which they run their business (Roberts and Hutcherson 2019). In general, this element helps companies pay enough attention to the internal and external contexts so that the change management can match the context well. In order to achieve this purpose, companies need to collect enough information and do market research to understand the detailed situation. They need to clearly understand its advantages and disadvantages compared with competitors, their customers’ needs, and market trends (Chatters and Roberts 2020). Companies should make sure that the decision for changes is practical and can bring benefits to companies in the long term. Meanwhile, such change management will not cause more trouble and risks that companies fail to realize or handle. 
	For the element of focus of choice, companies need to develop clear targets and focus on a narrow range of issues that matter companies’ short-term, medium-term, and long-term success the most (Kuipers et al. 2014). This element guides companies to set clear goals and focus on the most important issues. It can help companies understand the priority of all related issues and try to solve the most important ones first. In particular,  a complex issue might involve a series of factors and issues. In comparison, a concerted and coordinated approach is more effective than a fragmented approach as companies can invest enough time and energy to utilize the approach with great effectiveness (Siebert, Paton and McCalman 2015). Thus, this element indicates that companies should prioritize all elements and focus on the most urgent and serious issues to solve. 
	According to the element of organisational trajectory, a company’s trajectory is shaped by its past actions and future objectives, which means that a company needs to develop strategies and development directions that are consistent with its previous vision and goals (Roberts and Hutcherson 2019). This element guides companies to notice their previous effort and goals when making present or future decisions. It is important to ensure consistency between the past, the present, and the future. The consistency in previous visions and future objectives can help companies support their public image, build reputation, and constantly accumulate advantages in the market (Lewis 2019). This element can consolidate the public understanding of the company’s goals, missions, and strategies, which is beneficial for differentiating the brand from other competitors and strengthening customers’ loyalty. 
[bookmark: _Toc134014403]The Rational Choice Model of Decision-making
	The rational choice model of decision-making is a model for decision-making based on rationality and the wise analysis of all options. This model aims to evaluate all alternatives, fully use all resources to gather all knowledge and information, and establish an effective system to make decisions step by step (Burnes 2004). It means that managers need to acquire all related knowledge and information to fully understand the situation, particularly in relation to possible risks and consequences of all alternatives. Then, this model carefully compares all alternatives based on their advantages, effects, and consequences to choose the best one. The rational choice model is widely adopted in major companies with sound systems to collect information and analytical techniques, which aims to make rational decisions based on an orderly sequence of decision steps (Dietrich and List 2013). In this way, companies can grasp the whole picture of the situation and effectively evaluate benefits and risks. It is the ideal model for decision-making for large companies. It is not a good choice for small companies because this model requires a lot of investment in money, time, and talented employees. 
[bookmark: _Toc134014404]The Assessment of Disney’s Change Program
	The assessment of Disney’s change program indicates that Disney fails to make rational decisions based on a wise consideration of all alternatives, which makes its change program fail to match its previous comic films and confuse the audience a lot. For the element of organisational context in the choice-change model, Disney fails to collect enough information about the audience’s expectations and underestimate the controversies caused by its casting choice. The main reason for such great controversies lies in Disney’s failure to prepare its fans for this change. Disney fails to communicate enough with its fans and audiences to understand their expectations for their remake film and their opinions of a black mermaid before launching this remake film (López-Fuentes and Fernández-Fernández 2021). It fails to consider customers’ needs and uses its dominance in the market to neglect customers’ expectations. As a consequence, customers cannot understand Disney’s decision in this remake film so that they cannot support Disney in this change program.
	With regard to the element of focus of choice in the choice-change model, Disney succeeds in narrowing its focus on the black community for racial diversity, but it neglects the key drive factors of culture and people’s racial concepts for this change. In this remake film, the actress Halle Bailey is used as a racial element to increase the diversity of this film, and there is no systematic context to present the culture and characteristics of black people (Sperb 2021). If nothing changes except the skin color of the little mermaid, it is not the real focus on racial diversity. Disney focuses so much on adding more racial elements that it fails to pay enough attention to black people’s culture. It is not patient enough to understand and interpret racial diversity in depth. Disney made a similar mistake before in its remake film of Mulan in 2020 as it failed to stick to the original story in the comic version and turned Mulan into a superwoman with supernatural power, which annoyed Chinese fans a lot. Chinese fans prefer a brave and smart girl who uses her wisdom and efforts to defeat the villain, not her superpower. The animated version of Mulan acquired great global success, but Disney’s remake film Mulan received a cold shoulder in the Chinese market because of itself-righteous depiction, which turned a traditional Chinese story into a Disney princess story like Frozen (Lin & Xie 2020). This film fails to respect Chinese culture and makes Mulan a superwoman. As a consequence, the first weekend box office in China was only $23.2 million, which was very disappointing compared with the box office of $54 million for the remake film of “The Lion King” in the first weekend (Pallotta 2020). As Disney fails to lock its focus on black people’s culture, this change program cannot effectively win black people’s support. What is worse, such controversies might even worsen the public image of black people on screen.
	In addition, when using the element of organisational trajectory in the choice-change model, it is clear that Disney’s change program contradicts its comic film, which greatly confuses the audience about the image of the little mermaid and fails to connect the remake film with the original film harmoniously. Disney fails to keep consistency in its past, present, and future values and objectives. Even though the company doesn’t necessarily need to stick to its previous stereotypes about princesses, it can still manage to change the character and inner power of this little mermaid, instead of simply changing its skin color without changing other major plots (Jones 2022). It is possible to add new elements and keep consistent with the original comic version at the same time. One good example is Disney’s remake of Aladdin 2019 to stick to the original story and focus on women’s increasing awareness of independence (Sackl, 2022). However, Disney fails to learn from its success and takes huge risks to create contradictions without proper explanations. As a consequence, when the remake film seriously contradicts its previous animated film, the audience will be confused and not willing to accept the contradiction and pay for a film that is different from their expectation (Silva 2022). Such contradictions greatly damage the public impression of Disney and break the consistency in its values and strategies. 
	Besides, Disney’s change program fails to adopt the rational choice model of decision-making to consider all possible alternatives and carefully evaluate costs and benefits as this change program is primarily made under social pressure for its inadequate efforts in racial diversity. Disney’s focus is to reduce social criticism about its racial diversity and make money by appealing to the black community (Tyner-Mullings 2023). It is a compromise to criticism about the lack of enough black people at its management level. The presentation of racial diversity is too superficial. Disney chooses the simplest way to present racial diversity by simply changing the skin color of the leading female actress in order to save money and time. However, putting a black actress in an original white character doesn’t mean to support the black community culturally. It fails to consider other better alternatives to reduce controversies and support the black community effectively.
[bookmark: _Toc134014405]Recommendation
	It is recommended that Disney should design its change program based on respect for culture and carefully write new stories in its remake films to promote racial equality and cultural diversity based on the consistency with its previous films and values. As Disney fails to make rational decisions based on the wise analysis of customers’ expectations, it encounters obvious resistance factors of controversies and opposition caused by different racial or ethnic groups. The effectiveness of this change program will be directly reflected by the box office and the public’s discussions. The current Little Mermaid controversy has succeeded in annoying the Danish people as this story was originally created in this nation (Wang 2021). Disney should seriously respect all cultures involved in its remake films and collect the opinions of the audience in advance. Moreover, Disney has its own black princess in The Princess and the Frog. Disney can choose this film to make the remake version in order to promote black culture and show its support for the black community. In this way, it will not confuse the audience or damage the consistency in previous values and works.
	Meanwhile, If Disney wants to show its support for racial diversity in its remake film, it should create a black mermaid with a convincing story instead of simply changing the skin color of the little mermaid. Disney can make new stories to show its effort in diversity and equality, without risking its iconic images simply to pursue equality and diversity. For example, Disney can write a new story about a black little mermaid who falls in love with a prince, but abandons this prince when she finds this prince is not good enough for her. This black little mermaid can even be a distant relative of the original white mermaid. In this way, Disney can smartly consolidate the popularity of the original little mermaid and uses this new black little mermaid to reflect racial equality and women’s awareness of independence. The contrast is powerful enough to attract the audience and reflect the progress of Disney at the same time. Even if Disney acquires success in this film, its change program is still dangerous in the long term. This film might acquire support from black people, but it also annoys other racial and cultural groups. If this change program continues in other films, Disney will keep annoying different groups of people until its reputation has been ruined. 
[bookmark: _Toc134014406]Conclusion
	To sum up, in its change program for the remake film The Little Mermaid, Disney fails to make effective decisions for change management. Instead of making this change based on the wise analysis of all information and feedback, Disney simply changes the skin color of characters. This superficial representation of racial diversity shows its inadequate attention to the drive factor of culture and fails to respect the audience as well. The great controversies caused by the casting of this remake film send clear warnings of the failure of this strategy. This change program only confuses the audience and damages its previous values and iconic images. It is a compromise made under social pressure instead of sincere support for the black community. In order to show real support for racial equality and cultural diversity, Disney should choose other black ironic images or create new characters based on a convincing story with a deep exploration of the culture. The change program should be managed based on a wise analysis of all possible alternatives and the careful prediction of all costs and benefits.
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