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Executive summary 
This document is the initiation document of the consultancy project of Normans travel agency entering international tourism market and using Scandinavian countries as starting point. This document clarifies the aims and objectives of the consultancy project. A brief background of the company as well as the consultancy project is provided. This document also sets the analytic tools used in the consultancy project and offers preliminary ideas on the possible issues and benefits to the company. 
1. [bookmark: _Toc2693743]Project Justification
[bookmark: _Toc2693744]1.1 Project Aims and Objectives 
This motivation behind choosing this particular project is based on the knowledge I have acquired during the past years especially in the bachelor program and my interest for tackling practical issues in organizations especially in SMEs (Small and Medium Enterprises). During the past years, the Chinese tourism industry especially the international tourism has boosted even after the 2008 financial crisis when the global tourism market has been severely hit (Conrady and Buck, 2007). As shown in statistics, the revenue of Chinese tourism market together with international tourist expenditure has expanded several folds during the past decade (Arlt, 2006; STATISTA, 2019). The number of travel agencies have also grown at a steady rate. At this time when the Chinese tourism market continues to grow, and more Chinese tourist are considering travelling overseas, it is particularly interesting that whether a well-established travel agency covering domestic market can expand into overseas travel agency market. This is the motivation for choosing this project. 
This project’s objective is to conduct a solid market research together with internal and external scanning of the company to produce a feasibility report on the company’s strategy of entering overseas tourism market. The company has set the market entry country as the Scandinavian countries. This project is also to conduct market and cultural analysis of the Scandinavian tourism market to discover the feasibility of setting Scandinavian countries as an entry point. 
[bookmark: _Toc2693745]
[bookmark: _GoBack]1.2 Project rationalization 
The necessity of this project stems from two aspects. The first is the need from the Normans travel agency to consolidate its position in the market especially when facing the challenges from online travel agencies such as Ctrip and emerging players in the market such as Fliggy (from Alibaba). According to statistics, market share of online travel agency (OTA) in China has reached 85% (Zhang, Denizci Guillet and Kucukusta, 2015). Except in the segmented market such as business and government trip and tourism site entrance ticket sales, the market share of traditional travel agencies is being quickly seized by OTAs. 
Besides the competition from OTAs, the challenges also come from the market itself. With the growing of disposable income of Chinese, many are now choosing to travel overseas especially the Y generation (people born in the 1980s and 1990s) (He and Wei, 2014). The overseas travel has been a necessary market that every travel agency is trying to enter in China. The major destinations of international tourism of Chinese tourists are located in east Asia (e.g. South Korea and Japan), the north America and western Europe. The Scandinavian counties (Denmark, Norway, Sweden, Iceland and Finland) have not been the most popular destination for Chinese travelers in recent years (Zhang and Heung, 2002). However, with the unique culture and landscapes in Scandinavian countries (Booth, 2014), more and more tourists are considering travelling to Scandinavian countries especially those who have years of experience of traveling overseas. 


2. [bookmark: _Toc2693746]Business Case and Project Approach 
2.1 [bookmark: _Toc2693747]Background of the project 
Normans travel agency is a private travel service package provider. As an agency targeting high-end customers, it has mature experience in providing tailored services for domestic travelers both on business and leisure trips. Benefiting from the explosion of domestic tourism industry in China during the past decade, the company has maintained a good performance with steady customer relationship and revenue growth. However, in recent years many customers have turned to OTAs and inquired on whether the agency provides overseas services. 
It is estimated that high income and upper middle-income class in China will consist of 35% of entire population. Regular passport holders have also increased three times from 2012-2017 (Amato, 2018). This fosters a strong need for overseas tourism of Chinese travelers. With the publicity of overseas tourism become visible in both major cities and small cities in China, many people from small cities in China are also considering travelling abroad. As argued by Rodgers (2001), tourism is about seeking the unique and spectacular experiences. With more travelers spending vacations abroad, the high-end customers will inevitably seek destinations with less popularity. Scandinavian countries have been popular in China in architecture, designing and unique style of cuisine for years. The fame of the tourism sites in these cities are exactly favoring the needs from high-end tourists in China. To seize this opportunity and consolidate a position in Chinese overseas tourism market, the company is dedicated to exploring the possibility of designing a new overseas tourism service starting at setting Scandinavian countries as a tourism destination. 


2.2 [bookmark: _Toc2693748]Potential issues, benefits and outcomes of the project 
· [bookmark: _Toc2693600][bookmark: _Toc2693749]Potential issues 
As the consultant is not equipped with years of experience in practical consultancy, the issues in this project can stem from the lack of capacity to deal with practical problems such as understanding the market trends and understanding the function of each department in the company. The other issue is that the travel agency has been focusing on domestic tourism markets, hence the expertise and human resource of designing overseas travel service products can be lacking in the company. Choosing Scandinavian countries as the entry point can also be a hindering factor as the culture and customs in these countries are not as familiar to Chinese as typical western countries such as US and UK. To promote Scandinavian tourism to its own employees is as challenging as promoting this to customers. The first issue can be resolved by showing the strong ability of learning of the consultant. The consultant in this project is required to learn from the organization and provide expertise advices instead of simply demanding the organization to change. The second issue can be solved by providing a series of lectures or seminars promoting the tourism in Scandinavian countries to the managers as well as the employees. 
· [bookmark: _Toc2693601][bookmark: _Toc2693750]Benefits to the organization 
The external consultancy can bring many benefits to one organization (Wickham, 2004). Despite the fact that many consultancy projects have not reached their pre-set targets, the organizational changes happening during the process can bring practical experience into the organization. As in this case, the feasibility research conducted by external consultant can help the travel agency to think and decide out of the box which represents the domestic tourism market in China. As the Chinese disposable income continuing to increase over time, the international travel will become a normal and routine leisure for Chinese. Right now the market is centered in major western and east Asian countries. To build competitive advantage, it is necessary for the travel agency to start researching the feasibility of using Scandinavian countries as an entry point. Comparing to other less popular tourism destinations such as middle Asia and east Europe, Scandinavian has well-established infrastructures and developed tourism industry (Hall, Müller and Saarinen, 2008). As one of the most developed regions in the world, Scandinavian countries have some of the most efficient and clean governments in the world. The high level of English proficiency can also help the travel agency to operate business. 
· [bookmark: _Toc2693602][bookmark: _Toc2693751]Outcomes of the project 
The outcomes of the project will be changes in the company’s marketing strategy, organizational structure if the feasibility of entering overseas tourism market using Scandinavian countries as an entry point is validated. If the feasibility is disproven, the outcomes will primarily be focused on the marketing plans and strategies of the company. The company will have to decide whether to stay on the strategy of entering overseas tourism market and change to another entry destination such as central Europe or Australia and New Zealand. As the changes brought by external consultant is often coincided with the long-term strategy of the company, the outcomes of this project might not be obvious at the early stage. Even the final outcomes are dependent on the result from the feasibility report, it is no doubt that the company will gain experience on the decision-making of expanding into a new market and gain valuable experience. 


3. [bookmark: _Toc2693752]Research Methodology 
The research methods adopted in this project will be secondary research methods as relying on the information from industry reports and case studies of other organizations. Industry reports will be referred mainly to the reports published by China National Tourism Administration and National Bureau of Statistics of China. The case studies will be referred to the empirical studies conducted by Qiu Zhang (2007), Lui et al.,(2011) and Lojo (2016). The feasibility research will also be relying on the internal and external analysis of the travel agency using classic tools as SWOT analysis and PESTEL analysis. The reason why SWOT is chosen is based on its simplicity and wide application across industries. Despite it being a simple tool, SWOT offers a clear framework of the organizational opportunities and threats. As tourism industry especially, the international tourism industry is heavily affected by international politics such as diplomatic relations between destination country and origin country. A simple external analysis is not enough. PESTEL analysis offers a framework of analysis covering all the factors that can possibly affect the feasibility of the market expansion of the company. The feasibility analysis will also refer to the cultural analysis tool developed by Hofstede (Hofstede, 2003). The availability of the information is high as most information can be accessed directly online and the analysis tool is within the expertise of the consultant. The information can be biased as no direct contact is made to Normans travel agency. This bias can be minimized by referring to the case studies of the major players in Chinese international tourism market such as Qiongyou and Ctrip. 


4. [bookmark: _Toc2693753]Consultant 
The reason why I should be the external consultant is based on the fact that I have received extensive training on international business and communication. I have extensive experience in designing the tourism service products based on my own experiences in travelling in many countries. I can serve as a consultant from both the perspective of providing expertise in international business and marketing and the perspective of a high-end customer. 
I have always been interested in discovering hidden issues in organizations and exploring strategic and marketing plans to solve these issues. My course in bachelor program have enabled me to dive deep into the organizational level to discover problems as an outsider. My knowledge in international marketing and communication can help the travel agency to effectively reduce the cost in communication and marketing planning. 


5. [bookmark: _Toc2693754]Project Plan 
The project plan is produced referring to some of the typical cases in marketing and feasibility consultancy projects (Kampira, 2018). The first phase of the project is to conduct robust internal organizational analysis using SWOT analysis model and external market and environment analysis using PESTEL analysis. A market report and organization summary will be produced at the end of this phase. The duration of this phase will be 1-2 weeks. The second phase of the project will be designing detailed market entry strategies using the conclusions from SWOT and PESTEL analysis. The market entry strategy will be assessed  referring to the work from Gluckler (2005). The feasibility report will be conducted based on the comprehensive assessment from the internal and external environment analysis and the market entry strategy assessment. A finalized feasibility report will be produced at the end of this phase. The duration of this phase will be 2-3 weeks. The third phase of the project is the wrap-up of the reports and assessment of the project on whether it reaches the target set in the beginning. The reports will be organized and used as reference in the future. This phase will be less than 1 week. 
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