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Bucksmore Education: Corporate Growth Strategy and Strategic Management
Executive summary
This report develops a new corporate growth strategy for Bucksmore Education, which to date has not benefitted from a planned approach to expansion.   
There is an initial brief overview of Bucksmore’s activity since it was founded in 1979 to provide English language summer schools.  
Johnson et al.’s (2017) model of business as layers is then applied to a situational analysis.  This includes a PEST analysis (Aguilar, 1967) of the macro-environment, a Five Forces analysis (Porter, 1979) of the summer school industry, competitor and market segment evaluations and a review of Bucksmore’s capabilities and resources.  The main findings are summarised in a TOWS matrix, (Weihrich, 1982).    
Next, corporate strategy is explained in relation to the Ansoff (1957) matrix for growth.  The report continues with a discussion of how elements of the Ansoff matrix - market penetration, product development and some market development - can be discerned in Bucksmore’s activity to date.  It then evaluates to what extent the company’s business experience and capabilities may contribute to its global competitive positioning.     
The report goes on to note that a new growth strategy will have implications for Bucksmore’s overall strategy management.  It explores the main considerations of the importance of value creation with a new approach, facilitating the change and risk management.  
The report concludes that Bucksmore should adopt a market development strategy for growth.
Finally, it makes recommendations based on:
· new customers 
· new host countries for the summer centres
· other aspects including: suitable change and risk management processes, improving digital and online marketing, enhancing current and future summer school programmes with technology, developing programmes for additional age groups  
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Bucksmore Education: Corporate Growth Strategy and Strategic Management
1. Introduction 
[bookmark: _Hlk520473130]Over the years Bucksmore has had a somewhat ad hoc approach to company growth and competitiveness.  Although it has been relatively successful, it does not yet have a well-defined corporate strategy.  A situational analysis and a review of Bucksmore’s activity to date along with the capabilities which it has accumulated thus far, will form the basis of a proposed corporate growth strategy.  The main implications of a new strategy for the company’s overall strategic management will additionally be discussed.   Finally, recommendations will be made for the implementation of the strategy and its associated management.        
2. Background 
Bucksmore Education was founded in 1979 as an English as a Foreign Language (EFL) summer school for young international students.  Uniquely, attendees enrolled on an individual rather than a group basis at a centre modelled on the American camp concept.  In 2003, Bucksmore Education was purchased by the current owners.  The company began to expand further in 2007, running additional courses in new locations across the country.  Today, Bucksmore Education runs eighteen different courses in ten separate centres. These include a variety of EFL programmes with specialisms as well as academic and pre-university courses.  There are also home tuition options, where students live and study in the teacher’s home, (Bucksmore, n.d.). 
3. Bucksmore: situational analysis 
To facilitate analysis, Johnson et al. (2017) offer a useful model of the business environment as layers, (see Figure 1). The macro-environment encompasses the general factors which may impact many industries. This is followed by a layer of industry specific issues. The next layer evaluates the more immediate aspects of competitors and market segments within the same sector.  At the centre, the organisation will require an internal analysis of business capability and resources.    

Figure 1 ‘Layers of the business environment’ Source: Johnson et al. (2017, p. 33)
[image: ]
3.1 The macro-environment  
A PEST framework can be used to analyse four major external influences on an organisation: political, economic, social and technological, (Aguilar, 1967).        
[bookmark: _Hlk518643180]3.1.1 Politico-economic factors
Governments in advanced countries acknowledge the importance of English for success at global trade and international competition, (British Council, 2018a). Similarly, emerging economy governments understand that English proficiency drives international development and growth, boosting stability and prosperity, (British Council 2013; House, 2014).  
Nearly 60% of all EFL students in the UK are currently from the EU, (ICEF, 2018a).  However, Brexit may curtail freedom of movement for EU students, reducing their numbers, (Goodhart, 2018).  English-speaking Ireland and Malta experienced recent growth of 11% (ICEF, 2017a) and 13.6% (Malta NSO, 2018) respectively as alternative providers of English language programmes for EU students.  They may well represent strong competitors to the UK in future.


In the global EFL market, the US, the current market leader, is facing a continued downturn.  This stems from thriving competition from other provider countries, affordability and the US political climate, (ICEF, 2018b).  The overall international student market shows a similar pattern, (Oxford University, 2015).  The US currently remains the most popular host country followed by the UK, but their traditional share is beginning to decline. There is now increased competition from Australia, which experienced 13% growth in 2017, (ICEF, 2017b).   Canada is also growing in popularity, with 20% growth last year, (ICEF, 2018c).   
3.1.2 Socio-demographic factors 
English is the global business lingua franca and dominates, amongst others, technology, media and social media, (O’Neill and Chapman, 2015).  There is also recognition at societal level of both the cultural and economic value of learning English, as employability is increasingly determined by facility with the language, (British Council, 2018a).  
In addition to any possible Brexit-related impacts, between 2015 and 2025 there will be an average 8.8% fall in the total number of English language learners in the EU, (British Council, 2018a).  This is related to demographic changes and state educational improvements.  Nevertheless, these changes could be offset by enduring economic and cultural factors still relevant to a smaller learner group of both children and adults, (ibid).  
Conversely, expanding populations, especially in Asia and the Middle East, (Roser and Ortiz-Ospina, 2017) generate a growing demand for EFL teaching on a worldwide basis. In 2017, the UK market received higher student registrations from Asia, led by China, followed by the Middle East, then South America, (ICEF, 2018a).  
Oxford University (2015) notes a similar tendency in academic international student mobility which is projected to reach 8 million students per year by 2025.  The most mobile students are from Asia where China, India and South Korea are the leading sources.  Chinese students especially often see summer school programmes as a preparation for full-time overseas study, (He, 2017).  50% of summer school agents said that this was a major reason for students enrolling in a programme. Previously 80% of students surveyed said that they had an interest in discovering if overseas universities or further education colleges would suit them.  Short, summer school courses provide a way to do this, (He, 2017).        
3.1.3 Technological factors
Digital products can both replace some elements of language learning and support face-to-face learning, (British Council, 2018a). However, there is currently no technology-based system able to replace face-to-face teaching completely.  This holds particularly for higher levels, where students no longer make typical mistakes and subtle error correction is very much individualised.  Nevertheless, advanced technology is now being developed for assessment purposes.  It may well be just a matter of time before a successful delivery model based on enhanced technology resolves many of the drawbacks of current digital products for the English language consumer, (ibid).   
However, echoing Birkinshaw (2014), who hypothesises that the “post knowledge” era may be characterised by an emocracy, Raynes-Goldie (2018) argues that technological disruption will reinforce the need for teachers.  Technology is helpful but alone it is unable to believe in a student or nurture a transformative experience.  The human qualities of empathy and compassion will continue to have relevance in education, (ibid). 

3.2 Industry analysis 
The collective strength of the Five Forces in Porter’s (1979) model can indicate the attractiveness of an industry, where high strength forces tend to reduce profitability.  Additionally, the model has the potential to aid understanding of strategic implications for individual businesses within the same industry, (Dobbs, 2014).  A Five Forces analysis for the UK EFL and Academic summer school market reveals, (see also Table 1 below):
· The highest strength forces are existing rivals, (British Council 2018b; Grieve, 2018; SIUK, n.d.)                             and new entrants, (English UK, 2013; British Council, 2018c)  
· Buyers of standard programmes exert downward price pressure whereas those looking for a specialist course are willing to pay for quality, (Grieve, 2018)
· Cost-effective solutions are offered by venue hosts, (McClarence, 2014; SchoolsPlus, 2018), and materials suppliers, (Rocca and Snehota, 2014; Smith, 2018).  Prestigious venues can command a higher price, (Grieve, 2018)
·  Technology has the potential to enhance programmes, (Kessler, 2018), although it may compete with lower level business, (British Council, 2018a)    

	
Table 1:
UK EFL + Academic summer school market Five Forces Analysis (Porter, 1979)


	Existing rivals: A crowded marketplace with 570+ accredited EFL organisations, (British Council, 2018b). Competition also arises from universities/colleges organising their own academic (non-EFL) summer schools, (SIUK, n.d.).  Some competitive discounting and price-cutting amongst standard providers, less so with more sophisticated offerings, (Grieve, 2018)     
                                                                              

	Buyers: Customers looking for a standard programme are cost conscious, seeking early or “large group” discounts.  For others, guaranteed quality of educational experience is important.  They are willing to pay for a perceived superior product but anticipate value for money.         (Grieve, 2018)


	Suppliers: Many university/school venues offer suitable accommodation during holidays at a low budget, (McClarence, 2014; SchoolsPlus, 2018).  More desirable locations for customers such as Oxford/Cambridge/London colleges and elite public schools have the leverage for a price premium, (Grieve, 2018).  Materials suppliers offer cost-effective solutions, (Rocca & Snehota, 2014; Smith, 2018). 


	New entrants: No specific barriers to entry: legal and financial aspects the same as other new businesses, (English UK, 2013).  Low-cost promotion via website, social media and agents.  Safeguarding of children is essential at a suitable venue with DBS-approved staff, (ibid).  Customers may prefer the reputation of centres with British Council accreditation, (British Council, 2018c) not obtainable during year one of operation, (British Council, 2018b).   
            

	Substitute products / services: Technology generally supplements (Kessler, 2018) but does not supplant face-to-face teaching, (Raynes-Goldie, 2018).  Summer school also offers an experience element, (English UK, 2018b).  Online or “screen-to-screen” teaching and further medium-term technological advances may attract some customers looking for a potentially lower-cost alternative or with a low level of English, (British Council, 2018a). 




3.3.1 Competitors or strategic groups 
Discrete strategic groups within an industry are characterised by various factors, but these generally fall into two main areas: the scope of an organisation’s activity and application of resources, (Johnson et al., 2017). Bucksmore operates in a niche strategic group of premium EFL and academic summer school providers which work with individual students seeking quality, (Grieve, 2018).  Table 2 below summarises the main competitors:

	         Table 2: UK Competitors to Bucksmore 
(Grieve, 2018) 

	Company
	Scope
	Resources

	Bell
                                                                                  
(Bell, 2018)
	EFL students only with standard & specialist leadership/business programmes. 
Ages 14-17.

	Long-established group company with strong brand name and solid reputation.  Good agent network. Smaller operation, similar price points/service levels.

	OISE

(OISE, 2018)
	EFL students only with standard & specialist leadership / business programmes. 
Ages 13-17.

	Mature group company with strong brand name and solid reputation.  Good agent network. Smaller operation, similar price points/service levels.

	Oxford Royale Academy

(ORA, 2018)
	EFL + Academic students attending university taster programmes. A wide range of tutored subjects at Oxbridge colleges only. Ages: 13-16, 16-18, 19-25.
	Founded in 2005 but aggressive online marketing + Google advertising. Award winning.  Larger operation, higher price points, similar levels of service. 

	Oxford Summer Courses

(OSC, 2018)
	High level academic courses in Oxford, Cambridge and London, with some EFL. Ages 10-12, 13-15 mainly 16-17 and 18-24. 
Also offers programmes in other countries. 
	Recent company also advertising heavily with Google.  Smaller operation with similar price points.  Not British Council accredited so service levels not assured.  

	Oxbridge Academic Programs

(OAP, 2018)
	High level academic programmes only at just two Oxbridge colleges.
Ages 13-14 and 15-16. 
Also offers programmes in other countries.
	A US company founded in 1985 to send American students abroad. Small UK operation.  Similar price points but not British Council accredited. 

	Summer Boarding Courses
(SBC, n.d.)
	EFL and academic programmes.  Age ranges 8-12,13-16 and 16-17.  Mainly non-university centres in Oxford and Bournemouth.
	A small, recent company with extensive advertising online. Higher price points.  Similar service levels.  




The major challenges which the competitors pose Bucksmore:
· They offer options for a greater number of segments 
· They have a geographic scope outside the UK
· Recent entrants utilise online marketing more effectively  
   3.3.2 Markets or customer segments 
For regulatory and legal reasons, students attending a residential programme in the UK must be separated by age, (Legislation.gov.uk, 2004; British Council, 2018b).  Market segments are therefore age-related but correlate largely with interests and English knowledge and ability.  Although some organisations make further subdivisions, the segments are generally, (English UK, 2018a):  
Very young learners: 	- 5 to 10		Junior 	- 11 to 17 
Young adults		-  18 to 25		Adults	-   25+
 
With a more-customer oriented approach, segments may also be based on:
· Level of English: general or high-level EFL students and native English speakers  
· Region or country of origin: such as northern/southern hemisphere, emerging/developed nations
· Socio-economic factors   

 3.4 Bucksmore: internal analysis
[bookmark: _Hlk518989779]The Resource Based View (RBV), refined by Barney (1991), asserts that competitive advantage reflects a company’s distinctive resources and capabilities.  Curado and Bontis (2006) describe the Knowledge Based View (KBV) as a recent extension of RBV.  They explain that KBV considers that superior talent, organisational learning and knowledge-based capabilities are the main creators of sustained competitive advantage in high-performance companies.   
Bucksmore’s business context is based on education services and relationship-building: areas which rely heavily on knowledge-related skills, (Armstrong, 2017).   The company should therefore prioritise and constantly renew KBV-related capabilities.  
The main areas where Bucksmore has enhanced capabilities:
· An innovation leader in new education and leisure programmes appropriate to the EFL and academic markets    
· Develops lasting, productive alliances with agents, suppliers and other stakeholders
· Well-qualified and trained permanent/temporary employees who are committed and enthusiastic
· Strong brand name associated with high-quality, student-oriented services at small, friendly, prestigious centres or, uniquely in the strategic group, through home tuition              
The main areas of weakness beyond knowledge-based factors:
· Concentration and reliance on Junior market segment  
· Lack of geographic scope outside the UK  
· Current online marketing/promotional activity is restricted to website  
                                                                                                      (British Council, 2017; Bucksmore, n.d.) 







3.5 TOWS matrix: this summarises the situational analysis and compares external threats and opportunities with internal weaknesses and strengths  
	Table 3: Bucksmore TOWS matrix (Weihrich, 1982)


	

	Internal Weaknesses 
1. Standard programmes only up to age 19
2. Centres in UK only
3. Limited use of online marketing 

	Internal Strengths 
1. Innovation in EFL and academic programmes
2. Forges solid, enduring relationships with e.g. agents, suppliers, industry bodies, govt. departments 
3. Well-qualified / trained, engaged and dynamic employees delivering excellent service 
4. Brand name synonymous with high-quality and service

	External Threats 
1. Current main EFL market from Europe is declining 
2. New competition from Ireland / Malta for EU EFL market and Australia / Canada generally
3. New entrants to premium, individual market

	WT 
A. Overcome weakness by leveraging a strength to create a new strength (move to SO box):     
1. Increase age range with additional programmes targeted at 18-25s (W1 and T1, T2) 
B. Possibilities not yet considered by Bucksmore: 
2. Open new centres in Ireland and Malta for EU market, backed by brand reputation (W2, T2)
3. Investigate acquisitions of   Australian and Canadian providers (or possibly strategic alliances) (W2, T2)
	   ST
1. Generate new work-oriented programmes to attract European EFL young adults (S1 and S3, T1) 
2. Extend range of academic programmes with new subject / interest areas (S1 and S3, T2)
3. Reinforce brand with / through current agents and supporting cost-effective advertising online (S2, T3) 


	External Opportunities
1. Booming Asia, ME and South America market
2. US becoming a less popular destination   
3. Exploitation of future technology advances in education 
	WO
1. Seek out cost-effective ways of online promotion to growing markets for Bucksmore / UK as an alternative to US-based providers (W4, O1 and O2)

	 SO
1. Target new agents in Asia and ME + some South American countries, leveraging UK & brand reputation (S2, O1 and O2)
2. Use English UK services e.g. trade events to meet new agents and to emphasise Britishness (S2, O1 and O2)   
3. Create programmes appropriate to new region customers (S1 and S3, O1)  
4. Incorporate technology to supplement all programmes (S1 and S3, O3)


4. Bucksmore and development of corporate strategy
Corporate strategy is concerned with the areas in which a business participates, how it should grow and add value, (Johnson et al., 2017).  Bucksmore currently lacks an explicit corporate strategy. Its activity could be compared to Mintzberg’s (1987:13) emergent strategy ‘where patterns develop in the absence of intentions’.  However, Bucksmore does not display the consistency which Mintzberg associates with emergent strategy.   Over time it has simply identified and exploited different opportunities to expand the business.  
4.1 Corporate strategy and The Ansoff Matrix (Ansoff, 1957)
Ansoff’s growth matrix (see figure 2) offers corporate strategists a framework for selecting areas for company growth. 
[image: ]
Figure 2 Based on Ansoff (1957) Source: Essential Marketing Models
A business usually starts with low risk penetration or consolidation of its present market, (Johnson et al., 2017).  It may then move to medium risk along one or the other of the market development or product development axes.  This type of diversification therefore has a connection to the existing business.  An organisation could opt however for the highest risk total diversification strategy by choosing products and markets which have no association at all with the current business, (ibid).  
4.2 Bucksmore and the Ansoff Matrix
Bucksmore displays elements of various potential growth strategies, being involved in market penetration, product development and market development.  Ansoff (1957) notes that in practice a well-managed, progressive business often pursues these three options at the same time.  It may prove important for its survival against the competition. Moreover, Palich et al. (2000) maintain that generally performance improves as organisations change from a single business strategy to related diversification, although it decreases with a move from related to unrelated (or conglomerate) diversification.  
4.2.1 Market penetration or selling current products to the same types of customers, (Ansoff, 1957). 
After the success of the first summer school, Bucksmore established further typical EFL summer centres and programmes located at boarding schools.  Ahead of many other providers, the company then sought out Oxford and Cambridge colleges as additional venues, (Bucksmore, n.d.).
According to Porter’s (1979) Five Forces, market penetration (or consolidation) is likely to lead to more intense rivalry between competitors as each one defends its share, (Johnson et al., 2017).  In the premium area in which Bucksmore operates, price wars are less likely, particularly as there is still growth.  However, with generally low barriers to entry in the industry, its relative price stability makes this niche attractive to further competitors, (Grieve, 2018).  This may lead to more aggressive tactics in future.   
4.2.2 Product development is when a company sells new products to existing customers, (Ansoff, 1957)
Enquiries also came from English native speakers, mainly the US, to attend the popular Oxbridge courses.  Therefore, alternative programmes were developed both there and in London for very high-level EFL and native speakers.  As academic enrichment was obviously a motivating factor for many students, Bucksmore thereafter planned a similar range of special interest courses for general EFL students.  
The organisation most recently launched a home tuition service, to attract students with highly specific requirements such as a personalised, intensive course to pass an exam, (Bucksmore, n.d.).   
Through the knowledge-acquisition process of product development, (Johnson et al., 2017), Bucksmore has gained broad skills in programme design.  This enables the company to generate new products with relative ease although highly-specialised contributions are outsourced.  Bucksmore could improve by offering programmes to older age groups.  It could also leverage technology to benefit students, (Kessler, 2018).  It now has an English plus Coding course, (Bucksmore, n.d.), although this is instruction in technology application rather than Bucksmore utilising it.
4.3.3 Market development involves selling existing products to new types of customers, (Ansoff, 1957).   
Bucksmore’s major European market is slowly decreasing in size, in common with the rest of the UK EFL industry, (British Council, 2018a).  However, China is a fast-growing alternative market, (ICEF, 2018a).  Bucksmore’s direct, Chinese-speaking agent has been working with closed groups of Chinese students on private, non-advertised programmes since 2009, (Bucksmore, n.d.).  Johnson et al. (2017) note that there is often a degree of product development required in market development, although it is still a related diversification as it is based on similar products.  
Bucksmore’s collaboration with Chinese students has expanded its capabilities for working with unfamiliar customers, (Johnson et al., 2017).  It has gained detailed insight into successfully building sales in an important, burgeoning market.   The company understands the necessity of adapting products for specific countries and now easily manages production of bespoke programmes with external organisations which deliver specialist components of, for example, Business, Engineering or Medicine.  The Bucksmore team has become efficient at hosting groups as well as individuals with leaders accustomed to coordinating the demands of various customer types, (Johnson et al., 2017). 


5.  Bucksmore’s global competitive positioning and capabilities   
5.1 Quackenbos et al. (2016) advise that before entering the global arena, businesses should ensure that internal capabilities can meet the external opportunity.   Through UK market consolidation Bucksmore has now gained substantial experience in maintaining constructive relationships with staff at numerous venues, negotiating and working productively with agents or customers.  The company’s proficient organisation of enjoyable, motivating EFL and academic summer schools has assured that the Bucksmore brand has become synonymous with quality.  
5.2 Additionally, in a knowledge-based service environment, Bucksmore strives to introduce innovative programmes based on close observation of social trends or prompted by consumer demand.   Its most recent offering is an English plus STEM course, (Bucksmore, n.d.).  Bucksmore’s capability in product development in EFL and academic programmes is likely to be an important supporting factor in establishing global competitiveness, (OECD, 2013).  For example, many growth markets are outside of the developed world, but they do not have the same access to state education systems, (British Council, 2013).  Customised programmes may well be required for such countries.  
[bookmark: _GoBack]5.3 According to Johnson et al. (2017, p. 248) market development encompasses ‘new users and new geographies’, often entailing internationalisation.  Major growth areas for new summer school customers are now emerging markets, (British Council, 2013).  At the same time other English-speaking host countries are becoming steadily competitive against the UK, (ICEF, 2017a, 2017b, 2018b; Malta NSO, 2018).   Bucksmore has started to build its global competitiveness: continued market development is fundamental to this.    
The business has up-to-date customer development skills, so Bucksmore could apply the principles learned from working with the Chinese and/or harness its expertise in building long-term relationships with agents to extend its customer base.   However, in a global arena, its digital and online marketing capability will no doubt need to be substantially reinforced, (Jackson and Ahuja, 2016).   
Bucksmore is used to opening new locations in the UK so it has some relevant background for successful internationalisation of its operations.  Nevertheless, in addition to exploiting the capabilities it has already acquired, others are likely to prove necessary.  Country entry strategies may involve collaboration with competitors or making acquisitions with adaptation to local economies, institutions and laws, (Deresky, 2017).   English-speaking nations share similar values, attitudes and culture, (Hofstede, n.d.), which could make internationalisation a smoother process.   
   
6. Implications of a new growth strategy for Bucksmore’s strategic management
6.1 Corporate strategy and value creation
Bucksmore currently functions as a single entity, however a formal corporate strategy for growth implies the appropriate creation and management of strategic business units (SBUs).   SBUs at Bucksmore would be directly engaged in providing education services with a corporate centre determining their scope and supporting these primary activities.    The corporate level would also allocate resources effectively to facilitate both organic growth or external development via an acquisition policy, (Bowman and Ambrosini, 2007).  
This value creation relationship between individual units and the corporate function is known as the parenting advantage, with many ways in which the corporate parent can add value, (Johnson et al., 2017).  Most pertinent for Bucksmore would be communication of a clear overarching vision to SBUs.  As the activities of the SBUs would be related, encouraging collaboration amongst them should also be prioritised. The Bucksmore corporate level could help SBU managers to improve their skills, with less able managers receiving coaching and good SBUs assisted to excel.  It may also eventually provide central services such as capital or HR, (Johnson et al., 2017).  

Centralisation or separation of other value activities, for example, programme design, materials procurement, training or even some customer relationships, should be carefully appraised, (Bowman and Ambrosini, 2007).  The costs of separation and devolution to SBU level may outweigh any benefits.  In which case Bucksmore leaders would need to formalise processes to coordinate and integrate such value activities, (ibid).             
Conversely, a corporate parent can represent a drag on value by escalating management costs through the addition of a layer of bureaucracy, (Johnson et al., 2017).  Kunisch et al. (2014) reflect that the performance of expensive corporate functions is being increasingly criticised.  Most dissatisfied are SBU managers who believe them to be bureaucratic and interfering, with poor service levels.    
The Bucksmore senior team will therefore need to be cognisant of both the advantages and the potential drawbacks of a corporate structure, with no excessive corporate costs generated, (Johnson et al., 2017).         
6.2 Facilitating change 
The formulation and implementation of a corporate strategy will necessitate change at Bucksmore: a change process is therefore advisable.  Kotter (2011) explains that the term change management refers to the mechanisms and structures which keep any change process under control.    It aims to minimise the effects or distractions of the change.  Conversely, change leadership is a driving force concerned with communicating a vision of a better future.  It inspires and empowers people fuelling rapid, smart action and efficiency.  Change leadership is more associated with large scale transformation whereas change management relates to smaller changes.    It is no doubt preferable then for Bucksmore to adopt a change leadership approach in the current context.   
Ashkenas (2013) notes that for leading significant change there are several frameworks to choose from and many of them have similar processes but differing terminology to explain them.  The key is for an organisation to have a common set of approaches, tools and language which are familiar to everyone.  Widely-used is Kotter’s (1996) top-led, 8-step change model which may be appropriate for Bucksmore.   Pollack and Pollack (2015) comment that much of its validation evidence has been Kotter’s work.  Nevertheless, their study found the framework to be effective although a few local adaptations were required.   
An example of success is PwC’s client, an insurance company with flat earnings which realised that it needed to change general company behaviour to improve performance, (Aguirre et al., 2004). Ten C-suite officers set the vision, strategy, and targets.  Up to eighty senior executives designed the foundations of the change initiative with five hundred field leaders refining the details and driving implementation. With a change, training and support structure in place throughout the programme, earnings doubled long ahead of schedule.  
Bucksmore’s transformation plans should also admit the possibility of stakeholder resistance to change or at least some misunderstandings, (Armstrong, 2017).  On the other hand, Erwin and Garman (2010) conclude that there are positive aspects and intentions of resistance.  For example, it may be harnessed to help challenge and refine strategic or action plans and improve the quality of decision making.    
Balogun and Hope Hailey (2014) maintain that the demands and complexity of realising an effective transformation are well-recognised, with frequent claims of failure rates as high as 70%.  Tasler (2017) notes that studies reveal that only 10% of change programmes are disasters with around 60% partially successful.  However, human negative bias equates less than 100% success with a failure.  Tasler believes that significant, ongoing effort is required but this should not be a deterrent: most people who initiate a change programme find that it eventually leads to improvement.   
On a smaller scale, the clear, top-led change process executed by PwC’s client (Aguirre et al., 2004), which engages all levels but also addresses important human issues, (Armstrong, 2017), could well prove successful for Bucksmore.  As Tasler (2017) indicates, the company should remain committed to its transformation programme.   


     6.3 Risk management
In pursuing a new corporate growth strategy, Bucksmore would be exposed to the risk that plans do not come to total fruition or even that there is a negative outcome, (Johnson et al., 2017).  Falkner and Hiebl (2015) reflect that as well as larger organisations, SMEs such as Bucksmore face a variety of risks but are often more vulnerable because of a smaller range of both financial and non-financial resources.   In view of their resource constraints, many SMEs either do not apply risk management practices or alternatively these may not be adequate.  In a changing world, a risk management process is likely to help SME business leaders identify significant risks to the company’s success in enough time to handle them effectively, (ibid).   
Frigo and Anderson (2011) advise that a risk management process should be a continual activity which identifies, assesses and manages both internal and external events or risks that could hinder the achievement of the strategy.   Frigo and Anderson recommend development of a risk management action plan to facilitate risk assessment and management during strategy implementation.  
HBR (2015) suggests that risk management should not only focus on prevention as lower risk usually equates to a lower return.     Bucksmore leaders should determine and communicate their appetite for risk so that its management can be used to create value as well as to protect it.  HBR (2015) notes that in addition to using formal procedures, smarter enterprises are training employees in assessment enabling them to incorporate appropriate levels of risk when making decisions.  IBM, for example, believes that risk management should be embedded in the business, as it is the responsibility of all workers.  There are now risk leaders working across the organisation, rather than being pulled together in a single department, (ibid).         
The International Risk Governance Council (IRGC, 2017) offers a comprehensive framework for risk management, which can be customised for all types of risk and organisation.  Shankar (2014) advises that companies should concentrate on high probability scenarios but also develop contingencies for low probability events which will have a high impact on the business.    Combining Shankar’s proposal with the IGRC framework would probably be advisable for Bucksmore.   As well as more general risks, summer schools, because of their relatively narrow window of operation, can be adversely affected for example by terrorist activity or outbreaks of epidemics which may occur during the season.     
   7. Conclusion
This report aims to establish an appropriate corporate growth strategy for Bucksmore Education and to consider the implications of a new approach for its strategy management.  It will conclude by making several recommendations for strategy implementation, support processes and other improvements. 
English is the global lingua franca, (House, 2014). Nations worldwide consider facility with the language as key to economic and cultural integration, driving demand for English language tuition, (British Council 2013, 2018a).  The number of EU students, Bucksmore’s traditional EFL market, will decline over the next few years due to socio-demographic changes and possibly Brexit, (British Council 2018a; Goodhart, 2018). Conversely, emerging economies are burgeoning markets for EFL and academic students, (ICEF 2018a; Oxford University, 2015).  Ireland and Malta represent host country challengers to capture the remaining EFL market within the EU, (ICEF, 2017a; Malta NSO, 2018).   Furthermore, Australia and Canada are increasing their global influence in both the EFL and academic areas, (ICEF, 2017b; ICEF, 2018c; Oxford University, 2015).   Indeed, some UK competitors have already broadened their scope overseas, (OAP, 2018; OSC, 2018).    
In view of the opportunity which emerging nations present, coupled with the growing international competition between providers, Bucksmore’s corporate strategy for growth should focus on market development.  This should include new customers and new host countries.  
The characteristics of the premium summer school arena in which Bucksmore operates are likely to remain broadly similar in a more internationalised context.  For example, growing numbers of customers willing to pay for a quality product currently results in limited rivalry amongst providers, (Grieve, 2018).  Bucksmore should therefore be able to exploit its diverse capabilities to underpin the new strategy.  The organisation has notable knowledge-based strengths.  Through the company’s UK experience, well-qualified and trained employees have honed capabilities in building productive relationships with multiple stakeholders and organising effective summer schools in various locations.  Equally important is the development of Bucksmore’s considerable skills in innovative and contemporary programme design, sometimes in alliance with external advisers.  Bucksmore’s penetration into the Chinese market should provide important background and understanding for similar emerging economies.  Nevertheless, it will need to cultivate other skills such as making and managing overseas acquisitions as well as building up digital and online marketing capability.  
A formal corporate strategy will no doubt require changes within Bucksmore which should be supported by an explicit transformation process which inspires employees to success, (Kotter, 2011).  A growth strategy which switches effort beyond the UK may expose Bucksmore to increased or new risk, therefore a risk assessment and management system should similarly be put in place, (Falkner and Hiebl, 2015).   Finally, with a new approach, Bucksmore corporate leaders should be aware of their role in creating or diminishing value within the organisation, (Johnson et al., 2017).  They should communicate a positive vision to employees, guide and mentor them as well as encourage collaboration to achieve enhanced outcomes for the business.

   8. Recommendations  
8.1 Market development: new customers
· As well as China, concentrate on India, Brazil, Russia, Colombia, Mexico, Indonesia and Turkey, (ICEF, 2018a; Oxford University, 2015; British Council, 2013).    Additional countries of major interest are Saudi Arabia, South Korea, Japan, Kuwait, (ICEF, 2018a).  Note: visa requirements may apply, advice can be obtained at GOV.UK. (n.d.). 
· Use English UK’s (2018b) services e.g. trade events or the Partner Agency Directory to leverage Britishness plus Bucksmore’s brand name and to establish direct relationships with agents in target countries

· Reinforce Bucksmore’s digital / online marketing capability  
· Address needs for new countries at an early stage: promote standard or adapted programmes? 
8.2 Market development: new host countries 
· Ideally, open new centres in firstly Ireland and then Malta to meet demand from EU countries.  An alternative, depending on Brexit negotiations, would possibly be to set up an office in Ireland, which would also manage operations in Malta.    
· Investigate potential companies for acquisition in Australia and Canada.  As Australia is in the southern hemisphere, summer school business there should prove incremental rather than directly competitive.  Acquisitions may additionally be a means of expanding the business beyond the summer school season to a year-round centre or collaboration with tertiary level education providers.          
8.3 Other aspects 
· Restructure the company into strategic business units to reflect Bucksmore’s new approach, for example, UK juniors, UK young adults, Europe and/or International.  To facilitate and effect this change, implement Kotter’s (1996) 8-step model.  Be prepared for adaptations to Bucksmore’s context if necessary, (Pollack and Pollack, 2015).  Armstrong (2017) outlines an accompanying 5-step process to support stakeholders who display resistance to change.   
· Establish a risk assessment and management process based on the IRGC (2017) and Shankar’s (2014) frameworks.   Bucksmore leaders should also communicate their approach to risk to enable employees to create value as well as preserve it.
· Investigate the potential of technology to enhance current and future offerings   
· Design programmes for older age-groups, particularly 18-25s, for example, pre-university or with a work-based focus
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