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1. [bookmark: _Toc30045179]Executive Summary
This project will be carried out by Secondary School Attached to Huazhong Agricultural University to attract more excellent students of Wuhan city through the outstanding enrolment rate for key high schools and unique its school-running characteristic. Secondary School Attached to Huazhong Agricultural University is a 9-Year school with Chinese characteristics, which includes primary school and secondary school. (School Attached to Huazhong Agricultural University, 2019) This project is focused on the stage of secondary school. 

[bookmark: _Hlk30015605]Business case is that this school has a lot of room to be improved. Compared with other schools, the average number of students attending the high school entrance examination is about 70 every year, which is too small. Although this school achieved first place in the enrolment rate for key high schools in Hongshan District last year, it lacks unique characteristics to attract students outside Hongshan District to apply for admission.

Environmental analysis is the primary research of the project to demonstrate changes in the environment and its impact on the recruitment process of this school. SWOT analysis, competitor analysis and stakeholder analysis are used to analysis its internal and external factors which relevant the development of this school.

Operational Requirements and resources are the fundamental of the project. It relates to the people, resources, finance, time, technology and auxiliary data and so on. The project management approach Agile is be used to implement this project, which divide the project into different independent iterations in order to manage flexibly. And some constraints and risks may encountered need to be overcome during the process. The recommendations to help this project keep going forward is keep funding sufficiently and control application numbers. 

The school that this project focused on is small-scale, the online data information is not updated in time, so the data of number of applicants enrolment rate for key high schools and general high school and number of staff in recent years is collected through e-mail, the writer contacted the human resource department of School Attached to Huazhong Agricultural University and received reply in time.





2. [bookmark: _Toc30045180]Introduction
[bookmark: _Hlk29765160]School Attached to Huazhong Agricultural University is a nine-year compulsory education school in Hongshan District, Wuhan city, China, which was formed in September 2009 by the merger of the Secondary School Attached to Huazhong Agricultural University founded in 1950, and the Primary School Attached to the Huazhong Agricultural University founded in 1957. (School Attached to Huazhong Agricultural University, 2019) It should be explained that China is currently in the examination-oriented education environment, most of the school evaluation is based on graduation exam results, China’s secondary school is a three-year system, and the school ranking criteria are based on the high school entrance examination results. (Tan, 2016) This project is focused on the Secondary School Attached to Huazhong Agricultural University. There are 20 teachers and 280 students. The enrolment rate for high schools is ranked 1st in Hongshan District and 15th in Wuhan city in 2018. (School Attached to Huazhong Agricultural University, 2019) 

The main objectives of this project are as follows:
1. Opening the quota to the students of whole Wuhan city from 2020. 
2. Set up subsidy funds for poor students and scholarship system for outstanding students from 2020. 
3. The number of applicants increase by 35% by 2023.
4. The school ranks among the top 10 middle schools in Wuhan city by 2023.
5. The enrolment rate for key high schools increase by 10% by 2023.

3. [bookmark: _Toc30045181]Business Case 
Business case is the heart of a project, it is similar to the concepts of project justification or project value analysis. It answers questions as follows: Why should we start this project? What problems can the project solve? What are the benefits to the organization? Whether the project fits with the organization’s core strategy? (Panwar, 2017) 

Compared with other schools, the number of students in this school is too small. The average number of students attending the high school entrance examination is about 70 every year. (Sohu, 2018) Because it only opens the quota to the students who graduate from Primary School Affiliated to Huazhong Agricultural University and the children of professors of Huazhong Agricultural University. 

Although this school achieved first place in the enrolment rate for key high schools in Hongshan District last year, (School Attached to Huazhong Agricultural University, 2019) it lacks unique characteristics to attract students outside Hongshan District to apply for admission. For example, there is no accommodation in school, no special classes, such as classes for art students, and no clear student reward system, it has much room for improvement. 

Compared to 2018, the rate of enrolment for high schools in 2019 has dropped from73.9% to 68.83%. (School Attached to Huazhong Agricultural University, 2019) More high-quality students must be recruited if they want to maintain enrollment rate for key high school and district rankings in Wuhan.

There are many advantages and benefit for the school to complete this project:
Firstly, open the quota to the students of whole Wuhan city who fit the admission rules can enrich school diversity, improve the inclusiveness of this school and increase the awareness of this school across different districts in Wuhan. (Gao et al, 2012)

Secondly, set up subsidy funds for poor students and scholarship system for outstanding students. Improving school characteristics, the popularity of this school and reputation of headmaster will also increase. Students who study well but in poverty can apply for this school and receive a living allowance during study in here, while setting up scholarships is also a motivation for students to study harder, it is also a competitive advantage to attract students. 

Thirdly, there is no business circle around this school, attracting more students outside Hongshan District can drive the business environment around it. For example, rent an apartment for the students who live far away from school, the landlords will make a profit every year and the school district housing prices will rise because of the increasing number of students who rent the nearby house with their family. And more restaurants will be opened near the school to relieve the pressure on the school canteen, which can also drive the rapid development of the economy around the school

4. [bookmark: _Toc30045182]Environmental analysis
Environmental analysis is the primary research of the project to demonstrate changes in the environment and its impact on the recruitment process of this school.

[bookmark: _Toc30045183]4.1 SWOT analysis
SWOT analysis is used to compare its strengths and weaknesses with competitors and to achieve the project's purpose from seizing opportunities and overcoming threats. (Jobber and Ellis-Chadwick, 2019)

Strengths:
Well-known reputation: This school is affiliated with China’s well-known university, and it has a history of 70 years. (School Attached to Huazhong Agricultural University, 2019) Besides, the quota of recruiting students is limited in previous years, many outstanding students want to apply this school but be refused, it was to ensure school level by controlling the source of students. 

Excellent enrolment rate for key high school: The enrolment rate for high school and key high school is 68.83% and 64.94% separately, which are both ranked 1st in Hongshan District. (School Attached to Huazhong Agricultural University, 2019) 

High quality of teachers: All the teachers have undergraduate degrees, and 30% of them have postgraduate degrees, providing strong human resources to guarantee the quality of teaching. (whzgr, 2019) There are regular teacher trainings and study opportunities to improve their teaching level. (School Attached to Huazhong Agricultural University, 2019)

Modern facilities: Teaching facilities and equipment to reach the level of educational modernization. This school has computer rooms, music room, art room, science and technology innovation laboratory, library, physics laboratory, chemical laboratory, biological laboratory, recording studio, ecological park, etc. Medical equipment, sports equipment is fully equipped, plastic ring runway and fully functional sports field for students to exercise. (School Attached to Huazhong Agricultural University, 2019)

Weakness: 
Lack of special-grade teachers: The school lacks famous teachers with many years of teaching experience to speak for it. Parents consider the team of teachers when choosing a school for their children, they may prefer the school which have famous teachers. (Sohu, 2019)

Scope of enrollment is limited: It opens admissions only for the children of professors at affiliated universities and the students graduated from Primary School Affiliated to Huazhong Agricultural University. (Sohu, 2019)

No unique characteristic: There is no interest class or special student class, the goal of this school is mainly focus on giving opportunity for students to enter high schools. (School Attached to Huazhong Agricultural University, 2019)

No student dormitories: No dormitory would cause students who live far from the school or who are unwilling to rent near the school to give up their application.


Opportunities:
Potential student and teacher resources: Wuhan is a talented place, (Yi and Kun, 2017) expanding the admission quota to the entire urban area will improve the proportion of high-quality students in school, and in the case of increasing the total number of students to maintain excellent key high school enrolment. Besides, school can recruit outstanding young teachers among outstanding university to keep teaching team alive.

Attracting investors and developers: As a secondary school affiliated with a famous university, many investors want to cooperate with this school, and more students enrolled means there are more business opportunities, this school can benefit operational funding from investors. Developers create new business circle, which can improve the living standards of residents near the school. 

More competitive advantage: Set school policies such as scholarships and grants will give it a greater advantage in attracting students.
 
Good location: This school is located in the center of Wuhan, Hubei Province, there are many school districts houses for families to rent, because of the traffic situation in China’s big cities, many Chinese parents choose to rent house near the school to save their children’s time on the way to school.

Threats:
Insufficient funds: expanding campuses and improving the teaching environment, enrollment publicity and so on all need a lot of capital investment, the school was originally small, and there is fixed capital expenditure, if there is no investment from investors, it is difficult to expand enrollment.

The competition is fierce: The number of famous schools in downtown of Wuhan is large, it is challenging to stand out from the crowd, and the number of school-age students in the city is fixed, if large group of excellent students choose other schools, the school may face a decline in school rankings..

[bookmark: _Toc30045184]4.2 Competitor Analysis
Competitor Analysis is a systematic tool for thinking and analyzing competitors, the main purpose of which is to estimate the strategies and responses that competitors may take to the organization’s competitive actions to effectively develop their strategic direction and strategic measures. (Hatzijordanou, Bohn and Terzidis, 2019)

In the context of intense educational competition, main competitors of this school are Wuhan Foreign Language School, Wuhan Wuluolu Middle School, Hubei Huayi Boarding School, three of which are prestigious schools in Wuhan. (Mu, 2019) Parents of primary school graduates may consider these three schools in the first place, and if Secondary School Attached to Huazhong Agricultural University want to compete with these three schools for student resources, it must identify its unique strengths and innovate new strategies to attract students. 

The following is mainly a comparative analysis of data of high school entrance exam of these four schools in 2018 and 2019, i.e., the number of students taking the high school entrance exam, the enrolment rate for key high schools, the enrolment rate for general high schools. These four schools are located in different districts, but the number of Wuhan’s outstanding primary school graduates are limited, these data are the reference for parents to choose school, Wuhan Foreign Language School are leading the way, the other two schools also have good data, Secondary Secondary Attach Schooled to Huazhong Agricultural University is urgent to close the competition gap in such fierce competition.
	Name of School
	Average number of students taking the high school entrance exam
	the enrolment rate for key high schools in 2019 (Score of exam≥404)
	the enrolment rate for key high schools in 2018(Score of exam≥402)
	the enrolment rate for general high schools in 2019( Score of exam≥388)
	the enrolment rate for general high schools in 2018( Score of exam≥388)

	Wuhan Foreign Language School
	302
	96.36%
	94.9%
	97.68%
	96.6%

	Wuhan Wuluolu Middle School
	95
	72.6%
	59%
	81.1%
	80.5%

	Hubei Huayi Boarding School
	572
	87.6%
	86.5%
	93.9%
	91.8%

	Secondary School Attached to Huazhong Agricultural University
	77
	64.94%
	59.4%
	68.83%
	73.9


(Data Source: Mu, 2019)

[bookmark: _Toc30045185]4.3 Stakeholder Analysis
Stakeholder analysis is used to to help organization identify the impact of key stakeholders in strategic development. (Park, 2012) Stakeholders of this school include: parents and students, teachers and school administrators, investors, education administration departments, community where the school is located. The following is specific analysis.

Students and parents
Students have a dual identity for the school. On the one hand, students are the object of school service, enjoy the right and obligation to receive education, which can be regarded as the direct consumer of school services. (Mishra, Jha and Gupta, 2012) But at the same time, they go to higher level schools through this school to have further study, in this sense, they are the school’s “product”, the quality of the students’ education affects the students’ personal growth, future working life, and related to their families and even the future of the country’s development.

Parents send their children to school and pay high educational costs so that their children can receive a good education. Therefore, the relevant interests of students and parents are to get a good education and then enter a key high school to have further studies. This requires school to do everything possible to improve the professional level of teachers, strive to improve the quality of education and teaching, the creation of learning school, with high-quality as a support to promote the characteristics of school.


Teachers and school administrators
Teachers are the organizers and implementers of educational and teaching activities, if teachers have not enthusiasm, initiative, creative play, any of the school’s task activities will not be able to promote. (Romano, 2012) Growth, success and achievement are also important pursuits of teachers.

Secondary School Attach Schooled to Huazhong Agricultural University, investors and funders are not owners of school, but are simply the administrators of this school. The strength of personal quality of administrators will directly affect the survival and development of school’s development, because they make decisions about the direction of school development. (School Attached to Huazhong Agricultural University, 2019) 

Therefore, the interests of teachers and school administrators, in addition to the basic economic interests, the more important needs are the exercise of democratic rights, the relaxed working environment, the embodiment of professional values and the promotion of the spiritual realm.The school should involve teachers and administrators fully in the management and decision-making, creating a dynamic work environment for every faculty member.

Investors
Secondary School Attached to Huazhong Agricultural University is not a private school, (School Attached to Huazhong Agricultural University, 2019) the purpose of running this school is not profit-oriented, investors are equivalent to the school’s partners to promote the development of the school, so investors from which is gain the reputation of the partner school and charitable return on investment.

Education Administrative Department
The administrative department of education needs to assume the responsibility of supervision and management of school education at all levels (The Central People’s Government of the People’s Republic of China, 2019) and pay more attention to secondary school education, constantly improve the quality of the people and maintain social stability.

The community where the school is located
Any school is in a community, and every community is very concerned about the development of schools in their own community, there is a situation in China: the housing prices of communities which have educational resources significantly higher than the community does not have educational resources, (Zhou, 2018) which also led to many real estate developers in the real estate development to vigorously introduce educational resources, or prioritize investments in areas near schools. The expectation of the community is that the school can produce more talents to increase the talents atmosphere.
5. [bookmark: _Toc30045186]Operational Requirements and Resources
Operational Requirements and resources are the fundamental of the project. It relates to the people, resources, finance, time, technology and auxiliary data and so on. Operational Requirements are procedures or a series of actions to identify basic competencies or actions to achieve the desired results in order to address mission area defects, evolving applications or threats, emerging technologies or system cost improvements. The project starts with the idea of action, identifying assumptions and constraints, and making the project successful. These are the basis of requirements. (Lewis, 2007)

People:	This project needs 3 special-grade teachers, because younger teachers in the school can learn from special-grade teachers and improve the overall quality of teacher team; they may increase the reputation of the school through their own well-known name. But these reputable teachers may be reluctant to work in this school, so we can convince them through the school’s future planning and provide benefits and salaries that are no less than other school provided for them.

Time: This project needs 3 years to completed. The students who will take the high school entrance examination in 2023 is the students who enrolled in 2020, (Chinese secondary school system is three years)  then compare the number of applicants for the school in 2023 with the number of applicants in 2020 to check whether the school have achieved the expected goals. It may happen that the time is too short to explain the problem effectively, then we can wait another three years to compare.

Funding: RMB 200,000 yuan per year. This includes renting student apartments of around 130,000 yuan, three special-grade teachers' salaries of about 30,000 yuan, grants of about 15,000 yuan, and scholarships of about 25,000 yuan. It may happen that no one is willing to invest to set the scholarship and grants system, school can obtain the loan from bank if the funding is not enough. 

Promotion: parents of primary school graduates in Wuhan city is the target of publicity, and then there are three ways to promote. First, promote to parents of primary school graduates through WeChat group, parents can scan WeChat code into the propaganda group, and publish enrollment information and school details in the group to let parents know more information about this school; Second, parents can click on the school’s home page to view information through the advertising window when they on the Internet; Third, Set open day for students to visit, parents can bring their children to the school on open day to experience the school environment to feel the learning atmosphere.

Data: It is a small-scale school, the online data information is not updated in time, so the data, such as the experience of other outstanding schools and their previous school-running materials, can be collected through email to these schools if their official website have not useful information.

6. [bookmark: _Toc30045187]Project Management
Project management is the project manager who, under the constraint of limited resources, uses the systematic viewpoint, method and theory to effectively manage all the work involved in the project. (Anon, 2013) A key factor that distinguishes project management from “management” is that it has final delivery results and a limited time span, unlike ongoing process management. As a result, project professionals need a wide range of skills and good business awareness. (Portz, 2014)

This project uses the method of Agile analytics. Agile analytics is a highly evolved and collaborative process in which developers and project stakeholders work together on a real-time basis to understand project information, identify what needs to be built, and selectively build better projects in the process. (Collier, 2012) The main advantage of agile project management is the ability to respond to problems throughout the project. Making the necessary changes to the project at the right time saves resources and helps deliver successful projects on time and within budget. (Carroll and Morris, 2015)

Using Agile to manage the project and divide the project into four independent iterations, namely the year 2020, 2021, 2022, 2023 and test the final project results in 2023 and Gantt charts can be used to carry out the project.
[image: ]Iteration 1:
Step 1: In January 2020, set up a special team to expand the number of enrolment students
Step 2: From January to February 2020, the group will conduct a market survey of key junior high schools in Wuhan, learn about the experience of running excellent schools, and collect data on the number of applicants from other schools and the enrolment rate of key high schools etc.
Step 3: From February to March 2020, attract investment across China to ensure that budget funds are in place by April.
Step 4: From March to April 2020, recruit special-grade secondary school teachers nationwide, and select three candidates by May.
Step 5: In May 2020, set a target of 300 applicants and 100 admissions, and put into publicity, online and offline at the same time.
Step 6: In June 2020, the secondary school entrance examination will be announced, and the admission results of this school will be announced in July.
Step 7: In August 2020, calculate the number of admissions and whether the number of applicants meet the goal.
Step 8: In September 2020, two special classes with outstanding students will be established, and a scholarship system and subsidy system for poor students will be set up and release to students.

[bookmark: _Hlk30045452][bookmark: _GoBack]The Iteration 2, Iteration 3 and Iteration 4 are similar to Iteration 1, the main difference is compare the number of applicants, school ranks among secondary schools in Wuhan and the enrolment rate for key high schools in 2023 with these numbers of 2019 in Iteration 4, which is to test whether this project meet the goals.

7. [bookmark: _Toc30045188]Recommendations 
Thera are some recommendations to help this project keep going forward. The conditions for a successful project are diversity, such as clear goals, cohesive team, effective communication, accurate cost estimates, highly qualified team members, project-through funding, efficient planning and control, good systems and standards, and so on. (Lock, 2007) There are mainly two recommendations for this project.

First, Funding should be sufficiently. Recruiting students outside Hongshan District needs to provide students with accommodation and the cost of renting an apartment is expensive. (Zhou, 2018) Although only part of the cost of the student is charged, if there are too many students choosing accommodation, the school may not be able to afford it for long; The number of subsidy funds and scholarships and salaries issued each year is not small. Therefore, schools can attract funds from society, that is, attracting people who are capable and caring to cooperate with our school to invest in this part of the cost.

Second, the number of applicants should be controlled. Exceeded number of students will lead to insufficient teachers, the workload of the original teachers will increase, and the quality of teaching may decline, while recruiting more teachers will result in more teachers’ salary input and the management tasks of the teacher team becoming heavier. (Yong and Yue, 2007) At the same time, too many students cause the original school hardware facilities to be inadequate. Therefore, when the number of applicants is too high, the threshold for recruiting students cannot be low, but it cannot be too high. The best way is to keep the threshold for admission same as the previous years and enroll number of applicants original planned from the list who passed the application criteria.
These are the two main recommendations for this project, and of course, there are many other areas need attention, such as teamwork, clear project objectives, flexible project processes, etc., which all need to be guaranteed by the project team to ensure the success of the project.
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