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Abstract

This proposal has been prepared for New Oriental Education Group (NOEG), recommending a change in the instructional design process NOEG has been practicing for years. This proposal includes an introduction of NOEG and its current ID method, recommended change and rationale for the change, a general plan of implementation, and strategies to overcome possible barriers to change. 

Introduction

I. About NOEG

Established in 1993 as a small training school Beijing, specialized in English training, New Oriental Education Group (NOEG) is now the most prestigious private training group in China and owns 15 training schools in Chinese Mainland and 2 in Canada. Its business ranges from short-term foreign language training, long-term degree education, IT training, K-12 bilingual education, distance learning, software development and publishing to emigration consulting services. Each year, over 250,000 people in total choose to take the training courses provided by NOEG. 

New Oriental’s rapid growth has been regarded as a marvel in China’s education, and once brought an upsurge in research of the “New Oriental Phenomenon” in Chinese academia.

II. Overview of the current ID process 

Though the success has been phenomenal, some routines of the organizations still need to change in order to improve the organization’s performance, the current instructional design process being one of them. 

Current approach in instructional design

The current approach in instructional design used at NOEG involves multiple decision making units (refer to Figure 1).   

Educational Development Research Center (EDRC) is mainly responsible for designing instructional strategies (more like “art/tactics of teaching”, though NOEG call them instructional strategies) and general outline for each training course. The outline includes a broad goal and simple layout of the content the course should cover. 

When it comes to the specific issues, such as what instructional activities to use in a session, the sequence of these activities, assignments for each session, the instructors (SMEs and trainers in language education) are free to make decisions. 

The instructors at local schools also write textbooks. But the final decisions of textbooks are made by the Textbook Decision-Making Committee (TDC). TDC is composed of 7 highly experienced language specialists (the president, VPs, directors of several departments in NOEG). The committee has a set of generic criteria by which they evaluate all textbooks produced by the instructors. They meet once a year to complete the following tasks:

1. revise the set of  generic criteria 

2. evaluate the textbooks being used at NOEG according to the new standard and feedback from the instructors who have been using the books in the past year

3. Make decisions which textbooks NOEG should continue using, revise or stop using
(also make calls for substitutes for books that cannot meet the criteria)  
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Current ID approach at NOEG



Problems of the current approach

Inconsistence

Since two departments and many instructors are involved in the decision-making during the whole instructional design process, it is difficult to coordinate among all these units. Inconsistent decisions may result in discrepancies between instructional strategies, materials and the actual instructional activities, which will then impair the quality of the course. There are also complaints among the students about that the quality of the same course varies from instructor to instructor.

No systematic analysis

The instructional materials are designed by SMEs without doing necessary learner analysis, task analysis and context analysis beforehand.  No learner participation is involved in the whole process. 

Ineffective evaluation
Firstly, NOEG do not conduct formative evaluation of all instructional materials. Once necessary revision is found out after the book has already been produced in large quantity, it cost the organization considerable money to fix it. 

Secondly, a set of generic criteria for all textbooks in different fields is not advisable. Evaluation should be based on first-hand data of learners’ performance improvement, instructors’ feedback, etc. 

Thirdly, incumbents of TDC are busy with other operational/administrative functions which are much more important (in their opinions) and time-consuming than evaluators of textbooks. The fact that they are involved in neither the designing process nor the actual use of the books impairs the reliability and validity of their evaluation. 

Mistake in assessing entry behaviors and learner needs

Although NOEG has curriculum consultants to help students choose courses appropriate for their mastery levels and learning needs, vague course goals and unavailability of reliable assessment tools often causes mismatching between the course difficulty and the learner’s entry level. 

All these problems directly or indirectly contribute to the erratic quality of courses and lead to learner’s dissatisfaction, which is not obvious for the time being, but will influence NOEG’s business performance in the long run. 

recommended change

In order to solve the above problems, a systematic instructional design model is proposed. Since NOEG is engaged in training in many fields, with language training as the most important and prosperous one, the change should be first implemented in the instructional design of language training courses offered by NOEG. 

I. What is the change? 

Systematic ID model

The first change will be the adoption of a systematic instructional design model in the course design in the field of language training. The systematic ID model NOEG could start from is the Dick and Carey Design Model (Figure 2). It is one of the most widely used instructional design models in the United States; and it has been proved viable across military, business and educational settings (For more details about the model, refer to Appendix 1). 
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Figure 2. Dick and Carey Design Model


Personnel change 

In order to successfully adopt and implement the ID model in curriculum design, NOEG will have to set up a separate instructional design office. It can be part of the Educational Development Research Center and will be composed of the following staff members:  

	Staff
	Main responsibilities 
	Source of staff

	1 Office Manager
	Daily operations, liaison between the office and other parts of the organization
	Internal (HR specialist)

	2 Senior Instructional Designers
	overall management of ID projects
	External 

	12 Junior Instructional Designers
	Actual design and development (2 for each of the following subfields: foreign examination training, domestic examination training, practical English training, college English training, secondary school English training, pre-K English training) 
	Internal (ID-trained instructors, HR specialists) 

	Subject Matter Experts 
	Part time- provide information about subject matter; review blueprints and draft. 
	Internal (experienced instructors in local schools; only available on request for specific projects)


Table 1. Proposed staff for the ID Office

The Office will be responsible for all instructional design tasks of all the thirty-five courses offered by NOEG in language education, from goal setting to evaluation, and will be the only decision making unit in the whole ID process. Instructors should comply with the decisions made by the ID office. 

ID training for designers and instructors

A computer-based self-study training module for all instructors is necessary to gain their support, for them to gain basic knowledge of the systematic instructional design process and apply it in their daily teaching practice.  

An extensive training session will be delivered for those who will work as instructional designers in the ID office.  The delivery method and length of this session will be decided by necessary analysis after this change project is initiated. 

II. Rationale for the change

The proposed change should and can be implemented in NOEG because it has obvious benefits over the current one; it is compatible with NOEG’s culture and values; the knowledge and skills required to implement the change is not too complicated for the implementers to acquire and thus requires a moderate training time. It can also be trialed on a small scale before final decision is made. 

Advantages of the new approach

1. Alignment of instructional strategies, objectives, materials, and activities. More learner-oriented training and effective evaluation. 

2. Better adaptability of the training and the organization. “The elegance of a generic systematic instructional design process is its inherent ability to remain current by accommodating emerging technologies, theories, discoveries, or procedures (Dick and Carey, 2004, xiii)”. It provides careful and systematic analysis, integral evaluation and refinement throughout the whole instructional design process. Therefore, NOEG will have better adaptability to unstable nature of training market due to consistently changing examination formats and criteria (such as College English Test, TOGEL, etc), and provide up-to-date training to the learners. 

3. Better assessment of learning needs and entry behaviors. With clear course goals and well-designed pretest, curriculum consultants can better help learners in choosing their training courses.

4. Saving time and money in management. The proposed approach is easier to manage and coordinate than the current one. Only one major office will be responsible for all phases of instructional design, from goal setting to summative evaluation, which will save considerable time and cost in management. It also frees the incumbents of TDC so that they can focus on their own job functions. 
Compatibility

The proposed change is compatible with the organization’s culture and values. NOEG itself is a dramatic change to the traditional public education, which has been prevalent for 50 years in P.R. China; Ninety percent of the top management have studied abroad and are very open-minded to innovations from abroad.   

Complexity

The implementers will be one HR specialist and twelve experienced instructors in NOEG. The strict recruiting process at NOEG requires that each staff member should have at least a BA or Masters’ degree in education and related filed. The complexity of the subject matter is not far beyond their level of mastery so it will take a moderate training time.  

 Trialibility

The proposed approach can be tried on a small scale. There are many on going projects on textbooks development in NOEG. A pilot test in two or three among them will render first-hand data about the effectiveness of the new approach and facilitate sound decision about adoption.  

proect implementation plan

I. Project goal

Within a 24 months period, NOEG will successfully adopt a systematic ISD model in its instruction design process in the field of language training and complete personnel/institution transformation necessary to support the change. 
II. Theoretical basis for the plan 
The general implementation plan is based on the accepted theories of Ely’s eight conditions (1999) facilitating implementation of changes.  

Dr. Ely’s study have identified eight conditions that promote change and validated them across various educational settings and cultures: (1) there must be “dissatisfaction with the status quo”; (2)”the people who will ultimately implement any innovation must posses sufficient knowledge and skills to do the job”; (3) the resources “that are needed to make the innovation work should be easily accessible”; (4) “implementers must have time to learn, adapt, integrate, and reflect on what they are doing”; (5) “rewards or incentives” for participants; (6) “participation [, which means] shared decision making, and communication among all parties involved in the process” must be encouraged; (7) “endorsement and continuing support for implementation of the innovation”; and (8) leadership of the executive officer and project management. 

In the duration of the project, we should try to provide these conditions in order to successfully bring about the change. 

III. General plan 

A general implementation plan is included in Table 2 (on page 12-13). The plan consists of six stages: initiation, analysis, dissemination, redefining, implementation and continuation. The major activities of each phase are listed in the second column of the table.  Most of them are in sequential order, though some can be completed concurrently. The third column provides rationale of a specific activity. This plan will serve as an outline for the change project and is subject to change in the actual implementation process. 

IV. Potential barriers to change and strategies to overcome

Resistance may derive from all levels of the group. Here are some strategies to reduce resistance.  A detailed analysis included in Table 3 (on page 14) .
Table 2. Project Implementation Plan (subject to change during actual implementation)

	Stages/Estimated duration
	Major Activities
	Rationale/comment 

	I. Initiation 

(create a need for change)
/3 months 
	1. Meet with the president-present  the proposal
	Initiate president’s dissatisfaction with the current ID practice at NOEG and win his support

	II. 
	2. Send out printing materials to directorate members, stating the nature and potential benefits of the change
	-Arouse decision makers’ awareness and interest in the change

-initiate decision makers’ dissatisfaction with the current ID practice 

	III. 
	3. Presentation at board meeting
(Talk to individual member, ask help of the President, etc)
	Win the directorate’s permission and support to the change project

	IV. 
	4. Form a change team (external- consultants; internal: VP in charge of instruction management, director of Ed. Devl. Center, others TBD) 
	Important to establish long term commitment and leadership at the beginning 

	V. 
	5. Obtain necessary resources for phase II (funding, equipment, access to data when necessary, etc)
	Important to ensure availability of resources at the beginning

	VI. Analysis 

(matching the proposed change to the problem; feasibility research) /2 months
	1. Analysis of organizational learning ability and readiness for the change
	Gathering critical information for decision making 

	VII. 
	1. Large-scale survey of instructors (individual innovativeness, attitudes towards organizational change, learning preferences)  
	-Gathering information

-Increase participation 

	VIII. 
	1. Make decision to adopt or not (by poll, or by authority)
	Even if NOEG decides to reject the proposed change, this stage will still render important information for future performance improvement decisions. 

	IX. 
	1. Establish reward and compensation policies if decide to adopt the innovation
	Address the needs of “losers” early on; overcome resistance

	X. 
	1. Obtain necessary resources for the following phases if decide to adopt the innovation
	Important to ensure availability of resources

	XI. Dissemination 

(knowledge of the innovation by the whole organization) /2 months
	Publicize through NOEG internet, conferences, flyers, etc (message from the president, brief introduction of the nature of the change, potential benefits, influence over the organization and individuals) 
	Arouse awareness and interest among all instructional staff in NOEG



	XII. Redefining 

(necessary training, pilot test, on two or three courses, reinvent the ID model, add details)/8 months
	1. Design and deliver a simple self-study training module (short introduction of basic ideas in systematic ID)  to top management, all instructors and HR staff
	-prepare the implementers with basic knowledge and skills

-win internal support

-Not using web training because procedural knowledge does not require much interaction

	XIII. 
	1. Select and bring new, internal members to the change team
	-Develop ownership of the change process

-Develop champions/ supporters at different levels of the organization

	XIV. 
	1. Design and deliver extensive training session in advanced instructional design to new members
	Prepare implementers with critical knowledge and skills

	XV. 
	1. Conduct pilot test planning conference
	Increase internal participation 

	XVI. 
	1. Conduct pilot test
	

	XVII. 
	1. Conduct Evaluation
	Measure the effectiveness of ID process

	XVIII. 
	1. make revisions to the ID process
	Revise the model/ personnel/training  in order to accommodate to the organization’s needs and structure more closely

	XIX. Implementation 

(Structural integration into the organization) 
/9 months 
	1. Formal establishment of the Office of Instructional  Design 
	formal personnel change

	XX. 
	1. Deliver necessary training in advanced instructional design to the staff as needed
	Prepare implementers with critical knowledge and skills 

	XXI. 
	1. Start revising existing instructional materials using the systematic ID process and design new instructional materials
	Formal implementation of the ID model

	XXII. Continuation
	1. Necessary policy change to make the change part of the organization’s routine
	Routinization 

	XXIII. 
	1. Continuing evaluation

2. Continuing maintenance (in-house tech support)
	To avoid discontinuance 

	XXIV. 
	1. Continuing adaptation capability 
	Fine-tune the approach according to new development, technologies, other organizational changes


Table 3. Potential barriers and corresponding strategies

	Potential barriers to change
	Comment and corresponding strategies

	Social barrier
	Rejection of outsiders 
	Build credibility (demonstrate expertise and establish personal relationship) 

Shared grounds (find things in common and minimize differences)

Bring in internal people to the change team, increase internal participation

Establish effective communication channels  to keep people informed

	Organizational barrier
	Organizational structure


	Carefully planned personnel change, 

Link the old to the new-make it more compatible with the current structure  

Senior management must lead the change

Adequate training and resources 

Cascading commitment- Win adequate number of champions at each level of the organization

	
	Resistance form textbook authors (experienced instructors) 
	Authors’ remuneration is a considerable source of instructors’ income: 

Make compensation- monetary compensation; use their books as supplementary; recommendation for those who cannot take courses on site

Provide the extensive ID training to them

	Psychological barrier
	Satisfaction with the status quo (Management and  instructors)
	Presentation and demonstration :

-Increase future competitiveness of the organization

-Provide compelling evidence (pressure from competitors, benefits of the change etc. )

-Pilot test to demonstrate success

Persuasion through internet/conferences/get management involved

-Valuable opportunity for career development-provide training on ID approach to all instructors to address their need for career development


Summary

I am honored to have this opportunity to present this proposal to New Oriental Educational Group. I am confident that my proposed change will improve the effectiveness and efficiency of the instructional design practice at New Oriental Educational Group, increase its ability to provide high quality, learner-oriented and up-to-date training, and contribute to the organization’s continual growth in the long run.  
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