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1. Introduction 

 It is not unusual for teachers and program directors, transitioning to online teaching, to 
become overwhelmed by the transformation. This program evaluation starts by presenting a brief 
response to the challenges faced by the Lavender Jade Chinese Academy, a community-based 
language school.  First, we must expose the challenges faced by private schools in general and 
whether these are different from those of larger programs. What are the advantages and 
disadvantages of a community-based language school? Answers to these questions can be found 
in the Literature Review section, following the introduction of the program reviewers. The 
literature review will raise awareness of research in support of recommendations for 

-based language program. Second, the critique of the language 
program is presented from an ecological perspective which will be further explained in the 
Literature Review and Program Evaluation sections. The evaluation will be used to determine the 
program outcome in light of a qualitative and needs analyses. The methodology of the program 
review uses qualitative data collection, followed by thematic analysis. The data collection 

tatement 
and core values, assessing the lesson plans they created before and after the transition, and a 
survey given to the director and students for their opinions towards the whole transition process 
so far. These data are collected to help the reviewer
operations, their challenges, efforts, and limitations.  
reviewers will evaluate its tangible and intangible assets. Through qualitative analysis, the 
program reviewers seek to interpret issues relating to transformation, curriculum and instruction, 
and recruitment and retention. Moreover, by comparing tangible and intangible assets against the 
data collection, assess strengths, weaknesses, opportunities, and threats (SWOT) will be 
revealed.  The Needs Analysis section describes the program in depth, with a closer look at the 

materials, to answer these questions:   

1.  
2. Do the new hybrid courses represent a curriculum change?  
3. How did the teachers and directors tackle challenges of online classes due to COVID 

 19? 
The results from a SWOT Analysis, drawn from interpretation of the qualitative data, will be 
used to inform and draft the Program Recommendations for improvements. The purpose of this 
report is to articulate some of the myriad problems and offer solutions based on program 
development research. 

1.1 The Reviewers 
 
Yogi Liu  Participant 
 

Yogi Liu is formerly Chinese instructor at Lavender Jade Chinese Academy (LJCA). She 

She plans to finish MAFLT program by the end of 2022. As the Participant of this project, she 
will lead the data collection process, beginning with local, team, and leadership interviews.  She 
will also work with her colleague, who will perform a facilitating role as Observer in this 
Program Evaluation project. During this three-phase project, the Observer and Participant will 
consolidate the data collection of relevant materials in order to conduct a needs analysis. 
 
Toni Stillman - Observer 
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Toni Stillman is a graduate of Rhodes College, Memphis, TN. She majored in 

International Studies, with a minor in Japanese language and studied Japanese at the Kansai 
Gaidai School in Osaka, Japan.  She will complete her final graduate projects in 2022 to attain 
her M.A.in Foreign Language Teaching, Michigan State University. She is self-employed and 
lives in the Mississippi Gulf Coast, where she is the founding director of a community-based 
language program. Toni is taking the Observer role in this project, who is responsible for 
literature review, thematic data analysis, and the functional role of writing, revising, and 
compiling our report.   
 
 1.2 Lavender Jade Chinese Academy 
 

According to public information, the Lavender Jade Chinese Academy (LJCA) is a 
Chinese non-profit education organization, the largest of its type in the southeastern United 
States. LJCA has a team of approximately fifty experienced teachers, who dedicate their energy 
and professional life to educating students about the Chinese language and culture. LJCA offers 
general Chinese language classes from K-12.  After completion at the primary and secondary 
levels, students can enroll in AP Chinese courses to continue studying Chinese, as well as 
receive instruction in HSK test preparation classes.  

2. Literature Review  

The goal of this review is to consider scholarly opinions on unplanned remote teaching, 
curriculum design for online delivery, and program policies that complement recruitment and 
retention. For context, we begin with a brief historical perspective of Chinese Language 
education in the United States. According to Wenxia (2016), although 5,000-year history 
and language are evident, only recent modern history reflects an increasing language interest in 
Chinese language education by scholars and policymakers. She chronicles the historical 
development of Chinese foreign language (CFL) from its inception, of ancient China in 1912, to 
the rapid expansion years, 2000 to the present. The National Security Initiative of 2006 is a 
watershed policy that led to other initiatives, like STARTALK. The politics of language 
education continue to promote the importance of learning Chinese as a foreign language in the 
United States. However, current political and civil unrest, resulting from the global pandemic, 
has caused shifts in the ecological balance of language programs.  Many schools and 
community-based programs have been forced into unplanned online teaching.  

2.1 Program Transformation 

One of the most difficult changes for language administrators and teachers are the 
challenges created in transitioning from a face-to-face learning environment to remote learning 
and on-line teaching... [challenges in different program domains i.e., small, community, large 
schools to answer questions from the introduction section] ... 

2.2 Planned vs Unplanned 
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Making the transition from a highly controlled classroom environment to remote teaching 
and learning activities requires teachers to think differently about curriculum design, classroom 
management, and technology integration. Specifically, technology integration is an important 
topic for program transformation. for quality teaching and learning to occur., Lord (2014) argues 
that pedagogy and logistics are primary to making decisions about technology use.  She states 
that there should be pedagogical objectives for adopting online tools. In other words, integrating 
technology without a plan can result in a loss of quality for the language program. The shift to 
on-line teaching was so abrupt that administrators and teachers did not have the opportunity to 
plan or adjust their curriculum. Spasova et al (2020) suggests that because face-to-face (F2F) 
teaching is planned, when institutions were forced -  
quality expectations were lowered, while anxiety among teachers and students increased. 
Although literature from before the crisis suggests that online language learners fare at least as 

well as their face-to-face counterparts, the abrupt shift from face-to-face contexts to remote 
learning is fundamentally different from planned online learning.  (Moser and Wei, 2021 p. 97). 
Spasova et al (2020) further notes, however, that online education offers unique affordances for 
students and teachers. The authors suggest ways to decrease online classroom anxiety through 
proven techniques. They further support remote learning for helping teachers vary 
communicative tasks that foster student autonomous learning, which could improve online
classroom management. 

2.3 Language Teaching for Learner Autonomy 
 

One author suggests that a major factor in successful online transformation has to do with 
Language learner autonomy. This concept, Holec (1981), as cited in Little (2022), is founded on 
the idea of shaping curriculum and teaching methods that lead students to self-instruction. The 
author lays out studies and experiences that show how online affordances can increase learner 
autonomy. Online activities can be shaped to the  interests, which allows for use of more 
authentic materials that link students to real-life beyond the classroom. When students can work 
on themes of their choice, the curriculum supports language learning that connects to their 
everyday life. 

2.4 Curriculum Design  
 

As an extension of thinking differently about on-line transformation, Chen (2020) 
promotes the use of text-based online communicative activities. This approach supports making 
learning extend outside the classroom. However, prior to planning activities, the curriculum 
should support the online transformation. Specifically for teaching Chinese as a foreign language 
(CFL), Attaran and Yishuai (2018) reports that many CFL teachers are concerned with 
established curriculum design, Shi, 2008 (as cited in Attaran and Yishuai, 2018). The authors 
support changing program design (and curriculum) to help develop teaching pedagogies.  In the 
United States, the prominent resource that could help align curriculum with pedagogical practice 
is ACTFL Proficiency Guidelines, ACTFL, 2012.  Curriculums designed around Can-Do 
Statements may prove to be guides for curriculum development and teacher education, ACTFL. 
(2017). Attaran and Yishuai (2018) further suggest that teaching quality can improve with 
curriculum improvements. Moreover, community language programs can experiment with 
different approaches to curriculum design.  

For example, another research team used a mixed-method research approach with 
interviews with non-speaking Chinese children (NCS), parents, principals, teachers, and 
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-School-Community (H-S-
C) framework for teaching Chinese,Tse, Pang, Tsui et al (2020). This approach recognizes the 
difficulties in teaching NCS. There is no language environment to support the student, 
logographic writing system challenges, and materials and teacher quality can also hinder a 

ve effect on teacher and 
student perceptions of online teaching. Furthermore, thinking differently about online teaching 
requires changing teacher perceptions of technologies, Liu et al., 2018 (cited in Xu, Jin, etal 
,2021) and improving student abilities 
student reactions to using technology for character instruction found mixed results. However, 
most students found online character learning yielded positive outcomes. Still, there is scant 
research available on Chinese character instruction online prior to 2020.  For larger institutions 
and smaller community-based schools, student/teacher perceptions of online learning, and 
adoption of technology, have a direct impact on the recruitment and retention of students, 
teachers, and community partners. These issues are outputs of governance, in other words, 
school program structure and system of operations. 
 
2.5 Community-based schools 
 
 Tse, Pang, Tsui et al (2020) suggest that in the school domain [small schools], the entire 
school system depends on program structure and system operations. Pennington and Hoekje 

things, and processes.  The success of the ecology depends on the administration of the 
 

 
2.6 Tangible and Intangible Assets 
 
 The language program has tangible and intangible assets, which can determine the health 

 are assets that impact the advocacy and 

determine the size and quality of the program. In addition, students are affected by the 
curriculum, which impacts the teaching and learning process.  If teachers are unfamiliar, 
unhappy, unlearned about the curriculum, or online teaching, these tangible assets affect the 

and image, Pennington and Hoekje (2010).  What kind of organizational structure complements 
advocacy and recruitment?   
 A flexible and adaptable structure, according to Lord (2014), forms productive 
organizations. These types of organizations will foster communication between teachers and 
language program directors, promoting teamwork in the ecology. On the other hand, a program 
that has a bureaucratic organizational structure may operate efficiently but rarely promote 
teamwork and shared responsibility. The stress and strain of division will affect the image and 

 
resulting in lower student recruitment and higher and teacher attrition. A program evaluation is a 
continuous improvement process, which could expose the strengths and weaknesses of the LJCA 
community-based language program.    

3. Program Evaluations 
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What is program evaluation? From the ecological perspective, according to Pennington 
and Hoekje (2010), it is  information

 In this respect, curriculum and instruction are at the 
center of the evaluation process. The reviewers for LJCA will carry out an evaluation of the 

to analyze individual components of the LJCA program.  

3.1 General Purpose 
 

The qualitative analysis process began with recorded audio interviews. After receiving 
and editing audio transcripts, the Participant and Observer discuss the most important points 
made by the interviewer(s) and proceed with the following steps:
 

1.  Upload the transcript to Atlas t.i qualitative analysis software 
2.  Determine what themes emerge from the data 
3.  Code the data based on the themes  
4.  Compare the themes references made in the literature  
5.  Prepare an Evaluative report. 

 
3.2 Selecting Themes and Coding 

Atlas t.i software selected as the resource to conduct qualitative analyses on our transcript 
documentation. This tool will allow coding and documentation by Participant and Observer. It is 
expected that we will investigate themes about curriculum design.  We will identify areas of 
strengths and weakness of the organization's curriculum, as measured by ACTFL, HSK, JLPT 
standards. Secondly, we anticipate having a better understanding of how teachers work with the 
leadership, students and other team members.  The response will allow us to enter the discussion 
of leadership and organization culture. 

Depending on the subcategories that emerge, we will also analyze and seek to understand 
the impact of the curriculum on teacher development and student self-instructional language 
learning. This will give us the opportunity to search the literature and compare and contrast 
programs in the region and the United States.  Furthermore, our analyses will explore how the 
organization interacts with the community that it serves. For example, we expect that pass, 
planned, or future events that gain community involvement would be a mechanism for building 
support and sustainability in the program ecology. 

4. Program Description  

Lavender Jade Chinese Academy (LJCA) is a community-based Mandarin Chinese 
school focusing on providing high-quality and fast-paced Chinese language classes and Chinese 
culture training programs to children and adults. All LJCA instructors are native Chinese 
speakers, who have graduated from top-ranked universities, with majors related to the Chinese 
education field. The majority have over 10 years of experience in teaching Chinese. LICA prides 
itself on having multiple levels for all languages for its classes. Its classes line up with the 
ACTFL (American Council on the Teaching of Foreign Languages) proficiency guidelines, 
which are proficiency-based standards that are common through the United States in foreign 
language education. Most universities and colleges reference these standards. Recently, LJCA 
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plan to offer more flexibility to their students under the impact of COVID19 by designing hybrid 
classes and online class. LJCA is in the process of developing hybrid Chinese language 
curriculums corresponding to multimedia teaching materials for use in K-12 courses in 
computer-assisted language learning (CALL) classes. 

4. 1 Program Mission Purpose

Lavender Jade Chinese Academy (LJCA) is committed to promoting the Chinese 
language, culture, and heritage through the education of students. It seeks to increase 
multicultural awareness, to develop a better understanding between Chinese and other 
communities, and to promote Sino-US friendship. ACCA is dedicated to student success by
providing top-notch foreign language education at affordable prices. As one of the largest and 
most recognized schools for Chinese language and culture in Metropolitan Atlanta for 28 years, 
we expect to continue our excellence in educating as many students as we can, regardless of their 
race or ethnicity, or skill. We use an effective curriculum that is designed by following 5Cs 
standards established by National Standards in Foreign Language Education (Communication, 
Cultures, Connections, Comparisons, and Communities). 

4. 2 Curriculum 

This school offers various types of the curriculum include an immersive bilingual 
program, K-12 foreign language program, AP Chinese, Chinese proficiency test preparation, 
Saturday academy, and extracurricular clubs. The school teaches children and adults at all 
proficiency levels. The curriculum is available for students who want Chinese language 
instruction with a focused approach on the four core language skills: speaking, listening, reading, 
and writing. Classes also provide many conversational activities aimed at strengthening 
pronunciation, vocabulary, and grammar. By using multiple classic textbooks, including Jinan 
Chinese, Ma Li Ping Chinese, Chinese Made easy for bilingual Chinese provided to kids with 
different various Chinese-learning requirements at ages 4-18yrs old. The selection of teaching 
material is to make sure the materials represent the diversity and the ability levels of the students. 
 

   
 
 

4.3 Languages Taught 

Mandarin Chinese 
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4.4 Faculty 

There are approximately 65 teachers. All teachers are native speakers of Mandarin 
Chinese, with at least 5 years of teaching experience either in China or in the U.S.  The ration of 
students and teacher is designated at 15 :1, including assistant teachers and other faculty. Each 
program has a director to work with teachers. The Director of Curriculum will support the 
divisional Principal in the successful planning, implementation, and oversight of the adult 
student development program (continuing education and HSK certificate), with special focus on 
character/behavior development and wellness management. The Director of Curriculum will also 
assist the principal to line manage academic departments and Curriculum Coordinators.  

4.5 Students and Demographics

Students are from the United States. Total student enrollment is 1,400, 85% are second 
generation immigrants, 10% are third generation immigrants, 1% are children of interethnic 
marriages, 1% are children of interethnic adoption, and 1% are children of non-ethnic 
background.  
 
4.6 Physical and Technological Resources 

The school has four campus sites around Atlanta area. These locations are near and 
accessible to a wide range of students from preschoolers to working adults. For each classroom, 
spaces, furnishings, and materials are organized to maximize the learning opportunities and the 
engagement of every student. The school applies a concept known as Universal Design for 
Learning (UDL) to design the physical environment. Each campus has a multimedia center 
where students can engage in self-directed learning without the supervision of a teacher. 

4.7 Initial Insights and Intentions

Before the participant conducted the interviews to the faculty of this school, she was 
assuming what kind of troubles teachers and directors would face, from transferring a traditional 
face-to-face program to an emergent online program, without official teacher training. She
thought about the technical issues they would face. However, the real problem is the design of 
the curriculum and delivery method of the content. It seems like there was a conflict between the 
director and the teacher. The teacher was blaming the school, and the director could not 

management team and teachers.  
 

5. Program Needs Analysis 
5.1 Data Collection 
 

To initiate the data collection process, the reviewers collected responses to questionnaires 

of their learning experiences and attitudes towards the learning process. The Student Course 
Evaluation survey was conducted among 10 students of LJCA. The Student Course Evaluation 

ckground, course 
material feedback, course structure-specific questions, and general questions. Based on the 10 

progression tends to be slow, feeling uncomfortable to voice opinions in class, and individual 
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learning styles were not met. More than half of the student respondents reported the online class 
need to be improved. Students have expressed relatively low course satisfaction regarding the 
online classes during the pandemic period of COVID-19. Alongside the student survey, the 
reviewers also conducted a Program Improvement survey with the supervisor of the program to 
provide needed information concerning the school. In this survey, the supervisor claims that  
creating online tasks and activities is stressful. She decided to let teachers to write their own 
lesson plan based on the teaching objectives and edit the lesson plan to make it more effective. 

ssimilating to new socially distant 
methods of schooling, the past year has introduced many unprecedented challenges. Through the 
trial and error of the past few semesters, we saw the necessity and urgency of building virtual 
community among students and t  

 
 

during the unplanned transition (Local Peer Interview) (b) the role of the supervisor in this 
transition (Supervisor Interview) (c) how teachers at the school collaborate as a team during this 
transition (Program Team Interview). Interviews were conducted in a face-to-face manner with 
the Participant in Chinese and were recorded. The transcripts were translated into English and 
blinded to prepare for data analysis.  In addition to website content, which explains how the 

strengths and weaknesses. The lead administrator and teachers are highly qualified, having 
combined decades of Chinese language teaching experience, professional work experience from 

strengths are its intangible assets. Human and Physical resources, teachers, students, and the 
facilities have a major impact on student recruitment and learner outcomes, by contrast, we 
discovered that curriculum effectiveness presents weakness for lack of reflection and updates. 
For example, we received a copy of an actual lesson plan that could be revised, using an 
approach better suited to hybrid plus online teaching and learning. Some of the questions and 
answers helped to identify areas that need improvement. Below are examples of the Supervisor 
and Team Interview Questions: 
 
1. How is the activities and assessment of a course changed after you're moving from an in-
person environment to an online environment? 
2. How do you guide your teachers while selecting the video and audio material  from internet 
for students? 
3. Was there any difficulty at the beginning of this transition, under the impact of pandemic? 
 
5.2 Thematic Analysis and Interpretations 
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The thematic content analysis begins with weeding out biases and establishing 

overarching impressions of the data. We read through each transcript carefully and acknowledge 
preconceived notions and actively work to neutralize them. To conceptualize our data, we create 
several categories and subcategories including Teacher Development (Roles, Supervision, 
Beliefs, How to Teach), Curriculum Methods Materials (Standards, Technology, Materials, 
Approach), Program Admin (Environment, Mission Vison, School Context), and Interview 
Features (Questions, Responses, Lightbulb Quotes). After one transcript, we repeated the process 
for the remaining transcripts and made a constant comparison between the data and come up 
with the final list of themes. 
 

Our method for analyzing the data begins with the qualitative analysis of the transcript 
interviews and collected materials. Both reviewers identified  units of data that are meaningful in 
relation to the research questions.  For example, by observing quotations, codes can be generated 

questions.  These responses provide evidence of what they think their needs to be improved: 
 
Supervisor Response: 
 
Online Teaching 
It was really hard. At that time, for the public safety, closing schools and transitioning to online 
learning is critical 
We were not mentally, or technically prepared for this situation. The only thing I was certain 
about is that the old lesson plan and curriculum design, could not fit into this new virtual 
teaching environment 
 
Advocacy and Recruitment 
We also work with Emory University We also work with Emory University lie near our main 
campus site, wanting us to offer the enrichment classes, so the parents can have going out. We 
are getting more and more important for the community, taking multiple roles, not only as a 
language school. lie near our main campus site, wanting us to offer the enrichment classes, 
 
Team Response: 
 
Advocacy and Recruitment 
Community support is essential in helping our school thrive 
Online-Teaching 
The supervisor of each division offers teaching tips, tools, and resources on blogs and social 
media for instructors. There are also plenty of practical examples of assignments to use in the 
online class. The supervisor also makes at least one video about one lesson plan, how to deal 
with moving all of the in-class coursework online, as an example for our reference 
 
OK, well, I normally have approximately 30 kids and we do this activity, but if they're doing it 
on their own, it's going to take them a third of the time. So I'm going to give them three times as 
much work as I normally would have. That just didn't really seem fair to me. It also was not 
going to be sustainable the amount of work that I would have to come up with and then like 
correct and give corrections for and check in on and all of that. So I decided to basically stick 
with my rough lesson plan. 
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example, below is a quotation given by the program director: 
 

Dual Language Immersion is sort of like, the iconic product of our brand. Also, for students 
without or with limited Chinese language background, we offer Bilingual Chinese classes from 
Level 1 to 6, which are all taught in English. We also provide a variety of enrichment classes for 
kids, including painting, singing, chess, children computer programming, SAT reading/writing, 
public speaking, etc. We are expanding our horizon, and not limited to a language school.  
 The purpose of the LJCA is to support the teaching of Chinese language and culture in our 
region, and one of our main focus areas is on helping promote teaching in K-12 in our public 

 
 
 By reflecting on this quotation and considering the research question, whether or not the 
system of operation supports the mission, the quotation was assigned a code (i.e., a label), 

The Observer named the group categories and added codes to groups that have similar 
quotations. The codes reflect tangible and intangible assets that impact the program. Below are 
quotation codes and groupings. 
 

 
 
 

Based on the responses, confirmed by group coding and interpretation of emerging 
themes, the reviewers assume the following answers to the evaluation questions: Does the system 

dedicated, passionate, and well qualified to fulfill the mission. However, more can be done to 
support student retention and recruitment; intangible assets implied in the mission and vision. 
How did the teachers and directors tackle the challenges of online classes due to COVID  19? 
Teachers were caught off-guard and made a shift to remote teaching without a strategic plan. Do 
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the 
imply that the curriculum needs to include on-line teaching strategies.  
 
5.3 Areas for Program Improvement 
 
5. 3. 1 Strategic Planning 
 

There needs to be a strategy or plan to address program concerns.  One method is 
strategic planning.  The first step, supported by Ritz (2021) is to rely on a program evaluation 

weaknesses. Next, the program strategy must consider possible opportunities that may be 
overlooked. Ignoring opportunities could expose the program to internal and external threats. 
Ritz (2021) suggests using a SWOT Analysis framework. 

 
 

The strengths of the program are teacher credentials, support received from the Chinese 
government for the teachers and organization, and use of the World-Readiness Standards, or the 
National Standards in Foreign Language Education, by ACTFL as a guide. There are other 
strong support factors (tangible and intangible) that reflect the strength of the program. The 
weaknesses are revealed by the lack of an effective curriculum that will address on-line teaching 
and learning. This area of weakness can hinder proficiency targets and eventually affect 
recruitment. Considering other curriculum methods or approaches may be helpful.  For 
examples, the Home School Community Framework for teaching, as suggested by Tsui et al 
(2020). Additionally, teachers should not be timid in combining curriculum strategies to see what 

determines how inputs will be carried out. What are some possible opportunities and threats to 
the program?  
 

Being a strong advocate for the school will improve community engagement.  The more 
community partners, the more local support for the program. The program is on the path to 
building partnerships with colleges in the area; but without satisfied students, the fiscal resources 

cited in Reisinger (2018), community-based learning (CBL) refers to any pedagogical tool in 
which the community becomes a partner in the learnin
students within the community, whether it is for civic or educational projects. Due to Covid -19, 
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this may mean engaging in virtual communities.  Other opportunities could be discovered 
through reflective teaching. Teacher self-reflection can be a productive way to become more 
informed about your own teaching practice, Murphy (2014). The greatest threat to overlooking 
advocacy and recruitment is misalignment with the  mission. 
 

6. Program Recommendations 
6. 1. Strategic Planning 

There needs to be a strategy or plan to address program concerns.  One method is 
strategic planning.  The first step, supported by Ritz(2021) is to rely on a program evaluation 
such as this one in which we have started with ques
weaknesses. Next, the program strategy must consider possible opportunities that may be 
overlooked. Ignoring opportunities could expose the program to internal and external threats. 
Ritz (2021) suggests using a SWOT Analysis framework. The strengths of the program are 
teacher credentials, support received from the Chinese government for the teachers and 
organization, and use of the World-Readiness Standards, or the National Standards in Foreign 
Language Education, by ACTFL as a guide. There are other strong support factors (tangible and 
intangible) that reflect the strength of the program. The weaknesses are revealed by the lack of 
an effective curriculum that will address online teaching and learning. This area of weakness can 
hinder proficiency targets and eventually affect recruitment. Considering other curriculum 
methods or approaches may be helpful.  For example, the Home School Community Framework 
for teaching, as suggested by Tsui et al (2020). Additionally, teachers should not be timid in 
combining curriculum strategies to see what works best in their context. Richard (2013) observes 

beliefs and theories determine how inputs will be carried out. What are some 
possible opportunities and threats to the program?  

Being a strong advocate for the school will improve community engagement. The more 
community partners, the more local support for the program. The program is on the path to 
building partnerships with colleges in the area; but without satisfied students, the financial 
resources will decrease, diminishing community support. According to Mooney and Edwards 

community-based learning (CBL) refers to any 

advocates for integrating students within the community, whether it is for civic or educational 
projects. Due to Covid-19, this may mean engaging in virtual communities.  Other opportunities 
could be discovered through reflective teaching. Teacher self-reflection can be a productive way 
to become more informed about your own teaching practice, Murphy (2014). The greatest threat 
to overlooking advocacy and recruitment is misalignment with the  mission. A 
major part of this evaluation is to make recommendations for implementing program 
improvements. These recommendations rely upon evidence-based processes and action steps.  It 
does not suggest a comprehensive strategic plan but can be used as a starting point.  The areas 
for improvement are curriculum effectiveness, teacher development, advocacy, and recruitment. 
 
6.2 Curriculum Effectiveness (Online and Hybrid) 
 

The student surveys and teacher comments indicate that the unplanned transition to 
online, remote, teaching, disrupted the flow of learning. It has also been noted that the 
curriculum does not support the change. It is assumed that on-line teaching will continue, 
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resulting in hybrid classes. The reviewers recommend a curriculum review for adopting a 
combined curriculum approach (Richards (2013). 
 

 Conduct surveys to determine the target tasks that interest learners of Mandarin 
 Chinese as a foreign language 
 Construct a backward design; start by stating your desired results and learner outcomes 

and design the teaching method (types of activities) and syllabus around these outcomes.
 

until a new curriculum is approved Ritz (2021). 
  
6.3 Teacher Development 
 

From the interviews, teachers complained about having trouble in creating online lesson 
plans, and confusion regarding the exact designs, methods, and requirements in a virtual class. 
The school rushed onto the new platform without building engaging, effective online learning.  
During the transition from face-to-face to online teaching, the supervisor of the program offered 
some help and guidance to teachers, but she didn't do well in coaching and motivating teachers. 
She assumed teachers should be able to find a solution by themselves. 

Although it is accepted that teachers take the school curriculum and textbooks as 
standards to fulfill the ritual of delivering the required number of lessons and hence operate with 
rigid lesson plan formats, the situation gets aggravated with the sweeping changes to the school 
education practice during the pandemic. In this case, additional teacher training is necessary to 
ensure teachers have the knowledge and skills to handle the different teaching contexts. When 
learning to teach online, educators should receive at least some of their training.  

Teachers need the training to keep up with advancements in technology. Schools should 
ensure educators have the necessary skills to harness edtech correctly. Schools should ensure 
teachers receive training on digital literacy for use in online and face-to-face instruction. 
 

 Train together on using collaborative spaces (Jamboard, Google Docs, Canvas) 
 Use Twitter and Facebook to create or enhance task-based learning 

 
Rennie and Morrison (2013) offer additional resource to investigate in enhancing on-line 
delivery and for classroom use:  Flickr users tag photos and other content. Students will be able 
to collaborate based on varied categories of interest. Students could also be encouraged to start 
on-line diaries for blogging.  
 
 
6.4 Advocacy and Recruitment 
 
  Represented by this direct quote from the Team Interview Transcript and similar 
statements that describe the current situation: "One disadvantage of private language institutions 
is that schools can exist in a sort of bubble, disconnected from the local community."  Larger 
programs have the advantage of community outreach budgets, alumni, or focus groups. 
Community-based schools are small and can benefit from creating internal strategies to 
participate in CoPs.As referenced by an online CoP participant: "I learned more in a year on 
Twitter than my previous fourteen years in education." (Coleman, Rice, & Wright 2018, p. 57) 
cited in Mercieca (2021). 

A significant feature of online networks that distinguishes them from traditional
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forms of professional learning is that the participants generate their own content rather 
than relying on formally accredited experts to deliver their learning (Prestridge, 
2016). Compared to other programs, this is an inexpensive, time-saving, method of creating a 
community presence.  To start a community-based learning program, open the school to hosting 
community partners for presentations or simple gatherings.  Develop a closer relationship with 
your community partners, who will advocate for the program and help your student recruitment 
efforts. 
 

 Create a Twitter account specifically aimed at expanding the community presence and 
collaboration. 

 Institute a quarterly or Bi-Annual CoP Meeting  
 By membership invitation for community participation 

 
 
 

7. Conclusion 
 

In the last decade, teaching online has become popular and has given students, especially 
novice learners, more freedom, and choices for how to approach language learning.  Then, the 
Covid 19 pandemic made the transition to online an immediate and urgent transformation for the 
education community.  For Lavender Jade Community Language School, the unplanned 
transition revealed the strengths and weaknesses of their program. Through program evaluation, 
an analysis of the program from an ecological perspective, reviewing tangible and intangible 
assets, found that there are some areas for improvement.   
 

The Needs Analysis of this evaluation, determined by the systematic data collection and 
resulting qualitative analysis, has 
for improvements.  However, there are some limitations based on the small number of 
participants and limited data collection methods.  If there were additional interviewees, more 
leaders from the program, and additional time is given to data collection of artifacts and surveys, 
a better understanding of the teacher training, recruitment, and advocacy could be used to 
broaden the needs analysis viewpoint. 
 
 All in all, the evaluation concludes in recommendations that are useful for any language 
program. It is the opinion of the reviewers that the evaluation highlights the experiences of a 
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small community language school and has implications for improving language programs and 
instructing teachers and program development leaders. 
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