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1. [bookmark: _Toc66631956]Company's background
The client, Fulum Group Holdings Limited ("Fulum"), operates in Hong Kong for more than 20 years. They have 2,219 employees by 31 March 2020 (Fulum, 2020, p. 14) and 80 restaurants as of 30 September 2020 (Figure 1). 

Figure 1: Number of Restaurants in Hong Kong and Chain as of 30 September 2020

Source: Fulum's Annual Report (Fulum, 2021a, p. 4)

The firm listed on Hong Kong Stock Exchange under stock code 1443 since November 2014, and it raised the capital to expand its foothold in Hong Kong and China. The group targets the mass and mid-range-to-high-end catering markets under various brands; Fulum and Sportful Garden are specialists of Cantonese cuisine, while Fulum Concept is a business line with a mixture of cuisine, from restaurants to food court (Table 1).

Table 1: Brands under Fulum Group 
	Brand/ Business line
	Specialty
	Targeted customers

	Fulum
	Cantonese cuisine
	Mass market

	Sportful Garden
	Cantonese cuisine
	Mid-to-high end market

	Fulum Concept
	Business line with a mixture of cuisine, from Korean, Sichuan, hot pot (a.k.a steamboat), desserts, and food court
	Mass market, some sub-brands toward younger generation


Source: Fulum's website (Fulum, 2021b)	
3. [bookmark: _Toc66631957]Purpose of this document
This document aims to define the project with sufficient details by demonstrating a sound basis for the management to assess the firm's critical issues.
 
Table 2: Profit/ Loss


Source: Fulum’s annual reports (2015, p.50; 2016, p.48; 2018, p.56; 2020 p. 54; 2021, p.17)


In terms of financial performance, Fulum's profit last year slumped to -637 million in FY2020, down from 25,580 million in 2019 (Table 2). The total number of restaurants reduced from 83 in FY2018 to 75 in FY2020 (Figure 3). 

Figure 2: Number of restaurants

Source: Fulum’s annual reports (2016, p.13; 2017, p.9; 2018, p.11; 2019, p.11; 2020, p.11; 2021, p.4)

While the business in Hong Kong shrinks related to political unrest and the microenvironment impact from the COVID-19 pandemic (Census and Statistics Department, 2021a), critical financial risk arises within the group from an on-going y-o-y loss since FY2015 (Table 2). This project initially defined an opportunity for the firm to expand the foothold in China and overseas.   

3.1 [bookmark: _Toc66631958]Aim of the project
This project aims to identify how the firm better position itself in Hong Kong, analyze segment and geographic markets, discover feasibility for overseas expansion with recommend strategy.

3.2 [bookmark: _Toc66631959]Project objectives
This project's desired outcome is to deliver a strategy for Fulum to retain a positive y-o-y profit within three years. By estimating the possibility of cost-saving to cease 30% of the low-performing business segment in Hong Kong by FY2022, analyzing the feasibility of expanding ten profitable restaurants overseas in five years and implementing a CRM database platform.

3.3 [bookmark: _Toc66631960]Project scope and deliverables
It comes to a mutual agreement with the project manager; this project will deliver strategies for the firm to retain profitability by i) Evaluate the feasibility of overseas expansion ii) Describe a cost-saving strategy iii) Predict the advantage of implementing a CRM database platform. 

Figure 3: Research model 
[image: ]
Source: Constructed by the author
3.3.1 [bookmark: _Toc66631961]In scope
This project will analyze the firm's critical financial performance and produce the least necessary project management documents. The firm agreed on the final scope (Figure 3) to align the presence of Fulum in Hong Kong and overseas with the revenue growth and business objectives. This project is to provide a market study to express the brand's position while enhancing customer interactions and engagement. The project aims to provide a thorough examination of all issues and assess business success probability, including feasibility to expand overseas, potential operation structure changes, and brand positioning strategy.

3.3.2 [bookmark: _Toc66631962]Out of scope
Implementation plan and support for overseas startups are not stated in this project. Fulum is responsible for any costs and liabilities for third parties or services partners associated with the action plan. 

3.4 [bookmark: _Toc66631963]Dependencies and assumptions
Fulum to ensure all necessary and appropriate stakeholders are available to participate in all essential reviews. Assuming the COVID-19 pandemic is stable, no further social distancing restrictions are imposed on the business; otherwise, changes to the project deliverables are necessary. Fulum will leverage a third-party leasing company to be mutually determined before implementing the overseas expansion plan. Fulum is responsible for all overseas expansion-related matters, including but not limited to legal, leasing, hiring, sourcing and/or business acquisition. 

4. [bookmark: _Toc66631964]Research methods
This project is a qualitative research that will make use of secondary data for exploratory study, which include but not limited to: the financial reports of the Fulum group; related economic data from the C&SD (Census and Statistics Department, 2021a); world economic outlook data from the IMF (International Monetary Fund, 2021); literature review; and financial performance from other peer competitors who have overseas operations, such as Tsui Wah (Tsui Wah Group, 2021), Tai Hing (Tai Hing Group Holdings Limited, 2021), Ding Tai Fung (Din Tai Fung, 2021) and Tim Ho Wan (TimHoWan, 2021). 

The PESTLE analysis (Aguilar, 1967) and SWOT analysis are used in this research to identify the business's core competitiveness under the macro environment. Boston Consulting Group Matrix (Stern & Stalk, 1998) in this project is used to evaluate the business performance by segment and the product life cycle, which allows us to build new business strategies for the firm through Porter's Generic Strategies. RACI matrix and Impact Effort matrix are used to illustrate the stakeholders of this project and the project priorities. 

5. [bookmark: _Toc66631965]Project stakeholders
The table below illustrated the stakeholders associated with this project. 

Table 3: RACI Matrix
	
	R
Responsible
	A
Accountable
	C
Consulted
	I
Informed

	Feasibility assessment & recommendation
	Finance lead
	Project lead
	HR, Managing Director
	All departments

	Leasing negotiation
	Project lead
	Project lead
	Legal, Risk, Treasury
	Finance lead

	Proposal approval
	Project lead
	Project lead
	Managing Director
	All departments

	Communication plan
	Project lead
	HR, Public relations
	Legal, Managing Director
	All departments


Source: Constructed by the author


[bookmark: _Toc66631966]

6. Project impact 
This project aims to deliver positive impacts to the business sustainability (Table 4)

Table 4: Project impact
	Project Impact 
	Details  

	☑ Increase Profits  
	surface new opportunities for overseas expansion

	☑  Decrease Costs 
	narrow the cost structure by expanding to overseas

	☑  Customer Experience   
	increase market penetration in overseas markets

	☑  Associate Impact 
	increase career development and relocation opportunities 


Source: Constructed by the author

7. [bookmark: _Toc66631967]Recommendations
This project aims to deliver strategies that required low and high effort with high impacts.

Figure 4: Impact Effort Matrix
[image: ]
Source: Constructed by the author
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				Profit/ Loss
HKD'000		y-o-y change

		FY2014		180,058		12%

		FY2015		160,292		-11%

		FY2016		101,404		-37%

		FY2017		82,842		-18%

		FY2018		42,477		-49%

		FY2019		25,580		-40%

		FY2020		-637,103		n.m.

		Trend
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