
FROM TEACHING CHILDREN TO                                    SELLING AGRICULTURAL PRODUCTS
New Oriental’s Change in China


Executive Summary
This article explores the factors that triggered the organizational change in New Oriental Education & Technology Group, a private educational services provider in China. The change was brought about by the government's issuance of the "Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education" in July 2021. The Opinions aimed to reduce off-campus training for academic subjects, regulate advertisements for training programs, and strengthen the supervision of training fees.
Using Kurt Lewin's Force Field Analysis, the article identifies driving and resisting forces that influenced the change. The driving forces include government policy, the social environment, and competition. On the other hand, the resisting forces include organizational resistance, financial loss, and cultural factors. The article also discusses the challenges and opportunities of New Oriental's online education business and how the explosive growth in demand for online education led to intense competition and low profitability.
The article concludes that the government's Opinions were the decisive force driving the change in New Oriental. The company decided to close 1,500 service points across China and donated study desks and chairs to rural schools to win reputation. The founder, Michael Yu, also planned to set up a large-scale agricultural platform to sell agricultural products and support rural revitalization. The article identifies the typology of change as reactive, which is initiated in an organization because it is made necessary by outside forces.
Overall, this article provides insights into the factors that triggered the organizational change in New Oriental and how the company responded to the challenges and opportunities in the education industry. It highlights the importance of understanding driving and resisting forces in change management and the role of external factors in organizational change. The article also sheds light on the typology of change and the need for organizations to be proactive in initiating change to remain competitive.   
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Introduction
New Oriental Education & Technology Group Inc.(NYSE: EDU) is a leading provider of educational services in China. The company offers a wide range of educational services, including English-language training, test preparation, primary and secondary school education, online education, overseas study consulting services, and other educational services. New Oriental has a network of over 700 learning centres in China, and its online education platform has over 30 million registered users. The company has been listed on the New York Stock Exchange since 2006.
April 2019, Koolearn Technology Holdings Limited ("Koolearn", HKEX: 1797), New Oriental's online subsidiary, as the first online education service provider, went IPO on the Hong Kong Stock Exchange. 
Due to the burst of coronavirus, the offline education services were totally suspended in China. Thus, the online education demand exploded.  For New Oriental EDU, the challenge outweighs the opportunities. 
In 2021, private companies were banned from providing most after-school tutoring services for K-12 students in China. Consequently, the company suffered a sudden loss of much of their business (Bamboo, 2023). It enforced New Oriental to initiate a change. 
Koolearn became one of the largest gainers due to the burst of online education demand due to its leading position, the share price movement in Feb, 2020 can prove that clearly. Outperformed its parent EDU and the Chinese index significantly, Koolearn rose as much as 50% in a short time after the outbreak of the coronavirus, (Yahoo Finance). In fact, the opportunities were overestimated by the shareholders. the challenges was outweighing the opportunities for EDU.  
New Oriental leading proactive changes by laying off 40,000 employees and leading celebrity teachers to transition to live-streaming assistance to farmers on Douyin (the Chinese version of TikTok). 
This report analyses the driving force and resistant force of the organisational change New Oriental has experienced from teaching K-12 students to selling agricultural products. Studies the change under 3-step model (Mullins, 2013). Analyses the key points to make the change successful. Data used in this report including articles and online publications. 
Change analysis
What triggered the change?
The General Office of the Central Committee of the Communist Party of China and the General Office of the State Council issued “Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education” at July 24,2021. The opinions included: 
Take effective measures to regulate advertisements for training programs. 
Resolutely reduce off-campus training for academic subjects. 
Strengthen supervision of training fees. Adhere to the public welfare attribute of off-campus training, fully consider its involvement in major livelihood issues, include the fees for academic subject off-campus training in government-guided price management for compulsory education, scientifically and reasonably determine pricing methods, specify fee standards, and resolutely curb excessive charges and profit-driven behaviours.
The Chinese government has issued 9 "reducing academic workload" orders in the past 60 years. Unfortunately, the increasingly complex social situation not only caused primary and secondary schools to fall into a vicious circle of reducing burdens on one hand while extracurricular training institutions frantically increase burdens on the other, but also objectively resulted in the significant discounting of the effects of the relevant institutional arrangements previously issued. (Source: China Education Daily)
In recent years, many parents believe that the amount of knowledge their children obtain from schools has decreased with the implementation of "reducing academic workload" policies, which is not enough to lay a solid foundation for later stages of learning. Some parents also hope that their children can get ahead of others and enter better middle schools, high schools, or even universities. This is the driving force behind the continuous development of off-campus training institutions. However, another group of parents follow the concept of "happy education" but are still worried that their children will be eliminated after compulsory education. This group of parents hopes that the burden of academic workload can be extended to off-campus education as well. For people who are financially challenged and hope that their children can have a better future through education, the cost of off-campus training is a very heavy burden. "As a teacher for 15 years, I want to tell everyone that it's becoming increasingly difficult for children from poor families to succeed in this era," a teacher posted online in August 2011, stating that academically successful children are increasingly coming from wealthy families. 
The fierce competition among educational institutions has also triggered some social issues, such as difficulty in refunding long-term courses and bankruptcy of institutions. Especially from 2020 to 2022, due to the spread of the pandemic caused by off-campus training, the Chinese government banned the offline training courses during the special period. Some institutions' funding chains broke down and parents had no way to get refunds, which had a significant impact on society. 
“Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education” (2021) set the objectives clearly on off-campus training for academic subjects, including offline and online. It makes the change to be urgent.
Kurt Lewin Force Field Analysis
According to force field analysis, “The underlying principle is that driving forces must outweigh resisting forces in any situation if change is to happen.” (Cameron and Green 2012) The below table outlines forces in the change of New Oriental.
Driving forces of Change	Government policy – Opinions of Reducing 	Social environment - Outbreak of coronavirus led to suspending of offline education services.	Competition - Low profitability of online education 	Management - CEO	Resisting forces of change	Organizational resistance – 40,000 employees would be lay off.	Financial loss – More than 300 learning centres would be closed.	Cultural – Most of teachers wouldn’t like transform to be an anchor selling agricultural products.


Offline education services were totally suspended to decrease the risk of children getting infected with the novel coronavirus in China since 2020. EDU's offline businesses suffered seriously. When God closes a door, he opens a window. Suspending of offline education led to the sudden increase of online education demand. Koolearn, as the online education service providers leader in China, has built a full range of products that can fulfil different parts of market demand. That made it one of the major gainers, its share price rose more than 50% rapidly after the burst of the coronavirus (Yahoo Finance). Thus, it isn’t the decisive force driving the change.
With the explosive growth in demand for online education, fierce competition has emerged. According to EDU’s fiscal 2020 Q2 results, Koolearn only contributes about 5% of the EDU’s net revenue. Due to the increased competition, the customer-acquisition costs became higher and higher. To appeal new customers, or barely to hold the existing users, many online providers had to offer more free courses (Aiden Research, 2020). That derived Koolearn a net loss of RMB 87.5 million (US$12.5 million) in the first half-year ended November 30, 2019.  
In conclusion, the challenges outweigh the opportunities for EDU. Therefore, everyone believed that offline education would be back, and be working together with online education to serve people.  
The publishment of “Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education” (2021) became the last straw that crushed the camel. It’s the decisive force driving the change. 
New Oriental decided to close 1,500 service points across China. The company donated nearly 80,000 sets of study desks and chairs to rural schools, and nearly 80,000 more sets were sent to the places where they are most needed in the future. The donation won reputation for the firm. That’s helpful for the change. Yu turned the loss into advertisement fees. 
Michael Yu, founder of private educational services provider New Oriental, said during a Monday live-stream on Douyin, the Chinese mainland version of TikTok, that the company plans to set up a large-scale agricultural platform in the future. Together with hundreds of teachers, Yu will offer goods through live commerce to help sell agricultural products and support rural revitalization. (pandaily, Nov 09, 2021) Yu said that New Oriental must be able to help others. He hosted his first live-streaming e-commerce session on Dec 28, 2021, pitching farm products such as cherries, on Douyin. According to data from live streaming tracking platform Huitun, Yu sold products worth about 4.6 million yuan (US$721,827) during his live-streaming debut. As the founder, chairman and chief executive of New Oriental Education & Technology Group, Yu dispelled other teachers' concerns with his actions, and the first group of anchors that Yu chose were also teachers who came from rural areas and were willing to help farmers. 
Typology of change. 
Pierce, Gardner, and Dunham (2002) stated two kinds of organizational changes, reactive and proactive change. “Proactive change is change that is initiated by an organisation because it is desirable to do so. Reactive change is change initiated in an organisation because it is made necessary by outside forces.” 
The change of ceasing to operate extracurricular tutoring services in subjects related to compulsory education in mainland China is reactive change to ensure that the Group and its operations fully comply with all applicable laws and regulatory requirements. Although the transforming to selling agricultural products through live-streaming platform is a proactive change. 
Incremental change pointed out the less-drastic and small-scale transformation that helps the organization to improve its efficiency and overcome inactiveness (Khan, Rehman, Ghayas).  Transformative change means doing things differently—not just a little more or less of something we’re already doing. (Kai Chan, 2019). In this case, the change from teaching children to selling agricultural products is obviously a transformative change.
Lewin’s – Unfreezing, Changing and Refreezing. 
Lewin’s change model describes three phases that people go through as they make changes in their lives: unfreezing, changing, and refreezing. 
For EDU’s employees who choose to transform from teaching to selling through live-streaming platform. They must become ready or willing to make a change. That’s why Yu selected teachers from rural areas as the first group of anchors. Yu created the vision of assistance for farmers to activate the willing of them. That’s the first phrase: unfreezing the current state. 
Changing or moving is the second phrase. Changing is always difficult and sometimes full of pain. Dong Yuhui, one of the first anchors selected by Oriental Youxuan, would incorporate classroom content that had been polished over many years when introducing products. He would present the products in bilingual fashion and subconsciously encourage viewers to take notes. He would sometimes even panic and mutter to himself, "Talk about the product, talk about the product," realizing only after finishing that he wasn't teaching a class. His interest in history and geography, fuelled by extensive reading, allowed him to accumulate a wealth of knowledge. In his live streams, he talked about Li Bai, Du Fu, and Su Dongpo's interesting stories, as well as the people behind poems and songs, and the touching moments in the long river of history. At first, his audience didn't understand. Some viewers left comments complaining, "Why is an anchor who isn't selling anything shouting here?" and "Is he so ugly that he's the best the over 10,000 teachers at New Oriental could find?" What struck him the most wasn't the malice, but the apathy. In the beginning, he would shout into the microphone, but there were only five people watching, including his and Yoyo's parents. Yoyo is another anchor, Dong Yuhui’s partner. 
Refreezing is the second phrase. June 9, 2022 was a memorable day in the history of New Oriental. The day before, New Oriental attempted to switch from pairing two hosts together for live streaming to having each host stream solo. During YOYO's solo stream the previous day, the data had seen a significant increase. The following day, it was Dong Yuhui's turn, and the live streaming room was flooded with over two million viewers. During the stream, Dong Yuhui recited poetry off the cuff while discussing steak products, striking a chord in the hearts of many. Over the next ten days, Dong Yuhui experienced an incredible surge in popularity. (business.sohu.com). It is not accidental that Oriental Youxuan became popular by surprise. (Zhang, Yiran, 2023)
Leadership and change 
Michael Yu, the founder and CEO of EDU, played a crucial role in this change. 
Yu initiated this change. In July 2021, the "Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education" policy was implemented, leading to a sharp drop in stock prices, school closures, and large-scale layoffs. After fully assessing the market, 59-year-old Yu proposed the idea of using live streaming to promote agricultural products. "If someone can sell over 10 billion yuan in a year, why we can't?" During the company meeting where this decision was announced, some hosts recalled that many people laughed. It is closed with Yu’s experience: “I am a teacher born in a rural village. At present, the countryside is moving towards modernization and getting rid of poverty and getting rich. However, their lack of knowledge or fewer opportunities to read books leads to growing income disparity. Helping children in China’s rural areas acquire more knowledge is one thing I should do,” Yu said during a live-stream on Douyin in April of 2020. Promote agricultural products is another way to help children and their family in China’s rural areas, help upgrade agricultural industry and revitalize rural areas, and also to help improve farmers’ livelihoods.
Yu leaded the change. He hosted the first live-streaming e-commerce session on Dec 28, 2021, pitching farm products such as cherries, on Douyin. In this 3-hour-long live-streaming e-commerce event, Yu Minhong sold a total of 4.6-million-yuan worth of agricultural products. According to official data from Douyin, Yu Minhong ranked 16th on the list of top live-streaming sales hosts that night. According to third-party live-streaming data tracking platform Huitun, the cumulative number of viewers for Yu Minhong's agricultural product live-streaming reached 1.82 million, with a total of 57,000 orders and gift (tip) income ranging from 100,000 to 500,000 yuan, generating a sales revenue of 4.81 million yuan. He started a beginning and encouraged teachers to follow. 
Timely affirmation and encouragement. On April 15, 2022, with an average online audience of less than 5,000 people, Oriental Youxuan achieved a daily sales volume of 1 million yuan in the live broadcast room. This achievement may be insignificant for Oriental Youxuan, whose sales now exceed 100 million yuan, but at that time everyone was immersed in great joy. The conference room table was decorated with drink bottles spelling out "100W", and the company thoughtfully presented certificates of commendation to each anchor. Everyone cheered and jumped with excitement.
In mid-April 2023, Oriental Youxuan awarded approximately 775 million yuan in stock rewards to 154 qualified participants (authorized personnel), with an average of 4.27 million yuan per person.
Conclusion 
In conclusion, New Oriental EDU experienced a transformational change from teaching children to selling agricultural products. The change was triggered by the Chinese government's "Opinions on Further Reducing the Homework and Extracurricular Training Burden on Students in Compulsory Education" policy issued in 2021. The driving forces of this change were government policy, social environment, competition, and management. The resisting forces were organizational resistance, financial loss, and cultural issues. 
Lewin's change model provides a useful framework for understanding the process of change and how people go through it. EDU's transformation from teaching to selling through live-streaming platform is an example of this process. The company's founder, Michael Yu, played a crucial role in initiating and leading the change, starting with the unfreezing phase by selecting teachers from rural areas as the first group of anchors. The changing phase was challenging and sometimes painful, but through hard work, dedication, and timely affirmation and encouragement, Oriental Youxuan achieved a daily sales volume of 1 million yuan, with sales now exceeding 100 million yuan. Finally, the refreezing phase was reached, and Oriental Youxuan awarded approximately 775 million yuan in stock rewards to 154 qualified participants, which is a testament to the success of the transformation. Overall, Lewin's change model provides an insightful perspective on how people and organizations can successfully navigate through change.
While Lewin's change model is a widely used framework for understanding the change process, it is not without its limitations. One of the main criticisms of Lewin's model is that it is too simplistic and linear, and that it does not adequately capture the complexity and unpredictability of the change process. Critics argue that change is often messy and nonlinear, and that there are often unexpected obstacles and challenges that arise during the process. Additionally, some argue that Lewin's model places too much emphasis on the role of leadership in driving change, and that it does not adequately account for the role of broader social and cultural factors in shaping attitudes and behaviours. Finally, some critics argue that Lewin's model is too focused on the individual and does not adequately account for the role of social and environmental factors in shaping behaviour. Despite these criticisms, Lewin's change model remains a useful framework for understanding the change process and has been widely used in organizational and community settings.
Recommendations
Here are some recommendations for organizations which is experiencing or will experience a change getting from the New Oriental’s change from teaching children to selling agricultural products:
Conduct a thorough market analysis: Before making any major change in business direction, it is important to conduct a thorough market analysis to understand the market demand and competition for the new product or service. 
Develop a clear strategy: Based on the results of the market analysis, develop a clear strategy. This should include defining the target customer segments, identifying the most effective distribution channels, and determining the pricing and promotion strategy.
Develop the necessary capabilities: Like Selling agricultural products requires a different set of capabilities than teaching children. Organizations should assess their current capabilities and determine what new capabilities they need to develop before change. 
Communicate the change to stakeholders: It is important to communicate the change in business direction to all stakeholders, including employees, customers, and investors. 
Monitor and adjust: Once the change has been implemented, it is important to monitor the results and adjust the strategy as needed. Organizations should establish key performance indicators (KPIs) to track the success of the new business direction and make changes as necessary to ensure long-term success.
Overall, organizations should approach a change with careful planning and a willingness to adapt. By developing a clear strategy, building the necessary capabilities, and communicating effectively with stakeholders, they can successfully make the change.
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