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1.3 NEW PRODUCT DEVELOPMENT
(Academic Management)

Introduction: As the world economy becomes increasingly knowledge-based 
and global, work will continue to grow more, not less, specialized and complex. So, 
management will play a larger role. Indisputably, "Effective LTOs are not static; they 
are learning organizations" (White et al, 2008) therefore, they need to be managed 
and customers have to be satisfied. Consequently, "The DoS (Director of Studies)
juggles a multitude of different tasks as he or she leads the college towards its 
strategic goals" (Waijnryb, 2012, p. 56). Accordingly, Managers are pressured to 
"solve problems", "make decisions", "run the business" (Watson, 1994, pp. 12-13).

The role of Academic Managers (AMs) is tasked primarily with meeting the needs
of stakeholders. This involves making a profit for them, creating valued products at 
a reasonable cost for customers and providing rewarding employment opportunities 
for employees. AMs coordinate the activities required to meet quality standards, 
ensure that the product or service an LTO provides are aimed at the mail goal, is 
consistent and meets both external and internal requirements. They liaise with other 
managers and staff throughout the organization to ensure that the quality system is 
functioning properly. Therefore, such communication skills as an idea formation, 
message encoding, message transmission, message decoding, and feedback are 
critical to the LTO success. Good AMs listen and negotiate solutions by controlling:

- Quality Management, which advises on changes and their implementation and 
provides training; tools and techniques to enable others achieve quality. By following
the PDCA cycle-plan, do, check, act, quality management process is easily achievable;

- Curriculum Management, where AMs raise standards in the subject area through
the wide range of strategies including an appropriate and effective subject curriculum
promoting the use of teaching and learning processes, setting teachers/students 
challenging targets and then monitoring the performance of teachers and students to 
ensure those targets are met;

- Course Development, where AMs research LTO needs and drafting course 
outlines. During the research phase they review multiple variables, such as corporate 
structure, employee knowledge base, employee training and deadlines. After training 
course creation, developers test these courses to verify they are effective. Each group 
completes a course they often fill out surveys. Answers from these surveys allow 
course developers to adjust training modules needed.

All abovementioned helped in LTO and the Head of English Department at 
British International School of Tbilisi British Georgian Academy (BGA) Tbilisi, 
Georgia to manage successfully the New Product Development (NPD). LTO is a 
place which requires a high responsibility, constant thinking and creativity.

Situation analysis: School Profile
History In 1989 International House Tbilisi became the first IH World 

Organization affiliated school in Georgia
Current State The largest English language school in Georgia
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Courses offered General English; Intensive and ESP teaching, preparation for 
Cambridge Examinations; IELTS/TOEFL, and Teacher Training
(CELTA/DELTA, etc)

Age groups The minimum age for adult classes is 16. Classes for children 
and teenagers from the age of 6 to 15 are also available

Facility The school has 15 classrooms, a lending library, computer self-
access room, bookshop and café

Capacity 393 students, 10 local and 7 foreign teachers, DoS, ADoS, and 
Coordinator

The chart (appendix 1.1) shows the stability of Young Learner (YL) department 
groups over the years. In 2009, the largest student amount are adults with twenty-
five groups, whereas YL has only twenty groups. However, in 2010-2012, the number
of adult classes has declined due to political changes and lots of competitors on the 
market (see STEP and SWOT-analysis, appendix 1.2-1.3), while YLs remained more 
stable ranging from about eighteen to sixteen groups. Both categories have accounted
for about 17-19 groups in 2013 and 2014 is shown.

As Graddol (2006, p. 10) observes "English learners are increasing in number 
and decreasing in age". The STEP analysis in an appendix 1.3 shows the influences 
for changes occurring in Georgian society. It depicts that from 2011 English lessons 
are compulsory in Georgia and as teachers in school are Georgian, parents perceive 
a need for additional English lessons for their children with native English Speakers. 
Therefore, student's capacity in LTOs are growing. A rapid rise in studying has been 
seen during recent years at IH Tbilisi. Consequently, the school is faced with the 
issue of growing YL department. The SWOT matrix (appendix 1.2) indicates threats 
that impact on the product portfolio needed for YLs. Investigating an area for course 
provision for presecondary school YLs, needs are fixed. Those who want to learn 
English as a foreign language need to do it systematically.

Considering the results Georgian under 12s students, they struggle with spelling 
and decoding words (appendix 3.3). First of all, students should learn the sounds and 
listen to them carefully. "To become skilled, fluent readers, children need to have a 
repertoire of strategies to draw on. These strategies include using a knowledge of 
sound-spelling relationships in other words, an understanding of phonics" (Blevins,
2018). The phonics play a key role in helping students comprehend text, increases 
reading fluency and improves spelling ability. 

Implementing a new course in phonics for presecondary school, YLs could be 
beneficial for LTO in both the short run and the long run. It will be a good respond 
to the customers' demand (appendix 1.2).

When designing a Phonics course for YLs, lessons must be enjoyable and fun; 
topics should be interesting to the learners; activities must be challenging as shown 
in the survey results (see appendix 3). 83.3% of responded students find phonics fun;
79.1% of them want to have more phonics lessons; 87.5% of parents agreed that their 
children enjoy phonics and the majority strongly agreed that phonics classes might 
represent good value for money. It would also (a) enable IH to maintain its position 
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as a leading LTO, as phonics has not been given proper exposure among competitors 
(see SWOT analysis, appendix 1.2); (2) IH would be the first to introduce this new 
product and to gain the leadership and significant market share.

Change proposal and course plan: The situation analysis has emphasized that 
Georgian parents are concerned about their children's education (see STEP analysis, 
appendix 1.3). They want their children to learn English and thus, to be more successful.
Appendix 1.3 highlights how Georgians struggle with spelling and pronunciation. 
People are not fully informed of the benefits to study phonics especially to children. 
Some teachers are also lacking the experience of understanding and teaching phonics 
(see SWOT matrix, appendix 1.2). Therefore, AMs should help English teachers gain 
a much better understanding of what phonics is and how it is related to all aspects of 
learning English, which will improve job satisfaction and increase motivation among 
the staff. Consequently, our Change Proposal is to provide a high-quality service for 
children and parents, which will give LTO a competitive edge. Proposed Course Plan 
(appendix 1.4) is to introduce a new product, English phonics, for presecondary YLs, 
three times a week 90 minutes for 6 weeks, as well as training teachers for the team 
and consulting for parents.

Aims and Objectives: An implementing a new course will have a number of 
effects for the LTO. The objectives of the change proposal are: (a) new customer 
acquisition and increased market share; (b) enhanced reputation and higher market 
profile; (c) higher progress rate to other IH courses.

Consequently, IH's primary goal is to maintain its position as a leading LTO by 
providing a high quality service for children and parents; being the first to introduce 
the new product and gain the market share. As IH Tbilisi wants to grow by 20% and 
become a key YL course provider, an opportunity for opening YL preschool (for 
children aged 6 and under) classes will be also the strategy for the long run.

Strategic Management: An implementation of a strategy, the comprehensive 
collection of ongoing activities and processes that LTO uses to coordinate and align 
resources and actions with mission leads to the successful Strategic Management. 
Kotter (1996) highlights that "Leaders establish the vision for the future and set the 
strategy for getting there". To set priorities, focus energy and resources, ensure that 
employees and stakeholders are working toward the common goals, assess and adjust 
the LTO's direction in response to a changing environment Strategic Planning is 
needed. It is a disciplined effort that produces fundamental decisions that shape and 
guide what LTO is, what it does, why it does and where does it want to be in the next 
3-5 years? The strategic perspective of IH is to increase customers' satisfaction of both
children and their parents. Richards (2001) asserts that in order to achieve general 
aims, it is necessary to have more specific and concrete descriptions of goals, i.e. the 
course objectives. LTOs do not become market leaders by chance. It takes vision, 
careful planning, outstanding quality and a committed, highly trained staff. The word 
"strategy" has become commonplace. However, its understanding is different from 
organization to organization. The majority of LTOs associate the abovementioned 
term with the following ideas: (1) plans and planning; (2) anticipating and forecasting
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the future; (3) Competing and being competitive; (4) Organizing to compete. It seems
that these ideas are relevant to strategic management, but they do not provide a 
sufficient basis for appreciating the reality of LTO's strategies and how they are 
implemented. It is helpful to involve many people so everyone is on the same level 
and the objectives are mutually supported. At IH Tbilisi, we "do" strategy by observing
actions and by carrying out systematic, empirical research (appendix 1.4). As Hebb 
(2019) observes a "Flow Chart is a Snap Shot of your Business Process" and shows 
how processes are designed. Appendix 1.4 clearly highlights curriculum strategies 
and planning; monitoring and evaluation surveys; CPD, leadership, problem solving, 
data analysis.

Project Management: It seems that disciplined project management starts its 
portfolio level, where strategic vision drives initial investments and where financial 
value measures. As Kertzner (2009) highlights "project management can mean different

ter use of 
existing resources by getting work to flow horizontally as well as vertically within 
the company". Good project management discipline stops us from spending money 
on projects that fail.

Change Components: Both an introduction to this article and Situation Analysis 
showed that we have a demand for the new product. This change is important,
because businesses would likely lose their competitive edge and fail to meet the 
needs of loyal customers. This Change should be introduced, managed and reviewed. 
Any change isn't easy. That is why the components of our successful change should 
include: (a) a new ground-breaking course in the YL portfolio; (b) an establishment 
of a trained specialist team; (c) the promoting this course to existing and potential 
new customers; (d) the commitment of managers to this growth area.

It is unarguable that change can be threatening and disruptive. However, if the 
staff will be managed actively to change and retrain, it could succeed the change 
components. Different ways of how to manage change include: Beer's Model of 
Change (influencing the way we think and behave); Shaw's Model of Change (an on-
going process) and Lewin's Model of Change (moving from one state to another).

Change Management: In our understanding the successful changes take five 
elements:

(1) Vision: a clear direction of what we want and where we need to be.
In 1995, "Leading Change" Kotter (1996) posits his eight-step change process that

without a sensible vision, change efforts can dissolve into a list of confusing projects 
that take organization in the wrong direction. Our Change Proposal clearly highlights 
what LTO wants and where it has to be.

(2) Skill: people have or can acquire the appropriate abilities to change.
The training for teachers are required, as it will ensure there is a pool of teachers 

available to teach YLs as a course increase and ensure a high quality delivery.
(3) Will: team members are motivated to develop.
Being able to mobilize the individual change necessary for an initiative to be 

successful and deliver value to the organization is the key of the change management.
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An initiative is only successful when team members change their daily behavior and 
workflow. Accordingly, we need a dedicated YL department.

(4) Resource: to do the work of transformation.
Having the course plan and information for different administrators, dedicated 

YL brochure, briefing notes for the marketers will help to promote our ideas. This 
includes contacting the publishers (Pearson Longman in our case) and negotiating 
the phonics package with them. It will ensure that our YL resource bank is rich and 
is ready to be promoted on the market.

(5) A plan: to make it happen.
As managers implementing change, we need to be aware of possible responses 

to change. The strategic importance of this management role in the development of 
the organization is in encouraging better communication and developing an internal 
communications' strategy. Motivation also plays a critical role in achieving goals 
and implementing change. It is crucial that we as managers know our staff and what 
motivates them. "If we know our staff, then we know when to timetable them into 
courses that move them out of their comfort zones" (Dunlop, 2013, p. 10).

Action plans implementation: The main stages that LTO ensues in preparing
an action plan are as follows:

(1) Have a clear objective.
Both Situation analysis and Change Proposal unambiguously highlights where 

we are now and where do we want to be?
(2) The benefits an LTO would gain by achieving the goal.
As IH Tbilisi wants to grow by 20% and become a key provider of YL courses, a 

new product will give IH a competitive edge.
(3) Clearly defining the steps that should be taken and how to get there?
Our project management now is now on the stage, where we are introducing the 

Communication Matrix (appendix 2.1) followed by the Action Plan (appendix 2.2) 
for the new course, Phonics. To deliver the project on time and to the budget, the 
Action Plan will need to be adopted by defining all necessary actions and assigning 
responsibility to individuals for delivering these actions within agreed timescales. 
After producing the action plan, it needs to be reviewed regularly to ensure that 
actions are being completed. Kertzner (2009) claims that "in order for a continuous 
stream of successful projects to occur, there must exist a strong corporate 
commitment to project management, and this commitment must be visible".

(4) Take action by implementing the plan.
In our case, the PDCA Cycle is very useful tool for the successful NPD. As it 

provides an effective approach for problem solving and managing change, ensuring 
that ideas are appropriately tested before committing to full implementation.

Management Styles: Change Proposal shows that any successful organizational 
change, whether operational or strategic, relies on clear vision, effective communication
and their interdependence. It also describes what impact the Change Proposal will 
have on different internal and external stakeholders. An Action Plan revealed the 
objectives, a concrete timetable (appendix 2.2) and set of clearly defined steps.
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Figure 1: PDCA Cycle
Source: created by author

Currently, IH is at the stage of "how to get there?" To successfully implement 
change there, the combination of the following styles of management could be 
relevant, viz. authoritative, democratic, affiliative and coaching. Bednarz (2013) asserts
that "styles can be learned, and managers need to use a variety of them to be totally 
effective". Understanding and implementing the elements of abovementioned 
dimensions helps to lead an effective management. No matter what style is developed
whether it is coercive; authoritative; affiliative; democratic; pacesetting; coaching 
or laissez-faire (Goleman, 2000), it will have a tremendous impact and influence on 
the work climate and workplace as a whole.

As the SWOT-analysis disclosed (appendix 1.2), teachers are very resistant to 
any kind of changes and lack the teaching Phonics experience are worsening an 
issue. By prioritizing the current stage in LTO, it is worth to apply the affiliative
style, where AMs have ability to motivate their employees, value their emotions and 
understand what individually sparks each of them create wealth inside the organization,
as well it leads to the better communications. The abovementioned style linked with 
the democratic style will allow teachers to get involved in the change process and 
adapt to the new ideas. Thus, all affected teachers are available to attend the planning 
meetings, as they will give the realistic idea of what they can and cannot accomplish. 
To maximize commitment to LTO's goals and to mobilize teachers toward a common
vision, it is necessary to implement some elements of the authoritative approach. As 
the results of our research show, the Change Proposal Development (CPD) helps to
reach objectives, improve skills and competence of teachers in the workplace. There 
is an evidence of a strong correlation between CPD and the coaching style. This style 

PDCA

Cycle

Plan
Identifying what is the problem (competitors focus on 
broadening YL department) is clarifying the vision (to 

provide a high-qualitative service for children and parents 
which will give LTO competitive advantages

Act
Implementing the solution fully by looping back 
to the plan phase and seeking out further areas 
for improvement (working with stakeholders, 
teachers' training, providing resources and 
promoting the new course on the market)

Do
Generating possible solutions; selecting 

the best ideas; implementing a pilot project 
with a small group; testing (at the moment, 

a trial run of Phonics Course with the 
groups 24 YLs is taking place)

Check
Identifying what is the problem (competitors focus on 
broadening YL department) is clarifying the vision (to 

provide a high-qualitative service for children and parents 
which will give LTO competitive advantages
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is most effective on emphasizing long-term learning when teachers are fully aware 
of their weaknesses and want to improve their overall performance.

Communications and Teams: Both key implementing changes and continuous 
improvements are the effective tools to exchange the information between people 
and process, business and human dimensions towards a settled goal. Reasonably, the 
change management is one of the successful components to run successful projects:

(a) Effective Leadership: Leaders inspire staff to achieve a goal. Most authors agree
that any changes require a good leadership. Kotter (1996) discusses the need to create 
a strong 'Guiding Coalition' and the success of continuous improvement depends on 
managers' genuine ability to facilitate the appropriate environment;

(b) Attention to the people includes ongoing communications and teamwork. The 
SWOT-analysis (appendix 1.3) indicates that teachers are resistant to any kind of 
change. Round (2013) highlights communication as one of the key elements to 
managing change successfully. Usage the communication matrix tool (appendix 2.1) 
helps to involve teachers to a successful team. Kotter (1996) promotes encouraging 
the group of the people to work together as a team;

(c) Using systemic thinking creates opportunities to share assumptions and helps 
to understand how actions reflect the assumptions/beliefs about the system;

(d) Using and understanding processes by means of PDCA Cycle Model (Figure 1)
it is easy to move from Planning to Doing via Checking to Acting.

Conclusion: It is obvious that good managers create a value for the organization; 
attract excellent staff; increase market share and profit by reducing cost; lead employees
towards the goals; successfully plan and organize current and strategic activity;
monitor and control actual changes; motivate and develop staff in order to satisfy 
current customers and to attract new ones.

As our situation analysis has shown, IH Tbilisi is faced with the issue for YL
department growing, as justifiable demand is for the new product. Developing a new 
educational product, Phonics English course, will enable IH to maintain its position 
as a leading LTO and support advantages of being the leader by gaining the market.
This course was requested by Georgian parents who had correctly perceived a gap 
in their children's English study at schools and a need for additional English lessons 
for their children (resulted in a STEP analysis). It is emerged that phonics, as an 
extra-curricular English activity, will play a key role in helping presecondary school 
YLs to comprehend text, increase reading fluency and improve spelling ability. Thus, 
students' learning objectives will be aimed at complementing their scholastic English 
experience, opportunities to improve reading and to gain autonomy from the teacher.
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APPENDIXES
Appendix 1: Situation Analysis Results

Appendix 1.1
YL Stability (2009-2014)

Appendix 1.2
SWOT-Analysis

Internal External

Strengths Opportunities
School image (reputation, recognition of certificate,
brand awareness); Location (centrally located, 
easy to reach); Organizational structure (defining 
clear framework, effectively choosing leaders and 
making effective decisions, all employees, from 
part-time to the top-management know what they 
are responsible for); Management (listeners, team 
builders, win-win negotiators, promoters of new 
ideas); Staff (experience, knowledge, quality of 
teaching); Current students (performance, 
motivation, learning evidence); Sales staff with 
good relationship with customers; Loyal clients;
Excellent record keeping (level tests, placement 
tests, work records, student records); Competitive 
rate

Similar products on the market are not as reliable 
or are more expensive; New educational product 
English Phonics could be on the market for the 
summer course or September (no other schools
have); Customers demand, have asked sales staff 
for opening classes for preschool learners (age 6 
and below)

Weaknesses Threats

Teachers are very resistant to any kind of change; 
Limited resources for YL; Sales staff not enough 
knowledge of existing products; Lack of internal 
communication; Poor marketing; Teachers (lack 
of experience related to YL and Phonics)

Competitors (British Council, Education and 
Training International, small LTOs) have launched
a new advertising campaign and focused on 
broadening YL department; Teachers (might be 
headhunted by the competitors)
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Appendix 1.3 
STEP Analysis

Political Economical
In 2010 inspired by the President of Georgia's 
call for a year of education, the Ministry of 
Education and Science of Georgia designed TLG 
Teach and Learn with Georgia. The primary goal 
of TLG is to improve the English language skills 
of Georgian students. TLG brings Native English 
speakers to volunteer in Georgian schools and 
live in Georgian communities, serving as language
teachers, communication partners and cultural 
ambassadors. From September 2011 former 
Education Minister Dimitri Shashkini decided to 
make English lessons compulsory

After "Rose Revolution" (2003) development of 
cooperation with foreign partners and international
institutions grew. Transformation of educational
system following requirements of labor market 
(improving in education level, investment in 
education). Growing public budget revenues and 
public investment. Growing wages and income.
Growing numbers of university students. Large 
proportion of people with university education in 
the city's population. Modernization of Georgian 
schools has started five years ago. However, by 
2008, according to UNESCO, Georgia was still 
spending less of its state budget on education 
than any other former Soviet countries. Although 
the cost of education in Georgia is negligible by 
Western standards, Tbilisi weighs in as the most 
expensive educational system in the country

Social Technological
For majority of Georgian families, the cost for 
education is up to 60% of their annual household 
income. The annual expense of a college student 
is as high as a farmer's total gross income over 
several years. Growing unemployment of young 
people. The social pressure on Georgian children 
to perform well in school; not only their futures 
but also the futures of their parents entirely 
depend on it. TLG participants are generally 
allocated within villages and in Tbilisi one or two 
volunteers per school. Georgian parents perceive 
a need for additional English lessons for their 
children with native English Speakers and 
therefore student capacities in LTOs are growing

Improving technical infrastructure. The chance 
given to foreign businesses to invest in various 
segments of the economy, especially in the 
advanced technology area. Lack of products that 
are competitive on international markets. Weak 
cooperation and networking between firms and 
private and public institutions

Appendix 1.4
Course Plan

Course offered September, 2014
Lessons per week Shift 1, Monday, Wednesday and Friday

Shift 2, Tuesday, Thursday and Saturday
Class times 5 pm (Saturdays are negotiable between the Student and the Teacher) 

Lesson duration 90 minutes
Phonics instruction Explicit rather than implicit (As explicit is the most effective especially 

for children at risk of reading difficulties)

Lesson structure Should begin with an explicit explanation of the sound spelling being 
taught along with opportunities that students could blend, decode and 
sound out words. These should be followed by guided reading practice 
in text with the new sound-spelling words

Parents involvement Open doors, Workshops, Parent Teacher Meetings

Students More autonomous, motivated and engaged
Teachers More confident, more CPD, increased teamwork
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Appendix 1.5
The process of using Phonics Course in LTO

Start of the Process ACTIONS DECISIONS

Flow lines

Level expectations What do we want students to learn?

Diagnostics What do students know now?

Curriculum 
Strategies, Planning

What strategies will get us to the 
outcomes?

Need for more 
learning or Different 

resources

Do we need professional learning or 
resources?

Piloting Phonics
A1/A2 levels

Ss start General 
English

Observations, 
Feedback

What is being implemented?

Monitoring and 
Evaluation Surveys

Is what is being implemented 
working? How are students doing?

Ss have phonics
3 times per week

CPD, Leadership, 
Problem Solving, 

Data Analysis

How will teachers collaborate and 
incorporate new course

Survey

Monitoring 
and Evaluation

How effective is Phonics?
Completed 

questionnaires

Appendix 2: Implementation Plan

Appendix 2.1
Communication Matrix
(A = Approval required; R = Review and comment; I = For information only)

Project Client
(Ss/ 

parents)

Manana
(DoS)

Irakli
(CD)

Keti
(Coor-

dinator)

Tika
(Client 

consultant)

Temo
(Technical 
Manager)

Rene
(ADoS/T)

Mat
(T)

Project 
scope

A R A R R R R R

Changes A R A R I A A A

Meeting 
notes 

I A I A I A I I

Schedule 
updates 

R R I A I A I I

Technical 
reviews 

I A I R R A R R
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Appendix 2.2
Action Plan

Objectives Actions By whom Schedule Possible issues

Implementation 
of new 
educational 
English course,
English Phonics

1. Market 
research 
(surveys, 
analysis, 
interviews, etc)

Coordinator manages the 
project, makes sure to run 
trial classes; follows the 
PDCA plan (questionnaire, 
survey, collect and analyze 
results, act on results)

July, 2014
June, 2015

Prove "good feeling" 
by identifying market
need, product feature,
price, decision makers,
staff motivation and 
clients demand

2. Timing Coordinator plans 20-hours 
Phonics training course for 
teachers

September, 
2015 (launch
new product)

Will the product be 
ready to offer after 
the announcement?

3. Capacity CD (Coordinator makes 
sure CD is satisfied, agreed 
and supports the product)

July, 2014 Extended lead times 
for new product can 
be just as deadly as 
bad timing

4. Testing Coordinator and support 
teachers contact publishers 
Pearson Longman, negotiate
Phonics package and order 
books exemplars based on 
summer course enrollment. 
Once a trial has been done, 
Coordinator is in charge of 
feedbacks from teachers, 
students, parents etc)

Summer 
course 2015

Will clients pay the 
price?

Is sales team feels 
sure to sell it?

5. Distributing Sales team learns product 
and prepares the brochures

September, 
2015

Is there a sufficient 
sale potential in the 
new product to 
convince the client?

6. Training Both Coordinator and Leading
Teacher support team teachers
with ongoing trainings

A.S.A.P. Timing, response of 
participants. Number
of sessions

7. Promotion Sales team September, 
2015 (PDCA
Plan: marke-
ting material, 
Do: get proofs
made, Check:
they are clear,
Act: promote 
the course, 
information 
to parents, 
etc)

New product will be 
unsuccessful without 
good support materials


