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1.0 Introduction
True English Language Institute (short from: True English) began in 2005. The earliest professional English speaking training institution in Zibo city, Shandong Province, China. Ten years to adhere, ten years of precipitation, just to do the best (True English, 2018). True English successfully held more than 40 closed training camp, 6000 to help students to establish the correct pronunciation habits, and improve the learning interest and enthusiasm.
The founder and Chief Executive Officer (CEO) of True English is Qiu Hailong. Qiu Hailong's education concept is "focusing on quality education, and improving the quality of students’ life." Students learn more than a course in True English, but they also feel different ideas of life. "We are determined to create a platform for students to show themselves, improve themselves and surpass themselves. At the same time, we also believe that the ultimate meaning of life lies in continuous growth and transcendence (Qiu Hailong, 2018).” Up to present, True English Language Institute has 19 in-service teachers and 244 regular students (True English, 2018).

1.1  The Role of the Consultant in the TELI Project
The role of business consultants and the nature of their services they provided are complex. Business consulting is about acquiring and sharing knowledge (Berry, Oakley, 1993). When Berry and Oakley (1993) talked about business consulting, they shared a common view and referred to the "knowledge industry". They introduced the concept of practice, defined as "the task of integration of theory and action, and the continuous experience in dealing with serious problems". Kubr (1996) identified two basic roles of business consultants, the “resource role” and the “process role”. The "resource role" that helps customers solve problems by using the experience of consultants and their knowledge. The "process role" includes helping the organization to solve the problem by making it aware of the organizational process (Kubr, 1996). 
In this project, the consultant plays the “process role”. The consultant engaged in a participatory way, actively seeking out ‘real’ company information and though detailed discussion with employees at a management level, being able to align facts with that which is known to be best practice in the industry. In this project, the consultant (the author) is responsible for the help. In the process of intuition, cognition and action needed to solve the problem, the cooperative method of complementing and collaborate with the customer helps to keep the objectivity. On the other hand, the consultant helps separate and define dependent variables and independent variables that affect pause and ultimately affect their solutions (International Labour Office, 2002). The consultant also helps weigh the importance, identify significant causal relationships, synthesize and develop an effective process to solve problems.

2.0 Aim and Objectives
This report includes the Strategy – Formulation Framework (SFF) operating in Shandong province, China, and aims to help True English Language Institute to become a multicity education provider. Based on this aim, the following objectives are formulated:

1. Use the Strategy- Formulation Framework to identify the stages to build a strategy for True English Language Institute. 

2. Propose an approach to develop the strategy of True English Language Institute growth in becoming a multiple cities education provider.

3.0 Research Methodology
Research in common parlance refers to a search for knowledge. Once can also define research as a scientific and systematic search for pertinent information on a specific topic (C. R. Kothari, 2004). Research Methodology is a scientific and systematic way to solve research problems. A researcher should design the methodology, i.e., in addition to take the knowledge of methods/ techniques, the researcher should apply the methodology as well. The Methodology may differ from problem to problem (D. K. Bhattacharyya, 2006). This project chooses interview methodology. The interview methodology can be used to make a more detailed understanding of the deeper content of the work attitude and motivation of the TELI employees and it can collect a lot of work analysis data simply and quickly. The content of the work presented by the TELI employee is specific and accurate, therefore, it enables the author to understand the situation of TELI that is not easy to find through direct observation in a short term, and helps managers find problems.

4.0 Strategy- Formulation Framework
This section uses Fred D. David's (1995) Strategic Formulation Framework to help True English produce feasible solutions, evaluate these schemes, then select the most appropriate project plan. It is a recognized framework used in industry to help shape strategy (N. Gokhan, Mehmet, 2007). 
Strategies can be identified, evaluated and selected by this framework that includes three stages: (1) input stage, (2) matching stage, and (3) decision stage (Fred D. David, 1995). 
(1) Stage 1: 
The Input Stage includes External Factor Evaluation Matrix (EFE Matrix), Competitive Profile Matrix (CPM), and Internal Factor Evaluation Matrix (IFE Matrix).
(2) Stage 2: 
The Matching Stage includes Strengths Weakness Opportunities Threats Matrix (SWOT Matrix), Strategic Position and Action Evaluation Matrix (SPACE Matrix), Boston Consulting Group Matrix (BCG Matrix), Internal External Matrix (IE Matrix), and Grand Strategy Matrix.
(3) Stage 3: 
The Decision Stage includes Quantitative Strategic Planning Matrix (QSPM).
(Table 4.0 The three stages as outlined by David’s)
[image: SFF.png]
4.1  The Input Stage
4.1.1  EFE Matrix
	Key External Factors
	Weights
0.0 to 1.0
	Rating
1 to 4
	Weight 
Score

	Opportunities
	
	
	

	1.  The policy issued by the government is becoming more and more conducive to the development of English Education.
	0.15
	4
	0.6

	2.  The economy is stable and the scale of the English education and training market is expanding.
	0.1
	3
	0.3

	3.  Parents are paying more and more attention to the investment in English education due to the pressure of employment and education.
	0.1
	4
	0.4

	4.  The development of the Internet provides convenience and support for English teaching activities
	0.09
	3
	0.27

	Threats
	
	
	

	1. The competition in the English education industry is becoming more and more intense
	0.18
	4
	0.72

	2. The establishment of foreign educational enterprises has impacted the development of local educational institutions
	0.09
	3
	0.27

	3. Restricted by domestic examination institutions
	0.09
	3
	0.27

	4.  The internet education has an impact on the traditional English education model
	0.2
	4
	0.8

	Total: 
	1
	
	3.63


(Table 4.4.1 EFE Matrix)
4.1.2 IFE Matrix
(Table 4.1.2 IFE Matrix)
	Key Internal Factors
	Weights
0.0 to 1.0
	Rating
1,2,3 or 4
	Weighted Score

	Internal Strengths
	
	3 or 4
	

	1. Good brand popularity
	0.09
	4
	0.36

	2. Excellent teachers and management teams
	0.09
	3
	0.18

	3. Outstanding corporate culture
	0.12
	4
	0.28

	4. Good assets are in good condition
	0.1
	4
	0.4

	5.  Cooperation with domestic examination institutions
	0.08
	3
	0.24

	6. Positive corporate image
	0.09
	4
	0.36

	Internal Weaknesses
	
	1 or 2
	

	1. Less advertising
	0.09
	1
	0.09

	2.  The development of business is unbalanced and pay more attention on early years’ education, less attention on adults’ education
	0.15
	2
	0.3

	3.  The speed of expansion is too fast, the teachers and management talents are insufficient, which leads to the decline of teaching quality.
	0.09
	2
	0.18

	4.  Teaching equipment needs to be improved
	0.1
	2
	0.2

	Total: 
	1
	
	2.59



4.1.3 CPM Matrix
(4.1.3 CPM Matrix)
	Critical Success Factors
	Weighs
0.0 to 1.0
	Rating
1 to 4
	TELI
Weighted Score
	Rating
1 to 4
	XDF.CN
Weighted Score
	Rating
1 to 4
	LILY English
Weighted Score

	Advertising
	0.05
	2
	0.1
	4
	0.2
	3
	0.15

	Environment
	0.1
	3
	0.3
	4
	0.4
	2
	0.2

	Management
	0.12
	3
	0.36
	4
	0.48
	2
	0.24

	Company Image
	0.13
	3
	0.39
	4
	0.52
	3
	0.39

	Expansion
	0.2
	3
	0.6
	4
	0.8
	4
	0.8

	Teaching Quality
	0.25
	4
	1
	3
	0.75
	2
	0.5

	Students’ Loyalty
	0.15
	4
	0.6
	2
	0.3
	2
	0.3

	Total: 
	1
	
	3.35
	
	3.45
	
	2.58


This report selects two other companies to compare with TELI. They are XDF.CN and Lily English. Through CPM Matrix, it shows that XDF.CN is the most competitive one in these three. However, TELI’s teaching quality is better than XDF.CN, it can give full play to this advantage and learn from the advantages from XDF.CN and further develop.

4.2  The Matching Stage
4.2.1 SWOT Matrix
Strengths:
1. Good brand popularity
2. Excellent teachers and management teams
3. Outstanding corporate culture
4. Good assets are in good condition
5. Cooperation with domestic examination institutions
6. Positive corporate image
Weaknesses:
1. Less advertising
2. The development of business is unbalanced and pay more attention on early years’ education, less attention on adults’ education
3. The speed of expansion is too fast, the teachers and management talents are insufficient, which leads to the decline of teaching quality.
4. Teaching equipment needs to be improved
Opportunities:
1. The policy issued by the government is becoming more and more conducive to the development of English Education
2. The economy is stable and the scale of the English education and training market is expanding.
3. Parents are paying more and more attention to the investment in English education due to the pressure of employment and education.
4. The development of the Internet provides convenience and support for English teaching activities
Threats:
1. The competition in the English education industry is becoming more and more intense
2. The establishment of foreign educational enterprises has impacted the development of local educational institutions
3. Restricted by domestic examination institutions
4. The internet education has an impact on the traditional English education model

(4.2.1 SWOT Matrix)
	SO Strategies
	ST Strategies
	WO Strategies
	WT Strategies

	(S1, O1, O2) Seize the opportunity of policy, increase the strength of marketing, and increase the market share
（S2, S3, O3）Improve the quality of teaching and pay attention to the spiritual demands of students and their parents
（S1, S5, O4）Further expansion of business throughout the country through cooperation
(S6, O3, O4) Take advantage of the existing students and continue to search for partners
	(S1, T1, T2) Make use of brand advantage to further improve market share
(S2, S3, T2) Increase the strength of new curriculum and avoid policy risk
(S5, T3, T4) Seeking cooperation with foreign enterprises and forming pressure on domestic competitors
(S!, S2, T4) Make use of brand, cost and teacher's advantage to form pressure on foreign training institutions
	(W1, O3, O4) Increase the strength of advertising to further improve the influence
(W2, O2) Promote a balanced development of business with the help of strategic cooperation
(W3, W4, O4) Expand the team of teachers and provide professional training and management for teachers.
(W2, W4, O2) Control the speed of expansion and ensure the quality of teaching and brand management
	(W3, T1) Improve the quality and service of the curriculum through reform and innovation
(W2, W3, T5) Pay attention to the management of talents and the reserve of equipment
(W4, T2, T4) Increase curriculum innovation, adapt to changing policies and avoid risks



4.2.2 SPACE Matrix
(4.2.2 SPACE Matrix)
	Financial Strength
	Rating is 1(worst) to 6(best)
	Ratings

	1
	Liquidity
	5.0

	2
	Cash Flow
	4.0

	3
	Return on investment
	5.0

	4
	Leverage
	2.0

	Industry Strength
	Rating is 1(worst) to 6(best)
	FS Total: 16.0

	1
	Resource utilization
	5.0

	2
	Growth potential
	6.0

	3
	Financial stability
	4.0

	4
	Profit potential
	4.0

	Environmental Stability
	Rating is -1(best) to -6(worst)
	IS Total: 19.0

	1
	Demand variability
	-3.0

	2
	Price range from special courses
	-1.0

	3
	Risk involved in business
	-2.0

	4
	Price elasticity of demand
	-4.0

	Competitive Advantage
	Rating is -1(best) to -6(worst)
	ES Total: -10.0

	1
	Great experience
	-2.0

	2
	Teaching quality
	-1.0

	3
	Students’ loyalty
	-1.0

	4
	Study environment
	-2.0

	
	
	CA Total: -6.0



ES AVERAGE: -2.50
CA AVERAGE: -1.50
IS AVERAGE: 4.70
FS AVERAGE: 4.00
X COORDINATE: 3.20
Y COORDINATE: 1.50
STRATEGY>>> AGGRESSIVE
[image: SPace Graph.png]
Through SPACE Matrix, this report analyzes the current strategy of TELI is aggressive. It should keep this trend and be more aggressive in the next few years.

4.3  The Decision Stage
4.3.1 QSPM Matrix
(4.3.1 QSPM Matrix)
	Key Factors
	Weight
	Open branch institutes
	
	Adding special courses to stabilize students' loyalty
	

	Internal
	
	1 to 4
	
	1 to 4
	

	Opportunities:
	
	
	
	
	

	1. Good brand popularity
	0.05
	4
	0.2
	4
	0.2

	2. Excellent teachers and management teams
	0.18
	4
	0.72
	4
	0.72

	3. Outstanding corporate culture
	0.15
	3
	0.45
	0
	0

	4. Good assets are in good condition
	0.04
	3
	0.12
	4
	0.16

	5. Cooperation with domestic examination institutions
	0.18
	0
	0
	4
	0.72

	6. Positive corporate image
	0.03
	4
	0.12
	0
	0

	Weaknesses:
	
	
	
	
	

	1. The development of business is unbalanced and pay more attention on early years’ education, less attention on adults’ education
	0.1
	4
	0.4
	1
	0.1

	2. The speed of expansion is too fast, the teachers and management talents are insufficient, which leads to the decline of teaching quality.
	0.12
	4
	0.48
	0
	0

	3. Teaching equipment needs to be improved
	0.15
	3
	0.45
	0
	0

	External
	
	
	
	
	

	Opportunities:
	
	
	
	
	

	1. The policy issued by the government is becoming more and more conducive to the development of English Education
	0.08
	0
	0
	1
	0.08

	2. The economy is stable and the scale of the English education and training market is expanding.
	0.12
	4
	0.48
	0
	0

	3. Parents are paying more and more attention to the investment in English education due to the pressure of employment and education.
	0.05
	0
	0
	2
	0.1

	4. The development of the Internet provides convenience and support for English teaching activities
	0.15
	2
	0.3
	3
	0.45

	Threats:
	
	
	
	
	

	1. The competition in the English education industry is becoming more and more intense.
	0.2
	4
	0.8
	2
	0.4

	2. The establishment of foreign educational enterprises has impacted the development of local educational institutions
	0.1
	3
	0.3
	0
	0

	3. Restricted by domestic examination institutions
	0.1
	0
	0
	2
	0.2

	4. The internet education has an impact on the traditional English education model
	0.2
	3
	0.6
	1
	0.2

	Total:
	2
	
	5.42
	
	3.33


Through QSPM Matrix, TELI should open branch institutes rather than adding special courses to stabilize students' loyalty. That because with the continuous development of the times, the needs of students and parents are constantly changing. If only add courses to pursue the satisfaction of existing customers, the overall development of the company will become slow.
[bookmark: _GoBack]
5.0 Evaluation of the Strategy- Formulation Framework
5.1  Advantages
The main benefits of strategic-formulation framework are given below.
1) Direction: They enable management to ensure that organizations are moving in the right direction and take corrective actions when needed.
2) Guidance: They provide guidance. Everyone in the organization, including managers and workers, knows what is going on; how their performance is compared to expectations; and what needs to be done to maintain good work or improve performance.
3) Confidence: Information, about good performance, inspires everyone's confidence. These people in the organization may be more motivated to maintain and achieve better performance levels, so as to maintain their resume (BHANDARI, 2013).

5.2  Limitations
The main weakness of strategic-formulation framework is subjectivity.
1) Subjectivity: The source of data is derived from the experience of the composer, and it is easy to make mistakes. If the composer is not professional enough, the result of the data is liable to be wrong. The wrong result may lead to the wrong direction of the development plan, thus affecting the development of the whole company. 

6.0 Planned Communication Strategy
Communication strategy is a well-planned series of actions aimed at achieving certain objectives through the use of communication methods, techniques and approaches (Paolo Mefalopulos, Chris Kamlongera, 2004). This planned communication strategy included several questions, and also be consistent with the filed findings and the project framework, feasible and effective.
Phone Allen (CEO-2 Hour)
Phone Sally (Manager-1 Hour)
Phone Sophie (Senior Staff-1 Hour)
Phone Cissy (New Staff-1 Hour)
Main Questions
Q1: What is the previous and existing mission? How do you achieve them?
Q2: How much time do you spend on communication every day at work?
Q3: Do you get enough public information about the company through existing open channels?
Q4: Do you think your superiors are willing to listen to their subordinates?
Q5: What are your suggestions for the future development of the company?
Q6: What do you like most about the company?
Q7: What do you dislike most about the company?
Allen said, he hopes to set up new courses, such as online courses. To create a marketing platform based on official websites, provide comprehensive training courses for customers, and provide online consultation / registration fee payment and other services. TELI should be careful, cultural officials to do a good job of the official website construction, maintenance and update work, the use of the official website to maintain and promote a good brand image.
Sally said, she hopes to play a positive coordination function, coordinate the division of work and cooperation between the departments and employees, and ensure the mutual understanding and support of different levels, different departments, ensure the smooth operation of the business and the smooth implementation of the company strategy.
Sophie said that as an old employee, she was able to develop her greatest potential when the company chose to implement the new strategy, guiding and encouraging new employees to quickly integrate into the TELI.
Cissy said, she is willing to contribute to the implementation of the strategy of an enterprise.

7.0 Benefits
China is a country with a large population, in order to improve the level of education, the state has been vigorously developing the public trading, but the lack of educational resources and regional education development imbalance is still serious (National Center for Educational Research and Development, 2001), the chain business model of private education with its own advantages, transportation of low cost and high quality education resources, the development of homeopathy. The benefits are as follows:
*High success rate
*Short learning curve 
*Brand advantage
*Common advertising and promotion

8.0 Risk Assessment
There are certain risks and problems in the process of the implementation of the mode of education chain, and the following risks are arranged according to the high to low:
*Lack of sound supervision and protection of laws and regulations (High Risk)
At present, there are no perfect laws and regulations in China to regulate operation of educational chain, and no industry standard that can be referenced. There is no effective monitoring means between the headquarters and franchisees' obligations and rights (Beijing University, 2015).

* Cooperation between the two parties in the chain management interest chain (High Risk)
For the alliance system, the most dangerous situation is: the franchising individuals will operate independently from the chain system in order to improve their strength (Matthew R. Marvel, 2012), which will cause great harm to the stability of the whole chain system.

* The influence of the examination economy on the healthy development of the chain of education (Medium Risk)
The examination economy occupies a large proportion in China's educational chain market, and excellent English is not an educational institution catering to examination training. It is not speculative and does not conform to the market nature of today's education.

* Customer loss risk (Low Risk)
Nowadays, the market of education is vast, and the choice of students and their parents is also diverse. This will lead to the instability of students' choice, resulting in the loss of customers.
9.0 Quality Management
Quality should be managed-it does not just happen (John S Oaklan,2012). Understanding and commitment by senior management, effective leadership, teamwork, and good process management, are fundamental parts of the recipe for success (John S Oaklan,2012). This report will use the researches and consultant experience to assemble a comprehensive and practical work mode, and its return is lower cost, higher efficiency, higher customer loyalty and credibility.

10.0 Project Team
A consultant is a person who provides the customer with the professional skills or services that the customer needs but may not have. Frequent customers have the ability to be independent (Henry Rowson, David Wright, 2004). The author has been the Deputy Director of the Office of Academic Affairs in True English for two years, working as the main lecturer of adult English courses. Not only these experiences have been beneficial for my project team, but also I am taking a professional study in Carmarthen Business School at University of Wales Trinity Saint David. Therefore, I will get the best solution through the understanding of excellent English and the integration of professional knowledge.

11.0 Cost
According to the Strategic-Formulation Framework programme, the costs mainly includes the following aspects:
1. Risk prediction fee- 360RMB (about 40GBP)
2. Preliminary investigation fee- 270RMB (about 30GBP)
3. Depth investigation fee- 360RMB (about 40GBP)
4. Three times consulting fee-100/h-700RMB (about 78GBP)
This consultation fee is a total of 1,690 RMB, about 188 GBP.
(Not including the elastic costs)
Elastic costs refer to the excess cost resulting from the changes in the volume of business during the forecast period, which changes as the volume of business changes (Maohua Jie,2006).

12.0 Recommendation
It has been discussed that (Analoui, F., 2000) successful strategy relationsation is determined by the coherence of decisions and actions of all employees at all levels of the organization, and not just by the people who originally defined the strategy (Azhdar Karami, 2016). The Strategy-Formulation Framework can lead this project into a right direction, and give the author and employees of TELI a clearly guidance. Therefore, the author make the development of the Strategy- Formulation Framework in TELI into three strategies: Short-term Strategy, Medium-term Strategy and Long-term Strategy. The short-term strategy is optimize the resources in the TELI, improve the level of teachers team and management level in 1 year, and lay a strong foundation for the medium term strategy. The medium-term strategy is to develop the TELI growth in becoming a multiple cities education provider in 3 years, plans to establish branches in these cities: Jinan, Qingdao and Weifang. The long-term strategy is to build TELI as a leading enterprise in China's foreign language training institutions through continuous chain development at least in 5 years.

13.0 Final recommendations
Combined with the current situation and the current development of TELI, the author thinks TELI should choose the strategy of combining online and offline education and developing O2O (online to offline) teaching mode. O2O, model as a new e-business model, is no longer a new word. E-business products and services of O2O model, such as group purchase, takeout ordering, and car hailing services, have already penetrated into people’s daily lives (Qiongwei Ye, Baojun Ma, 2017). O2O always use in business but also fit in education. Facing the challenge of network education from competitors, TELI should make use of the strong advantages of traditional offline education and combine advanced Internet technology to form a good interaction between online and offline education. TELI should energetically innovate the teaching mode, extend the product of the offline class to the online service, pay attention to the development of two-way interactive education system, and realize the integration and sharing of educational resources in a wider range, wider field and higher level.

14.0 Conclusion
To sum up, this report chooses Strategy-Formulation Framework to analysis the TELI’s current conditions. Outlines strategies and discusses how to achieve goals, reflecting, the role of consultants, the role of authors. Critical thinking and have ability to propose evidence based arguments, in which the statement of "facts" will receive appropriate, authoritative and up-to-date support to support the changes in the TELI choose. 
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