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1. Executive Summary

[bookmark: _Hlk22801524]Many successful listed companies are looking for different business opportunities to maximum their profit margin for ensuring their shareholders can get the best returns continuously. They are dedicated to find a smart way for increasing income and reducing expenditure. Some companies are identifying their outstanding departments by transforming it from the cost centre to be the profit centre such as the training department. In this case, we are going to study how to make the training centre will become more business-oriented and how to contribute to the group level. We will be running a training business as an external provider at the B2B platform, or as a consultancy service, which derives fees from clients at a profit. Instead of just focusing on cost saving, an internal training department takes further steps to create revenue for the organization and to maximize its return on investment. (Serve, 2002)

Our vision is to become a leading training consultant in the brokerage industry and providing all round training consultancy services to our users.
 
We, therefore, propose to adopt the following initiatives to contribute to the improvement of the key business benefits: 

A) Invent Revenue 
[bookmark: _Hlk23336213][bookmark: _Hlk24104610]i/ Develop Learning Management System (LMS)
ii/ Talent Mapping Service 
iii/ Identify Training Needs & Develop Signatures Programs 
iv/ Charge Course Fees 
v/ Develop Sales and Recruitment Tools
  
B) Improve Training Effectiveness

C) Collaborate with different business units to becoming a stronger platform for providing comprehensive services 






















2. Introduction

[bookmark: _Hlk22801984][bookmark: _Hlk22723629]  My company was set up in 1993 and it has been registered in the Hong Kong stock Exchange for 10 years ago. We are the leading financial advisory brokerage firm in Hong Kong with thousands of professional financial consultants and several hundreds of corporate staff in greater bay area. Indeed, our company provides the one stop of financial solutions servicing platform for our customers including insurance, investment, asset management, oversea properties, retail brokerage and lending services. After the company of revolution experienced of ups and downs for last few years especially in 2018. In 2019, my company has been announcing this year as “Year of delivery” and planning for 2020 is “Year of achievement”. Once I was notified that we have the mission to achieve something for next year. Therefore, I am thinking that training Department has often been viewed as a Cost Centre rather than a Profit Centre because it doesn’t directly generate revenue. Our activities are hardly ever subjected to the test of return on investment. I have been joining my company as the Head of professional development for almost one and a half year. I know that I have the mission not only providing the training for my sales staff and corporate staff, but we need to ensure all our participants will become as a professional in our industry. That is why my department’s name is unusually called as professional development instead of training department only. However, I have the foreknowledge that my department cannot be just relying on our department for telling us what their training needs is. We are the one of the well-established financial institution in Asia and the largest brokerage firm in Hong Kong. We are capable to deliver the best and high-quality training for our sales frontlines and corporate staff. As you all know all the sales frontlines in the industry are also monitoring by the strict regulation in Hong Kong and their requirements are almost same as well. Therefore, why do not we aim at playing an active role in supporting the company strategies and contributing to the improvement of the business. To align with the company direction and future development, it is essential to transform the training department from a Cost Centre to a Profit Centre at a B2B platform in future.  
3. The internal audit

  If the company want to be the successful corporation in long run. Firstly, they need to know what their competitive advantage is as well. In fact, my company is a fully licenced company and a reputable financial brokerage firm in Hong Kong even in greater bay area. In 2019, our company is positioning that we are the all-round management platform for our clients because we can provide all kind of financial products and services in our one stop platform if they have their financial needs anytime. As you can know that what is our strengths, they are distribution and advisory and obviously we are the No.1 brokerage in Hong Kong. We have many professional consultants and their expertise are coming from different industries originally but finally they have grouped in our company. To align with my company’s direction, I am as the training lead in my company, I have observed that my department can also maximize this competitive advantage to contribute my company group as well because we have similar special traits and I can replicate our successful principles for aligning with my company direction. That is mean we can group all our training materials and courses to serve all other financial brokerage films even other insurance companies, banks and the mortgage centre in the long run. Ultimately, we can entry into the greater bay area is our goal to serve the blue ocean market. Therefore, building the talent team is the key part to make all things happened in future. (Carton, 2017).

Now, there are 11 teammates in my team, they are responsible for different training aspect because they are also come from different industry before they worked the related our business sectors such as insurance company, fund house, bank, mortgage company even oversea property cooperation. Among my team members, they have some strengths which are unique and irreplaceable. One of the typical examples are our courses now can be delivered by different languages including Cantonese, English and Mandarin for their choice. They are also working closely to make up for weakness of the other by own advantages. Even some teammates may not be good at financial planning concept because they are not in this industry before. Other teammates will share and support each other. They have formulated a strong bonding together and I am proud of establishing the harmonious team in my company. That cannot be easily imitated by competitors and this is reason that I have the idea to lead my department to becoming a one stop platform to provide the training solutions for our B2B customers serving not only internal but also external entity for making profit to contribute our company.        

Firstly, we are going to carry out a strategic internal audit and using two strategic analysis tools to study how can maximize my company’s competitive advantage via (RBV) and (VCA) for evaluation.  
















3. i) Resource-Based View (RBV)

[bookmark: _Hlk26872961]We will adopt the Resource-Based View (RBV) to identify my company’s potential to deliver superior competitive advantages. Tangible and intangible are the type of resources which are given the main role in helping companies for achieving better organizational performance in RBV model. 
It can also reveal how we are “rare” positioning in the market. (Williamson, 2012),

Tangible assets: 
We are as the leading individual financial advisory firm in Hong Kong with over 1200 professional financial consultants.

Intangible assets: 
Our company established in 1993 and was listed on the Hong Kong Stock Exchange in 2010.  Our brand reputation has been built over for a long time. In addition, our professional consultants are well trained to meet the needs of our customers. Therefore, they must also fulfill the basic training needs and keep continuous learning in future. 

There are 2 major hypotheses of RBV are the resources would be heterogeneous and immobile respectively:

Heterogenous: 
Our company provides an all-round financial platform including insurance, investment, mortgage, properties and payment. This enable our platform is to standout from our competitors and they are “hard to imitate”.


Immobile:
We deploy vast resources in developing the all-round financial platform, it is hard to be replicated by our competitors. In additional, my team has established a comprehensive training platform to support our sales task force in an ever-changing business environment.  We can extend this training platform to support other business units such as our IFA’s team and salary based of serving the High net worth’s customer team. It may also be used for supporting external businesses as a revenue generating center.  

Because of the quality and quantity of our presence in Hong Kong, we have a clear competitive advantage over our peers. In addition, training department has created a solid cornerstone in providing comprehensive training solutions to our sales force, to support other business units and to support external business as a revenue generating centre. This paradigm shift breaks away from the traditional notion that training department are mere cost centers in the entire business structure.  As such, my team becomes irreplaceable and without “substitute”.












3. ii) Value Chain Analysis (VCA)

[bookmark: _Hlk26891224]Secondly, we try to increase the efficiency and to maximize value, we will implement the Value Chain Analysis (VCA) to evaluate the procedures involved in each step of the business. VCA consists of the following five components, and all are essential for adding value and creating a competitive advantage: (Fearne, 2012)

Inbound Logistic
· We gather training needs from our participants to ensure the training programs that we provide can meet their expectations and daily operational needs. 

· There will be a drastic training demand in 2021 because of the increase of Continuing Professional Development (CPD) hours from now 10 hours to 15 hours as set by new established regulatory institution which is called Insurance Authority (IA).  

Operations
· My department has developed a comprehensive training roadmap to cater the training needs of our consultants at different stages.  A series of face-to-face training programs and online training programs have been incorporated into the training roadmap.  
· Some of the training programs and online learning videos are sourced from external vendors in order to fill the gaps in our existing platform.
· CPD online programs will be developed to cater the drastic training demand in 2021 because of the increase of CDP hours from 10 hours to 15 hours as set by IA.  
· We need to develop a new e-learning platform which can adopt a two-factor authentication to authenticate users’ identity for our consultants to take the CPD online programs. 

Outbound Logistics
· We conduct training to support not only our consultants but also other business units such as traditional Independent financial advisor (IFA) entity and newly set up salary based HNWs team. 
· We will generate revenue by selling our CPD online programs, signature program and developing a sharing learning platform to those small brokerage firms which do not have training resources. 
· With this new interactive platform, we can create an online learning community where online learners can upload videos or articles to share their successful stories, selling skills & tips……etc. We will be able to build a group of my company’s KOLs. Hence, instead of just buying on-line videos from external vendors, we can have a pool of our videos from our KOLs at no cost and are fit for my company’s culture.
· We have incorporated two training programs from Kindersbrother International, namely Professional Patterns of Management (PPM) and Top Agent Program (TAP), to leaders’ training roadmap in 2020. To maximize the resources and training effectiveness, we will localize and customize the programs with own company culture. To make it more cost effective, we will conduct Train-the-trainer workshop.
· We will even expand our services to the financial brokerage market in China where needed.


Marketing and Sales
· [bookmark: _Hlk26888472]All training programs are developed according to the needs of our consultants.  
· With the rise of social media in this digital era, having e-Learning modules will be our advantage. 
· By developing a new interactive e-learning platform, we can provide CPD online programs to our consultants and other business units e.g. IFA & HNWs salary-based staff. They can fulfill the additional 5 CPD hours easily at their own pace and convenient time. We can have better cost control as we can minimize the manpower.
· We can generate earnings by selling our CPD online programs to those small brokerage firms which do not have training resources. Again, we will be able to cater to the China market where applicable.

Service
· By developing CPD online programs, online learning community and customizing training programs, we will be able to provide extraordinary service which exceed their expectations. 
· Our company, which is a financial brokerage market leader in Hong Kong, can stand out from our other competitors in the industry. The objective of our department to be the leading training institute in the brokerage industry can be realized and aligning with our company’s direction – one stop service for our customers to fulfilling their different of training needs.













Summary of VCA

Our goal will maximize our Face to Face (FTF) channel and online platform respectively. My teammates will be well equipped, and they will be fashioned into the star of trainers for being promoted through our e-learning platform. Indeed, this platform not only broadcasts our teammate’s sharing, but it is a prime opportunity for our frontline staff to do some self-promotion to establish their positive image in front of their subordinates. In the long run, we will build this platform to using for external promoting themselves seem like an advertorial channel to make it as soft selling channel to interact with the customers. It will be the effective way for doing the recruitment and exploring more business opportunities in future. From the company’s prospective, we can minimize the cost because we are just using our own resources. In return, the profit could be maximized because we can be benefited from charging our consultants when they are promoting themselves in our platform. Therefore, our business model will not be affected by increasing the training price from external trainers because all the training materials and manpower will be under our control. (Johns, 2016)











4. The external audit

[bookmark: _Hlk26354297]4 i). SWOT Analysis for HK Market

Strength
As a market leader in the industry, our company has the largest number of consultants. My department has developed a wide range of training programs to cater to the different training needs of our prospects, consultants and managers. According to the Insurance Authority (IA) Broker Survey Report in 2018, Hong Kong has a total 687 brokers as of December 2017. Among these 687 brokers, 90% of them with Chief executive (CEs) and Technical representatives (TRs) have less than 20 people1. As the size of these brokers are small, they need to outsource the training and development to external training organizations or business partners. (Patrakhina, 2015)

	Total No. of Brokers in HK 
(as of Dec17)
	687

	No. of Brokers with less than 20 Responsible officers (RO) & TRs 
(need to outsource training)
	619



Weakness
Our in-house training programs are not tailor-made for revenue generation.  If we are going to charge the brokers or our consultants for course fees, we will need to further enhance the course contents in order to meet their expectations and training needs. 



[bookmark: _Hlk22654302]Opportunities
[bookmark: _Hlk27850357]There will be a drastic training demand in 2021 because of the increase of CDP hours from 10 hours to 15 hours as set by IA.  Within this regulation, 5 CPD hours can be gained through on-line learning. As such, e-learning will play an important role. By providing our consultants with a prime opportunity for learning and developing their knowledges, we in turn, stand out from our other competitors as an organization.

Those brokers with less than 20 people will be our targeted customers. We can provide our training services to them in order to generate revenue and the potential market is significant. As for our internal consultants, we will further develop or organize new training programs, in order to meet the ever-changing needs of the different market segments. Course fees will be charged for those newly developed programs. 

Threats
We may be facing conflict of interest between our company and brokers as we are competitors which will affect our revenue generation. Also, it will take time to revamp all existing programs, as well as creating new courses. In addition, our internal consultants may have negative response when implementing the course fee mechanism. 








Summary of SWOT Matrix

SO (Strengths – opportunities)

My strong team and we are back up by our company leading background in the industry. It must be the competitive advantages to seize this opportunity for extending the training business for other brokerage firms in future. (TANDON, 2019) 

WO (Weaknesses – opportunities)

As mentioned, that our in-house training programs are not tailor-made for revenue generation now. But it is the good timing for improving our training materials, contents even services standard for internal customers even external customer in the long run.

ST (Strengths – threats) 

My company has the largest number of consultants will be required to fulfill the training demand in 2021 because of the increase of CDP hours from 10 hours to 15 hours as set by IA. That is why we have an opportunity to review our e-learning training platform whether we can enhance it in advance for fulfilling our training demands in 2021 and becoming the industry of pioneer to benefit our internal customers even providing this service for our external customers in long run.

WT (Weaknesses – threats) 

Involving setting the company budget is always the big issue for every corporation as well. To evaluate how much of the training cost should company invests for their staff would be the controversial topic because the effectiveness and the necessity will be the key consideration items from HR department. We are trying to build the e-learning training platform will be practical, measurable and high-mobility of one stop training service for our internal and external customers. So, our strategy is building the economical and practical platform for our both customers when implementing the course fee mechanism





















4 ii). SPACE-CLIFTH Analysis for China Market

Social Factor

With the cancellation of insurance qualification examination in China in 2015, the number of insurance agents has been increased drastically from 4 million to over 8 million in 2018. However, due to the growing industry and the ever-changing complexity of consumers’ demands, the insurance products and regulations governing them are also getting increasingly more complex.  The needs for the growing number of insurance agents to upgrade their knowledge is highly evident and required.  According to the <2018 Basic Ecological Survey of China Insurance Agents>2, the key puzzle of the insurance agents in China is a lack of professional competence, which must be addressed. 

Political Factor1 

The Chinese government had recently unveiled their blueprint to promote financial activities between Hong Kong and the Greater Bay Area.  This will lead to an evident increase in cross-border insurance and banking activities, interest in mutual funds and commodities trading.

In the new economic hub of the greater bay area zone, the insurance industry will be one the beneficial sectors under this policy because it will facilitate more cross border insurance business and claims. More insurance companies in Guangdong, Hong Kong and Macau will be encouraged to develop innovative of cross-boundary motor and high-end medical insurance products jointly by this policy in future. It also will make the policyholders for buying products and claiming easily in both markets.

Shenzhen’s market will also be bolstered as it is developed into a pilot zone for the insurance innovation. Steps will be taken to enhance the level of connectivity between the Shenzhen, Macau and Hong Kong; all three regions will face a higher level of cross-border activity and connectivity in relation to the insurance business.

Administration Factor

To support the development of the China Market, our training department can provide the following administrative support:
· training centre set up
· train-the-trainer
· course design

Commercial Factor

The central government will put the innovation as the chief mission in its economic planning because China’s economy has matured. Our country of GDP growth has slowed down from 14.2 in 2007 to 6.6% in 2018.

Millennial consumers prefer innovative, fast, instant and flexible service. It is important for market players to further enhancing their competitive edge, such as producing more innovative digital features.

More insurance opportunities are expected out of the coming Greater Bay Area. In addition, the population in the Greater Bay Area tends to have higher quality of life and a higher awareness in insurance. This would certainly drive stronger demand in the market.

Economic Factor

Hong Kong will have an evident advantage within the entire region. Because it is more mature insurance market and the highly competitive insurance environment in Hong Kong, the city will have products with more complex protection features and relatively lower premium for customers as well as benefiting from its status as an international financial hub. Leveraging on Hong Kong advantages as a financial centre in Asia, the insurance industry can help leapfrog further developments of its neighbors in the insurance industry.  The Guangdong-Hong Kong-Macau Greater Bay Area can open new horizons and bring new momentum for sustainable growth. 

China’s Culture and Environmental Factor

It will need a lot of networking and relationship in order to build with Chinese. Participants in China love to ask questions; hence, our trainers need to be more sophisticated. (Chen, 2017)

Insurance agents has been the biggest distribution channel in China. All sales strategies, company structure and trainings …etc are developed to cater for this business model. Hence, the major insurance companies do not have the incentive or pressure to switch to other distribution models. 

China's first insurance brokerage company was established in 2000. China's insurance market currently has about 2500 insurance brokerage companies. However, business generates from this channel is the lowest. Taking life insurance as an example, the premium income through brokerage channel is less than 2%.  There is still a lot of room for business grow in this business channel. 

China's insurance agent is over 8 million, close to saturation, and it is difficult for substantial growth.  It will be difficult for insurance companies to maintain past growth by relying solely on insurance agents.  And this force the major insurance companies to re-examine and adjust their traditional distribution channel in order to strike for business growth.  In addition, due to the substantial increase in manpower costs in China, small and medium-sized insurance companies are difficult to maintain their own sales force.  The cost of managing large-scale insurance companies is also soaring, making it a necessary choice to get customers from brokerage companies.   (Zhiwen, 2008)
  
More young consumers are entering the insurance market, and their natural habits with the Internet tend to emphasize freedom of choice, which makes it more advantageous for brokerage companies that can represent different insurance companies at the same time.

Legal Factor

As per restricted by China, we can only provide training on soft skills, insurance knowledge, ethics training, compliance & operation. We are restricted from conducting training related to off-shore related products as governed by the regulatory body in China. Incorporation of training institute in China will also need to comply with the law and regulatory system in China.

Industrial Factor6

The industry of China insurance market has been grown rapidly. That was a remarkable and new record in the past decades because the premium income of insurance companies in China amounted to over 3,8 trillion yuan in 2018.

China market of insurance premiums will hit US$2.36 trillion in 2032, up from about US$575 billion in 2018. The US market is worth about US$1.47 trillion. China’s strong economic growth, high government spending, increased consumer awareness and technological innovations will transform it into the world’s largest insurance market by the mid-2030s.

The health insurance will be the huge potential blue ocean market because the current China market lacks wholly medical system for the community. (Yeung, 2006)  

Many people would turn to insurers to protect themselves from potential dangers such as food safety or causalities. China’s growing ageing population drives strong demand on annuity products. 

The China Bank and Insurance Regulatory Commission open for foreign insurance brokerage companies in the Chinese market in 2018, fully reflecting the current attitude of the regulatory level. 
In 2017, the foreign companies occupied around 6% of the insurance premiums market in China. For 2018, the ratio of the equity that external investors can possess of life insurance companies were increased from 50% to 51%. The restriction will be eliminated in 2021.

Financial Factor

Insurance companies in China invest a lot in tech platform. To support the development of China market and to gain competitive advantage as a training institute, it is crucial for our company in Hong Kong to invest in an e-learning platform. 



Technological Factors

E-learning for China today, is a crucial convenience because of the country’s large population and size, as well as the growing commonality of internet usage within the country.  To get a piece of China’s booming insurance pie, insurers must leverage on technology. The ease of on-line training modules will reduce the need for insurance agents to spend time, energy and money in travelling to training centers at predetermined time slots. Furthermore, it can also help saving costs for setting training centers. E-learning could also be a symbol of an enterprise’s spirit of forward-thinking and continuous development in an ever-changing world. 

History Factor

Most of China’s individual farms families were consolidated into big society during 1950’s. To foster the industrialization rapidly, the central government proceeded large scale of investment in manpower and physical from 1960s to 1970s. In 1978, almost 75% of industrial production was made by state owned enterprises (SOEs) which was centrally controlled, and it aligned with centrally planned output targets. Central government was target to make China’ economy can be self-sufficient relatively because the private enterprises and foreign invested firms were inhibited originally. Only those goods that could not be made in China that the foreign trade was literally allowed, and these policies made the distortions in the economy. According to most of the economy aspects were managed by the central government, then the market mechanism was not efficient to allocate resources. Therefore, the motive was insufficient to trigger the company, workers and farmers to becoming more productive or even focusing on the quality of what they produced.

Since 1979, China’s government opening to foreign trade and implementing free-market reforms, our country has been among the world’s fastest growth economies. This growth has facilitated China to double its GDP every 8 years and made an estimated 800 million people becoming richer. Now, our country has become the one of largest economy, manufacturer, merchandiser trader, and holder of foreign exchange reserves entity in the world. (Ragin, 2015)























4 iii). Porter’s 5 Forces Model

There five forces that make up the competitive environment, and which can erode the profitability. These are: (Azadi, 2012)

Competitive Rivalry
-	Our company is the biggest financial advisory institution in terms of number of financial consultants in Hong Kong.
-	We are the market leader in scope and reputation, and we have the all-rounded resources & support structure.

Threat of Substitute
-	We will need to launch the CPD on-line program asap in order to get the edge and stand out from our other competitors in the industry.

Dealing with the Threat of New Competitors 
–	Broker firms of smaller sizes will have limited resources to invest in the Learning management system (LMS) & online platform. In other words, high barriers to market.

Bargaining Power of Customers
-	Our participants can attend external training programs. However, it will be costly and may not fit in our business and culture. 

Bargaining Power of Supplier
-	We provide a series of training programs (both face to face & online) to our consultants based on their training needs.
-  	We have better cost control by implementing in-house modules and conduct train the trainer.
- 	Our recruiters can utilize our training department, a provider of excellence in training, to attract prospects to join our company.



5. Strategy generation and selection
Balanced Scorecard 

We will use Balance Score Card, a strategy performance management tool, to keep track of the execution of activities and to monitor the consequences. (McGinty, 2011)

Learning & Growth
	[bookmark: _Hlk27736863]Objectives
	Our consultants and recruiters are knowledgeable to excel in the insurance industry.

	[bookmark: _Hlk27737988]Key Performance Indicator
	The level of satisfaction of our participants will be increased which will be reflected in the evaluations.

	Initiatives
	· In order to maximize the training effectiveness, we will incorporate and customize two training programs from Kindersbrother International, namely Professional Patterns of Management (PPM) and Top Agent Program (TAP).  
· Develop a new interactive LMS, users can upload videos to share their experience and selling techniques etc. Online learners will be to learn and grow through a new channel.
· Participants will be able to acquire CPD hours through the CPD on-line programs at their convenience time and own pace. 





Internal Process
	[bookmark: _Hlk27745309]Objectives
	To create great customer experience by developing an interactive Learning Management System (LMS)

	Key Performance Indicator
	The usage rate of the LMS will be increased.

	Initiatives
	· Develop an interactive e-learning platform where participants will be able to acquire information, knowledge, skills and even CPD hours.


Customer
	Objectives
	To build reputation in the industry and stand out from our competitors.

	Key Performance Indicator
	The satisfaction level of both Internal / external customers will be higher and even will have positive word of mouth.

	Initiatives

	· Provide training support to other business units (e.g. IFA & salary-based channel)
· Develop CPD on-line programs so that our participants will be able to fulfill the additional 5 CPD hours at their own pace and own convenience time.
· To leverage on the company platform, we will collaborate with other business unit i.e. Product department by white labelling the “Advanced product compare platform” which is called iCompare and market this service to external users.  



Finance
	Objectives
	Training department will become self-sufficient and become profitable in long run. They can contribute the profit to my company group.

	Key Performance Indicator
	Generate income by implementing course fees mechanism for training programs.

	Initiatives

	· By developing CPD on-line programs and implementing the course fees mechanism, we will be able to generate revenue.
· To build a group of our company’s symbolic KOLs instead of buying online videos from external vendors. We can have a pool of videos from own company’s KOLs at no cost and are fit for company’s culture.
· To make it more cost effective, we will conduct train the trainer workshop for PPM & TAP programs. 




6. Findings (Barriers)
Barriers and How to Overcome
HK Market
	Barriers
	How to Overcome

	Drastic increment on no. of CPD hours from 10 hours to 15 hours.
	Develop on-line CPD programs to cater the drastic demand on CPD hours in order to minimize training manpower and training cost. 

	Our in-house training programs are not tailor-made for revenue generation.  If we are going to charge the brokers or our consultants for course fees.
	We will need to further enhance the course contents of the existing programs in order to meet the expectations and training needs of our consultants.

	If we provide training programs to other brokerage firms, we may have conflict of interest between company of internal and external brokers as we are competitors which will affect our revenue generation. 
	We can package ourselves as an individual training institute to provide training solution to external brokerage firms.

	Our internal consultants may have negative response when implementing the course fee mechanism.
	We will develop signature program and introduce widely recognized programs from Kindersbrother International namely PPM & TAP. These courses will be offered to our participants at a discounted price. 



China 
	Barriers
	How to Overcome

	China market is lack of transparency and it is important to have business network and connections in order to develop business there. (Lai, 2017)
	It is essential to adapt the social media strategy to the local channels. Incorporating WeChat application into the business playbook as a platform for corporate marketing can increase the likelihood of success.

	Legal and judiciary lack of transparency which is subject to be changed at the direction of central government because China has a planned economy closely tied to itself.
	The central government has devoted to enhancing the level of legal protections for ensuring the business ambience to be more captivating for foreigners in recent years.

	Server setup is another important consideration as many international services are blocked by the Great Firewall of China.
	We can consider hosting the website locally in China.

	Insurance agents has been the biggest distribution channel in China. Hence, the major insurance companies do not have the incentive or pressure to switch to other distribution models. 

	It will be difficult for insurance companies to maintain past growth by relying solely on insurance agents. And this force the major insurance companies to re-examine and adjust their traditional distribution channel in order to strike for business growth.  Digital distribution channel is increasingly important for insurers’ market growth.

	We are restricted from conducting training related to off-shore related products as governed by the regulatory body in China.  
	To comply with China’ regulations, we can provide training on soft skills, insurance knowledge, ethics training, compliance & operation. 

	Young consumers are entering the consumer market and their habits with the internet tend to emphasis freedom of choice.
	It will be an advantage for brokerage firms as they represent different insurance companies. We can also produce more innovative digital features. 





7. Conclusions (Implementation)

Implementation Plans

A) Invent Revenue
We propose to implement the following initiatives by 3 phases. Please see below for the implementation roadmap:

Short Term Goal: 
i) Develop Learning Management System (LMS) 
ii) Talent Mapping Service
iii) Identify Training Needs & Develop Signature Programs
iv) Charge Course Fees
v) Develop Sales & Recruitment Tools

Medium Term Goal:
Invite professor as business partner to build academic reputation in the industry

Long Term Goal: 
Create our own designation or academic progression path with university







Short Term Goal
            
i/ Develop a Learning Management System (LMS)   


Obviously, the e-learning is the key learning channel in our new generation now. It could be the new direction for helping organizations to minimize the cost but also establishing the high-quality staff training in an effective way. Because it serves both of corporation’s goal and employee’s development.

In addition, with effective on Aug 2021, IA will implement 15 CPD hours (with 3 CPD hours in ethics) annually for all the licensed TRs. 5 CPD hours can be earn through online courses. 

It will be an edge for the company by developing an interactive LMS. Also, it is a big business opportunity for our revenue generation model. In order to attract our consultants to subscribe the LMS services, we aim at establishing a new LMS which brings new learning experience to our consultants. This will be our future one-stop learning & information hub for users. Users of this LMS will be able to learn anywhere, any time and on any devices such as smartphone, iPad, laptop, desktop. We target to have the LMS ready by the end of 2020.

Below are the proposed key features of the LMS:
· E-learning - IA will implement 15 CPD hours (5 hours can be gained through online learning) annually for all licensees by Aug 2021. Online CPD programs will be developed for consultants to earn CPD hours. 
· HR Tool “StrengthsFinder” - It helps identifying the strengths and talents of the candidates. Recruiters will be able to develop and coach the candidates based on their attributes in order to increase the successful and retention rates. 
· Training Record – Users will be able to keep track on the CPD fulfillment status
· Course Enrollment - User can access our online courses and enroll to our face-to-face training courses.
· Different learning methods will be provided such as:
· Videos, 
· Gamifications,
· Quizzes & Tests
· A payment gateway will allow user to register, pay and confirm course enrollment instantly

By subscribing the LMS services, not only can users enroll to our courses instantly, the platform will also provide valuable information e.g. product comparison, recent market update etc. to assist our consultants in their sales and recruitment activities. 

We can create different level of users. First level users will have free service and can access to our course information, course enrollment and course payment, but limited information will be provided. Second level users will need to pay for the subscription fees, and they can enjoy a full range of service of this platform. 

ii/ Talent Mapping Service

Training department will act as a hub in the company to render training services to the new joiners of all business units.  We will train and assess the new joiners in terms of their performance and potentials.  We will then allocate the new joiners to the suitable position according to their strengths.  Here, end users of this talent mapping services are invoiced by our training department.
	
We can recruit students from University, other Tertiary Education Institutes and provide training to those people. Our goal is to prepare these students become a competent consultant with necessary licenses, basic selling skills, product knowledge etc. At the end of the training, we will allocate them internally to our recruiters and charge them fees. (Cui, 2016)

iii/ Identify Training Needs & Develop Signature Programs

Our consultants are divided into the following four market segments according to their different training needs: 
· Prospects
· Junior Consultants
· Experienced Consultants
· Recruiters
Existing Training Programs
Training department has developed a wide range of training programs to cater the training needs of different segments.









	Market Segments
	Existing Training Programs

	1. Prospects
	· Fast Starting Training
· IIQE

	2. Junior Consultants
	· IIQE, MPFA, SFC licensing Courses
· Rookies: Road to MDRT

	3. Experienced Consultants
	· MPFA Core CPD Courses 
· Top Agent Program (TAP)
· Immigration arrangement for non-local graduates (IANG) Camp

	4. Recruiters
	· Professional Patterns of Managements (PPM)




New Training Programs 
Training department will continue to develop new training programs to cater the everchanging needs of different market segments. We will target to get these new training programs accredited with CPD/CPT/MFPA Core/CE credits in order to attract more participants.

· Professional Development Course 
· Financial Planning Course
· Investment Certificate Course
· Insurance Experts
· FAIQ/AFP/CFP exam preparation Course
· Taxation/Estate Planning

· Online CPD Course (to be implemented after Aug 2021)
e.g. Code of Conduct & Ethics (3 CPD mandatory after Aug 2021)
· Classroom Face to face CPD Fulfilment Course
· Motivational Course
· Selling Skill/ Sharing Workshop
· Professional Image & Communication Skill Workshop
· Road to Division Director Program
· NLP for Selling / Recruiting / Coaching
· Any Ad-hoc Market News with Interesting Topics e.g. Voluntary health insurance scheme (VHIS), Qualifying deferred annuity policy (QDAP) and Tax-deductible voluntary contribution (TVC) in 2019

We plan to roll out our existing training programs to brokers by 2 phases. Our existing IIQE, MPFA & SFC courses will be promoted to brokers in Phase 1 as the demand for these courses is high. We may need to take reference of other education institutes and further enhance these programs to cater to the market needs. 

Other existing programs will be promoted to brokers in Phase 2. We will need to revamp those existing programs in order to cater to their needs and it will require tremendous resources and manpower. Therefore, those programs will be rolled out in Phase 2.
 
When all the existing programs are rolled out to brokers smoothly, we will then develop new program and will have these new training programs accredited with CPD/CPT/MFPA Core/CE credits. These new programs will be rolled out to brokers as well as our internal consultants in Phase 3.  



Three phases of Course Promotion 
	
	Courses
	Brokers
	Internal Consultants 

	Existing Programs
	Licensing Course and 
CPD program
	Phase 1
	Free of Charge

	
	Existing course available for example: Rookie road to MDRT, PPM etc
	Phase 2
	

	New Programs
	New program for example: Professional Development Course, soft skill program etc
	Phase 3
	Phase 3



Develop Signature Programs
To ensure the successful launch of our training consultancy service to the brokers, we will need to develop or organize some signature programs including online and face to face programs.
  

On-line CPD Programs
With effective on Aug2021, IA will implement 15 CPD hours (with 3 CPD hours in Ethics) annually for all licensed TRs. 5 CPD hours can be earned through on-line courses. We propose to promote the following on-line courses to brokers in order to satisfy 5 CPD on-line hours.

	Topics
	Targeted Participants

	Work Ethics & Compliance 
	All Consultants and Managers

	Product and Market Update
	

	Selling Skills (e.g. getting referrals, handling concerns)
	



Face-to-face Programs 

	Programs
	Targeted Participants
	Objectives

	Quick Success 
(Combined version of Fast Start & Rookies training) 
	New producers
	· To equip new producers with the:
i) positive mind-set, 
ii) essential skills on selling, 
iii) knowledge on wealth & risk management
· To ensure new producers will have a quick start in the industry.

	Engaging a Cross-generational Team 
	All producers & managers
	· To enable participants to work effectively with team members of different generations. 

	Activity Management Program
	All producers & managers
	· To develop a good working habit. 
· To enable participants to identify the areas that need to be improved or strengthened.



iv/ Charge Course Fees: 

Our existing programs are available to our internal consultants free of charge. However, they will need to incur course fees when enrolling to our new programs. The course fee mechanism will be implemented in 3 phases.




	
	Courses
	Brokers
	Internal Consultants

	Existing Programs
	IIQE 1-5
	Phase 1
	Free of Charge

	
	[bookmark: _Hlk22565192]SFC Paper 1,7,8
	
	

	
	[bookmark: _Hlk22565546]MFP Core, DIS, TVC
	
	

	
	IFPHK / VTC CPD Training
	
	

	
	Fast Start Training
	Phase 2
	

	
	Rookies 365: Road to MDRT
	
	

	
	IANG camp
	
	

	
	Professional Pattern of Management (PPM)
	
	

	
	Top Agent Program (TAP)
	
	

	
New Programs
	Professional Development Course
	Phase 3
	Phase 3

	
	Online CPD Course 
	
	

	
	Motivational Course
	
	

	
	Selling Skill/ Sharing Workshop
	
	

	
	Professional Image & Communication Skill Workshop
	
	

	
	Road to DD Program
	
	

	
	NLP for Selling / Recruiting / Coaching
	
	

	
	Any Ad-hoc Market News with Interesting Topics
	
	




v/ Develop Sales and Recruitment Tools

We can develop sales and recruitment kits for sale. Not only can we generate revenue from this venture, but we can also assist our consultants and recruiters in their sales and recruitment activities. This simple income generation initiative should be rolled out at our earliest convenience. 
	Sales Kits
	Recruitment Kits

	· Sales Presentation Kit
· Name Card Holder 
· Company Souvenirs
	· Company Intro & Career Path Leaflet 
· Selection Tool




Medium Term Goal

Build Academic Reputation in the Industry

As we can see the leading CPD course provider like Vocational Training Council (VTC) and Institute of Financial Planners of Hong Kong (IFPHK) somehow consider as an educational institute. In people perspective, those reputable education institute provide quality education, and this creates an incentive for participants to enroll their courses rather than others. We can invite renowned professors as our honorary consultants or design programs which are taught by well-known famous trainer in the industry with strong academic background. By doing so, we can develop a reputable educational institute image in the eyes of our customers.
        



Long Term Goal

Create our own designation or academic progression path with university
    
IFPHK have created their own designation like Qualify Retirement Advisor (QRA). We can also create our own professional designation in the long run. Not only can we improve our academic image in the industry but also to set compulsory CPD course requirement for our designation in order to maintain enrolment number of our course. We may co-operate with overseas university to develop diploma or degree program in financial service (broker industry). We can also provide internship opportunities for those graduates to work in our company.




B) Improve Training Effectiveness 

To ensure the training effectiveness of our programs are in line with the company’s key result areas (KRA). We will measure participants’ business results in terms of case count, case size, no of recruits etc. At the same time, we will continue to gather feedback through participants’ post-course evaluations and will enhance the programs wherever is needed. (Mahto, 2016)
 

C) Collaborate with different business units to becoming a stronger platform for providing comprehensive services 

To leverage on the company platform, we will collaborate with other business unit i.e. Product department by white labelling the iCompare platform and market this service to external users. This platform enables users to perform products search (by product category or by client needs) and compare products anywhere that has online access. (Moellers, 2018)

Broker firms, particularly smaller businesses, can leverage these white label tools to become more professional, responsive and to provide more value to their clients while also keeping costs low and affordable.

As a result, our company as an individual training institution can offer a stop solution service to our clients from provide training program to product search platform.




8. Recommendations (How to overcome)

8 i). Goals and Outlook

Training is a big business opportunity with solid demands, because of its statutory and regulatory requirements. According to IA, there are 73,277 individual agents and 25,525 RO/TRs registered with Insurance agents registration board (IARB)2 as of 30 June 2019. By increasing 5 CPD hours in 2021, the training market already is required to provide approximately 500,000 more CPD hours (which is a 50% increment to the existing) in order to fulfill this regulatory requirement.

	
	No. of Registered
Representatives
	No. of CPD Hours (Now)
	No. of CPD Hours (2021 & onward)

	Individual Agents
	73,277
	732,770
	1,099,155

	RO/TRs
	25,525
	255,250
	382,875

	Total
	98,802
	988,020
	1,482,030

	
	
	Extra 494,010 CPD Hours (by 2021)



By transforming Training department from a Cost Centre to a Profit Centre, we foresee that we can gradually generate income to close to our department budget in 3-5 years. We further project that we can become profitable after 5 years.






8 ii). Scheduling

We will implement the schedule as below:
	[bookmark: _Hlk22740379]Items
	Task
	4Q
2019
	1Q
2020
	2Q
2020
	3Q
2020
	4Q
2020
	1Q
2021

	1. Develop LMS
	Source for vendor
	
	
	
	
	
	

	
	Develop platform and on-line training programs
	
	
	
	

	
	User Acceptance Test (UAT)
	
	
	
	
	
	

	
	Promotion & roll out to consultants
	
	
	
	
	
	

	2. Talent Mapping Service
	Incorporate StrengthsFinder Tool into LMS
	
	
	
	
	

	3. Identify Training Needs & Develop Signature Programs
	Revamp existing training programs
	
	
	
	
	

	4. 
	Develop / source for new training programs
	
	
	
	
	

	5. 
	[bookmark: _Hlk22744015]Promote licensing courses to brokers (i.e. IIQE, MPFA & SFC) 
	
	Ongoing

	
	Promote other existing courses to brokers
	
	
	Ongoing

	
	Promote newly developed courses to brokers and internal consultants
	
	
	
	
	Ongoing

	6. Charge Course Fees
	Charge brokers course fees for IIQE, MPFA & SFC courses (Phase 1)
	
	Ongoing

	7. 
	Charge course fees for other existing programs (Phase 2) 
	
	
	Ongoing

	8. 
	Charge brokers and internal consultants for the newly developed programs (Phase 3)
	
	
	
	
	Ongoing

	9. Develop Sales & Recruitment Tools
	Source for vendor
	
	
	
	
	
	

	
	Design / develop sales & recruitment kits
	
	
	
	
	
	

	
	Roll out to consultants
	
	
	Ongoing

	10. Improve Training Effectiveness
	Measure training effectiveness
	Ongoing













8 iii). Solution

Taking advantage of the development of the Greater Bay Area, we can grasp the opportunity and adopt the followings:

1) There are 8 million of insurance agents in china as of 2018. The key puzzle of the insurance agents in China is a lack of professional competence. Since the training needs to upgrade their knowledge is highly evident and required, this will be our business opportunity to provide training to the insurance agents in China.

2) E-learning will be the up and coming trend. It can help saving the manpower cost and the cost of setting up training centre. We can provide the following on-line trainings:
· soft skills, 
· insurance knowledge, 
· operation, 
· ethics & compliance

3) More young consumers are entering the insurance market. Their habits with the Internet tend to emphasize the freedom of choice, which makes it more advantageous for brokerage companies as they can represent different insurance companies at the same time. Hence, there is a lot of room for business grow in brokerage channel. (Eckardt, 2002)

4) As mentioned, this project is not only supporting by training department alone but also involving other departments collaboratively such as product team or compliance team for establishing the stronger one stop service platform later. To ensure our project goes smoothly in the long run. We are going to apply the 3-H framework (Heart, Head and Hand) to lead the different dimensions of people for maximizing the unity of the motivation from Top management to make the middle management for doing the strategic planning. Finally, they are aligning and triggering the general staff of their competence to fulfill my project together. (Hughes, 2009)

5) If we are dedicated to build up the training platform for contributing the profit to our group, no matter from FTF or e-learning channel prospective. It should be the basic needs for our internal and external customers as well. We foresee this market will become more complicated and more competitors will entry into the market for pushing it to be a “Red Ocean”. As we mentioned that after we well developed our e-learning platform. Our another “Blue ocean strategy” is building a Talent mapping service system for helping our external customers to match the talents with their company for making profit. This item may be our new business line because we have studied that this kind of tailor-made of talent matching service is not very popular. Now, only few companies have already involved this market and it will be lucrative if we have enough information to back up our clients to using our service. (Blue, 2019)
 
6) Indeed, we expect that if our wholly training platform can be established successfully but we also need a business development team for promoting our different kind of services for our customers. I have reserved the budget to create the new team for exploring the business. On the other hand, my existing teammates will also be the sales for seeking any business opportunity in the market at the initial stage.






8 iv). Summary

We have listed above an overall initiative to transform training department from Cost centre into a Profit centre for the company. It will be a project that is worth exploring because of its potential benefits. The short-term investment will contribute to the long-term health of a business.

“Training is about helping the business to win”
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