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[bookmark: _Toc521610130]Executive Summary
With BCIE following Harnish's ‘Scaling Up’ philosophy (Harnish, 2014) this has effected the customer service levels BCIE aims to provide. The current system of enforced KPI’s and goals is causing staff to manipulate the system to their own benefit due to the organisation’s strategy of chasing a predefined ‘critical number’ staff must reach, that focuses on company revenue rather than important stakeholders, students. Bolton et al. (2014) claim service organisations put too much importance on their core performance, whereas they should consider the customer from the start and make the experience special and organisations choosing a differentiation strategy find competitors’ can move swiftly to offer something in response (Mentzer and Williams, 2001). BCIE’s differentiation strategy is not unique and it can be easily copied, differentiation can only be profitable if something different from competitors is offered (MacMillan and McGrath, 1997). The report recognises that BCIE’s employees form a core part of strategy and need to be encouraged rather than held back. To readdress a negative attitude of staff punishment by strict rules and to allow counsellors to continuing working with all students regardless of intake, a change management process to embed a new strategy into the organisation’s culture is considered and recommends that by refocusing counsellors to consider all students should help grow the organisation profitably.



1 [bookmark: _Toc521610131]Introduction
British Canadian International Education Limited (BCIE) is an established, multinational education agency, trading since 1999, based in the private sector. With a UK head office and 10 in-country offices (appendix A), BCIE employs over 80 employees worldwide, and places around 1500 students per annum within its network of over 180 UK, USA, Australia, Canada and Dubai based universities (BCIE, 2018a).
Grant (2016) upholds that strategy is less about making decisions and managers increasingly take more of a visionary perspective. An analysis of the strategic direction undertaken by BCIE’s directors to develop and sustain BCIE’s competitive position in relation to the organisation’s global vision and goals will link the strategic vision to the organisation’s core capabilities. Schoemaker (1992) suggests an organisation’s core vision will enable continued competitive advantage if the organisation’s members understand where the organisation wants to be and what must change to succeed this. Without this, Schoemaker continues, results in a disorganised strategy.
This report will identify the main strategic issues BCIE faces in maintaining its competitive position by summarising the key external and internal issues. Rumelt (2012) argues having a clear strategy can be significant to competitive advantage. Bowman and Ambrosini (2000) maintain that an organisation’s basis of competitive advantage is how it carries out its value creation; these are activities that effect an organisation’s strategy and, in the long run, its financial performance (Othman and Sheehan, 2011).
BCIE, as an international organisation, needs to evaluate the strategic options in relation to developing its global competitive strategy. To develop and sustain a global competitive position, organisations need an organised approach to build their competitive capabilities (Lessard, Lucea and Vives, 2013).
2 [bookmark: _Toc521610132]Corporate Global Vision and Goals
BCIE’s global vision embraces the principles in Verne Harnish's book ‘Scaling Up. How a Few Companies Make It…and Why the Rest Don’t’ (Harnish, 2014). Harnish’s ideologies for growing an organisation concentrate on purpose, core values, brand promises and strategic priorities (appendix B).
In the current competitive environment, customers expect exceptional customer service (Weinstein et al., 2015). BCIE’s purpose and core values concentrate on the customer (figure 1), with particular focus on customer satisfaction. Consumer happiness is key to how organisation’s develop strategy (Homburg, Koschate and Hoyer, 2005) and improving customer satisfaction can lead to better organisational performance (Koys, 2006). Enhancing the customer’s interaction can increase sales and, in turn, raise customer commendations (Homburg, Jozić and Kuehnl, 2017).
BCIE’s core values
1. Think like a customer
1. Never give up on and make the best choice for students
1. 100% customer satisfaction
1. Honesty, integrity and ethics come first
1. Innovation, not imitation 
1. Deadlines matter
1. Deliver on promises






Figure 1 BCIE's purpose and core values


3 [bookmark: _Toc521610133]BCIE’s Main Strategic Issues
An organisation’s management plans to maximise profit by establishing activities to facilitate this (Esmaeili, 2015). A SWOT analysis, a strategic planning tool to evaluate an organisation’s Strengths, Weaknesses, Opportunities and Threats, is used to identify BCIE’s internal and external environmental factors.
	Internal
	Strengths
· Trading for 19+ years, BCIE is the largest education agency in Nigeria with a UK head office adding perceived confidence and credibility to university clients and students.
· A ‘peace-of-mind’ package for students looking for a ‘One-Stop-Shop’ service; offering initial advice to mock visa interviews and help with booking flights and accommodation (BCIE, 2018b).
· BCIE pledges 100% student visa success and 100% customer satisfaction (BCIE, 2018c).
· BCIE counsellors have recognised agent accreditation (ICEF, 2018).
	Weaknesses
· BCIE’s student numbers are affected by fluctuations in exchange rates making overseas study too costly for international students (Rahimi, Halse and Blackmore, 2017).
· A recession, like BCIE experienced in Nigeria in 2017, reduces the number of overseas students enrolling (Oliff et al., 2013).
· BCIE’s standardises operations across all offices. McSweeney (2002) claims cross-national organisations should identify with Hofstede’s research into recognising cultural differences within countries.

	External
	Opportunity
· Interest in higher education abroad continues to grow (UKCISA, 2018).
· Forecasted growth for international education will rise from 1.8million (2000) to 7million (2025) (Knight, 2015).
· Universities are relying more on educational agents to recruit students (Legusov, 2017) and use of agents is increasing (Serra-Hagedorn and Zhang, 2011).
· Over 92% of UK institutions work with agents (Obaje, 2014).
· International student recruitment is becoming a bigger priority for institutions as providers contend for market share (ICEF, 2012).
	Threats
· Risk to changes in visa regulations (GovUK, 2017).
· BCIE trades in several currencies; currency and exchange rate variations may result in devaluation (Cooper, 2014) or increased transaction costs (Wuyts and Geyskens, 2005).
· Visa refusals can affect the relationship with universities, resulting in severed contracts. Newman University lost its Tier 4 visa licence because they passed the Home Office’s 10% visa refusal limit (Morgan, 2017).
· No data to establish agents’ credibility (GovUK, 2013) or mechanisms to demonstrate service quality (Stella, 2006).
· Absence of transparency about agent use by universities can damage the sector (Huang et al., 2016).
· No regulations in establishing agencies, agents are responsible for safeguarding good practice (Obaje, 2013).


3.1 [bookmark: _Toc521610134]Threat of Competition
As SWOT is a simplistic tool, a more investigative approach is often used to analyse the threat of competition (Närhi, 2015). Porter’s Five Forces of Competition, a framework that analyses an industry’s micro-environment concludes five forces decide competitive power (Deresky, 2017, p.251), analyses BCIE’s threat from competitors (figure 2).




Figure 2 Porter’s Five Forces Framework (adapted from Porter, 1998)











	Barriers to Entry
	University contacts required before setting up an agency, Gunnarsson (2011) claims universities desire quality before quantity.

	Customer Demand
	Education agents work for commission (Das, 2015) and with many agents in the market, most agents, like BCIE, provide their services free (BCIE, 2018d), so students have freedom of choice.

	Supplier Demand
	University contracts can be cancelled if agents fail to meet agreed numbers and because there is a cost to support marketing activities with the agent, universities choose a selective few agents (Soliman et al., 2018).

	Threat of Substitution
	Rise of online degrees (Deming et al., 2016), increasing fees for classroom-based learning students (de-Freitas, 2015), little variance between online and classroom-based learning (Means et al., 2010).
Governmental policy changes regarding overseas students (Knight, 2015), such as closing the post-study work visa (Gower, 2015).

	Internal Rivalry
	Competition from many agents; number of agents continue to rise (Obaje, 2014).


4 [bookmark: _Toc521610135]BCIE’s Corporate Level Strategy
BCIE has been following Harnish’s ‘Scaling Up’ strategy since April 2018; Harnish states following his principles can help organisations grow 20-30% a year (Han, 2016). Harnish’s framework is simple by linking long-term strategic planning to everyday activities through regular meetings and a system of templates (Metz, 2016).
BCIE’s corporate level strategy drives the organisation’s activities to meet a wide range of student needs by determining the procedures to accomplish the organisation’s objectives. The corporate level strategy communicates to the individual business units how to compete in their selected markets (Vancil and Lorange, 1975). 
BCIE’s strategic priorities focus on growing the organisation. Harnish’s strategy proposes organisations set short, mid and long term goals and an ‘audacious’ goal (figure 3).Figure 3 BCIE’s Strategic Priorities
BCIE Strategic Priorities

Strategy1: Quarterly: x student deposits.
Strategy2: Year 1 decrease deferring students, 100% successful visas, increase referring students, satisfy students, every student receives offer.
Strategy3: Years 3–5 (to 2023): increase share of market.
Strategy4: Year 10 BHAG, ‘big, hairy audacious goal’, gain quarter of all international student placements.


BCIE’s corporate level strategy analysed using Ansoff’s product/market matrix (figure 4) presents four directions for organisational progression (Johnson et al., 2017, p.244).

Figure 4 Ansoff Matrix (adapted from Johnson et al., 2016)









· Existing customers/market penetration
Having operated in Nigeria for nearly 20 years, BCIE claims to be the largest education agent in Nigeria (BCIE, 2018a). With a population of over 190 million people (United Nations, 2018), Nigeria has a severe lack of university places in its own country. 62% of Nigerian’s are under 24 years old (United-Nations, 2017) and there are 2 million applicants for 750,000 university places (NBS, 2018); with 7 offices in Nigeria, BCIE continues to expand into its most established market, with the latest addition in 2016 opening a specific office for Australia and USA university destinations. Areas for further consideration are Owerri and Kaduna, BCIE includes these venues in its bi-annual education fairs (figure 5), but has no physical presence in these locations (BCIE, 2018e).Figure 5 BCIE’s Nigeria Summer Fair (BCIE, 2018)



· New customers/market development
BCIE entered Pakistan, BCIE’s newest market, in 2010, opening its first office in Islamabad and a second in Lahore in 2012 (BCIE, 2018f). However, this market has not grown significantly for BCIE. 2013 was the first year successful student recruitment year for Pakistan (figure 6).
Figure 6 BCIE Pakistan Office’s % of BCIE Overall Student Placements (BCIE, 2018)

Within a saturated market, there are over 15,000 education agents in Pakistan (IEM, no date), BCIE’s success may be governed by whether it can provide customers with a service superior to that of its competitors (Muhos et al., 2017). Saturated markets are not the reason for slow growth but down to poor management decisions (Levitt, 1960). Stalk and Hout (1990) concur that innovation will develop saturated new markets.
· Existing customers/product development
BCIE students are not charged for its advice or services. BCIE’s network of universities, pay commission based on enrolled student’s fees, this commission is set by the universities. It is generally the industry standard, in the countries where BCIE operates, that services to students are provided free of charge.
5 [bookmark: _Toc521610136]BCIE’s Strategic Capabilities
Johnson et al. (2017, p.98) explain that it is not the external environment that affects performance but differences in the strategic capabilities an organisation has in respect to its resources and competences. The resource-based view (RBV) effectively uses an organisation’s existing resources and competences while developing the organisation’s resource base (Barney, 1991). The knowledge-based view (KBV) suggests that knowledge is the most important aspect of an organisation’s resources (Costello et al., 2011). Competitive advantage can only be achieve with knowledge (Drucker, 1988). BCIE has not documented processes or shared knowledge. BCIE’s organisational knowledge is tacit knowledge, maintained by staff rather than the organisation, making it very difficult to disseminate. KBV identifies tacit knowledge as the primary strategic resource of an organisation (Grant, 1996). Harnish’s strategy stresses the importance of having process accountability (Harnish, 2014, p.52), BCIE is in the process of documenting certain processes and creating a document sharing platform.
6 [bookmark: _Toc521610137]BCIE’s Business Level Strategy
Porter’s (1980) framework for competitive advantage concentrates on four generic strategies: overall cost, overall differentiation, cost focus and differentiation focus (figure 7). 
Figure 7 Porter’s Four Generic Strategies (1980)









Porter infers that differentiating organisations should aim at matching prices or having lower prices than competitors, however BCIE has to look at other ways of competing, as BCIE cannot negotiate on price, to maintain a competitive advantage.  BCIE’s strategy is one of differentiation leadership, differentiating overall in a broad market.
Education consulting is largely intangible so BCIE’s differentiation strategy focuses on the customer; higher education involves a major financial outlay and students and their sponsors appreciate a personalised approach to meet their needs (GuildHE, 2016).
BCIE’s standardises its differentiation strategy across all business units, i.e. all BCIE offices follow the same strategy. Harnish’s strategy vision has influenced BCIE’s decision to standardise operations and plan one overall strategy synchronised throughout the organisation, however Risko and Wiwczaroski (2014) admit success of this strategy can be challenging. BCIE uses standardisation to raising brand awareness (Wafler and Badir, 2017). However, standardisation can be difficult to integrate as in different countries, customer desires and culture can vary considerably (Kraus et al., 2017).
BCIE’s assumes a differentiation strategy aim to accomplish a competitive advantage by providing something other providers do not (Banker, Mashruwala and Tripathy, 2014). A differentiation strategy is more able withstand the competition as actions or features viewed as important by customers cannot be copied easily (Grant, 1991). The main challenge for BCIE is the danger that, as a service industry, features can be easily copied. Competitive advantage is compromised when performance and service become comparable with other providers within an industry (Bolton et al., 2014).
Harnish’s strategy is challenging to implement in a comparatively small organisation, like BCIE, where, at business level strategy, work tends to be crucial and time dependent (Metz, 2016). Following Harnish’s framework requires time every week to devote to strategic planning.
7 [bookmark: _Toc521610138]BCIE’s Functional Level Strategy
At functional level each quarter ‘Strategy1’, as referred to in figure 3, is set. To reach this each member of BCIE staff has a ‘critical number’ (Harnish, 2014, p.72); this is the number each employee must reach each quarter. The ‘critical number’ for the company as a whole was a target of 100 student deposits for July. For some counsellors their personal ‘critical number’ would be 5 deposits, for staff not involved in deposit collecting, their ‘critical number’ would relate back to facilitating the organisation in reaching the total ‘critical number’, i.e. for admin staff a ‘critical number’ of 2 weeks to obtain an offer for a student.
To achieve the ‘critical number’ BCIE’s differentiation strategy comprises of:
· A ‘one-stop shop’; beginning with a preliminary enquiry through to mock visa interviews. For an additional cost a BCIE offers a ‘peace-of-mind’ package. BCIE will arrange flights, book accommodation and airport pickups at the overseas destination. (BCIE, 2018b).
· A 100% guarantee of being granted a student visa or assistance to overturn a visa refusal (figure 8) (BCIE, 2018c).Figure 8 BCIE visa guarantees 







· BCIE modern offices strategically placed in locations that will produce maximum footfall (BCIE, 2018g) (figure 9). 
Figure 9 BCIE Offices (BCIE, 2018) 



8 [bookmark: _Toc521610139]Evaluating BCIE’s Strategic Decisions
Evaluating BCIE’s organisational performance and the strategic direction will establish if the strategy is appropriate strategy (Tilles, 1963). Johnson et al. (2017, p.380) infer there are three success criteria for appraising strategic decisions: suitability, acceptability and feasibility.
8.1 [bookmark: _Toc521610140]Performance measures  
Suitability: strategy acknowledges fundamental issues relating to external opportunities and threats
Organisational culture has a significant impact on organisational strategy. Johnson et al. (2017, p.147) maintain unspoken assumptions and behaviours add to how people react and perform relative to their tasks, and that cultural backgrounds effect the way people behave. The ‘Cultural Web’ contains six inter-related elements centring on the organisation’s core values (Johnson et al., 2017, p.175) and will be used as a focus for BCIE to evaluate the main influences of culture and their strategic effect.
BCIE’s cultural web (figure 10), shows BCIE’s structure as a hierarchy with little autonomy.  The organisation’s structure should be flat to remove barriers to encourage the formation of ideas and teamwork (Brown, 2017). 
Stories
Distributing performance results - met or not
Staff of the intake
Student testimonials
New service add-ons –‘peace of mind’, 100% visa success
Control
Tight financial control of some processes, none over others
Individual rewards
Organisation
Process management of, lack of coordination
Bureaucratic hierarchy 
Knowledge distributed on a ‘need to know’ basis
Slow decision making
Informal
Power
Distributed from the top
High Power – distance (Hofstede, no date)
Limited staff autonomy
Symbol
Same branding throughout organisation
Bonuses for certain staff
Informal dress code
Rituals
Student target setting for individual and office
Quarterly review of KPI’s
Daily ‘huddle’
Paradigm
Core assumptions and beliefs[image: ]







Figure 10 BCIE’s Cultural Web



Furthermore Harnish (2014, p.15) suggests his ‘Scaling Up’ strategy should take between 2 and 2½ years to implement, however BCIE’s business processes have been redesigned in 3 months with little input from the business units. The business processes should be aligned to the functional level strategy for the organisation to produce results (Brown and Blackmon, 2005). BCIE’s processes lack coordination between departments; hasty implementation of processes has cause inefficiency resulting in failure of the organisation’s objectives (Cebeci, 2009). At functional level, business units that not united so are less resourceful as they are seeking different purposes (Slaughter et al., 2006)
Acceptability: strategy meets stakeholders’ expectations.
Students are influential stakeholders in higher education (Naudé and Ivy, 1999). BCIE recognises target market students are stakeholders that have the power to influence and are therefore considered in the design of the provision of BCIE’s service. Mendelow’s stakeholder mapping analysis matrix can be used to gauge the response of stakeholders to BCIE’s new strategy and maps their power-interest levels (figure 11).Figure 11 BCIE’s stakeholder analysis (Adapted from Mendelow, cited in Kaplan, 2012)

	
	Mendelow’s Stakeholder Analysis Matrix

	
	Low interest
	High interest

	Low power
	Minimal interest
Canadian universities
Low paying commission universities
Media
General public
	Keep informed
BCIE alumni
Employees
High ranked universities
High paying commission universities
Other suppliers
Target market

	High power
	Keep satisfied
Governments
UKVI
Banks

	Keep close
Company Directors
Key client university partnerships
Competitors


BCIE is very vocal about its success stories posting a weekly student testimonial on Facebook and website (BCIE, 2018h) however has provided no evidence from students that have benefited through either the differentiation strategy of peace-of-mind or visa guarantees. There is scepticism amongst the target market for the 100% student visa success guarantee and turning around visa refusals with questions remaining unanswered (figure 12).





Figure 12 BCIE’s Social Media Postings
Whilst BCIE communicates that students are at heart of BCIE’s strategy, the high power/high interest stakeholder company director’s focus is to maximise profits. Whilst the results of the ‘critical number’ is communicated, there is no strategy achieve this. Vermeulen (2017) suggests goals potentially fail rather than strategy.
Feasibility: strategy works in practice
Feasibility questions if an organisation’s resources and core competences are sufficient to sustain strategy successfully and can they be acquired if they are not present (Johnson et al., 2017, p.399). To meet the ‘critical number’ changes in workloads and priorities have been introduced; staff have 2 or 3 key performance indicators (KPI’s) and up to 5 quarterly goals to meet the ‘critical number’. Harnish (2014, p.72) reinforces KPI’s and goals should be agreed by both parties. However, BCIE’s KPI’s are process-driven to increase revenue and enforced without consultation. Rewards are given to individuals that meet all their KPI’s and goals at the end of a quarter. As the KPI’s are not agreed but enforced some KPI’s are not attainable; for instance to obtain a student’s offer in 2 weeks is not possible for PhD applications (which can take months) or Australian applications (that can take up to 4 weeks). KPIs must be clear and adopted by the stakeholders involved (Hervani et al., 2005). Whilst improving processes is essential, greater priority should be given to innovation and change (Cokins, 2010). Cokins infers that without KPI experience management under execute plans and measure what they are able to over what they should. Setting unrealistic goals will result in a culture of failure (Smith, 2003) and without staff motivation there is a lack commitment to the task (Locke, Latham and Erez, 1988).
9 [bookmark: _Toc521610141]Adopting a New Strategy
This report recommends a new strategy of setting individual staff KPI’s and goals. Locke and Latham (2002) recognised that setting individual goals and providing quality feedback improves productivity. However, out of 80, only 2 BCIE staff members met their KPI’s and goals. Stress connected to performance or badly executed programs can increase improper staff actions (Mujtaba and Shuaib, 2010). The current system allows staff to manipulate the system, staff that are able to meet their ‘critical number’ may not attempt to exceed this, but will work on the next quarter’s target, knowing it will be higher, therefore costing the organisation potential revenue. Other staff have not bought into the strategy as there has been no repercussions into non-performance. BCIE should consider performance measures that inspire and reward employees to remain focused to the cause. With this in mind a management change program for BCIE counsellors who are directly responsible for ‘reporting’ deposits from students and achieving BCIE’s ‘critical number’. Students that defer their intake entry but have been included in the ‘critical number’ are of no interest to the management going forward, therefore there is little incentive for counsellors to continue working with these students. By putting the student experience at the heart of the change and reward counsellors to continue working with all students within that quarter.
Change management takes into consideration resistance to change. This is shown by Lewin’s force field analysis (Hayes, 2018, p.153) which summarises the qualitative factors and their relative importance for and against BCIE’s proposed change (figure 13).
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Figure 13 Adapted Lewin’s force field analysis (Lewin, cited in Hayes, 2018) 2018)

Kotter (cited in Johnson et al., 2017, p.491) reasons change management fails due to management not taking the correct steps to lead change. Kotter’s 8 step change management explains how to lead successful change (Kotter, 1995).
1 Create a sense of urgency. Unless there is buy-in by at least 75% of the management then the process will fail in the later stages (Kotter, 1995). Initially this must be driven from the top down. BCIE’s objectives are clear and relevant; operating in volatile, uncertain, complex and ambiguous conditions international education is highly competitive (Stewart, Khare and Schatz, 2016). Non performing offices (such as Kumasi and Nairobi) are closed if they not able to sustain a profit. Without students there is no organisation.
2 Form a coalition – for setting the ‘Scaling up’ strategy only the top management were involved. These are not the staff that are on the ground the strategy affects directly. Bringing together a small group from all levels and counties would create a better mix of skills. (DuFour, 2004).
3 Set the vision right. Whilst BCIE claims students’ interest are at the heart of organisation there no evidence of this. Kotter (1995) suggests setting a broad vision. The following change vision is easily to comprehend, draws on logic but has an emotional focus. ‘To serve students with the implementation of a comprehensive, exceptional customer service experience which will provide a trustworthy, competent, and professional counselling service by passionate, supportive and qualified personnel who will strive to improve student visa outcomes’.
4 Communicate for buy-in. Kotter (1995) argues that when change is happening the response from staff is ‘Will this hurt me?’ The coalition needs to identify the staff members who will be directly affected by the change and communicate it clearly to as many people as possible. Management should respond to all concerns (Kotter, 1995). Many BCIE staff share an email address, so general communication can get lost, however although BCIE does not have an intranet this could be investigated as a means of communicating the vision to everyone. Internal newsletters can carry the message, however as BCIE has no marketing department this would create an additional task.
5 Empower action. Give employees the power to make changes. Currently employees have little say in their work processes. Processes have been redesigned that have little relevance, for example the contact time between counsellor and student is currently at currently 2 weeks, student feedback from a BCIE survey show this period is too long for some students, other students do not want contacting and will contact us. Allowing staff to design their own work processes that enable them to reach their ‘critical number’ should be allowed.
6 Create short-term wins. Aims should be easy to accomplish and prove that the change is worth it. This is difficult step when the lead time from enquiry to offer can take a long time. However, counsellors should be able to report the progress they are making with students rather than just at the ‘critical number’ stage of deposits.
7 Don't let up. As short-term wins begin to show, staff start to lose the sense of urgency. Kotter (1995) asserts that reinforcing the task until staff that are reluctant to accept the change have been transformed. However, some staff will resist change regardless of how well it is communicated and implemented (Kotter and Schlesinger, 1989). Employees must identify with the probability of positive feedback/reward for trying to attain the outcomes, as opposed to negative feedback for errors (Alsher, 2017). At this stage BCIE would gather data and provide corrective action where necessary and recognise successes. The participation of employees is essential to change management with employee feedback crucial to the process (Beckhard and Harris, 1977). The investigation of the data and fixing problems the feedback reveals can provide a strong case for change (Beckhard and Harris, 1977)
8 Make change stick. Entrench the successful change into the BCIE’s culture. However, change takes time, new habits require practice, consideration and enforcing (Brooks and Saltzman, 2016).
9 [bookmark: _Toc521610142]Limitations
The analysis is limited by basic assumptions of the author and theories used assume knowledge of BCIE’s resources and capabilities, the internal and external environment and BCIE’s stakeholders. It would be recommended further analysis of BCIE’s financial health to ascertain what financial resources and capabilities are available.
10 [bookmark: _Toc521610143]Recommendations
· Follow Kotter’s 8 steps model of change. This management of change model fits in well with a hierarchy organisation (Kotter, 1996), such as BCIE. Two of the main reasons for resistance to change are disinterest and fear of the unknown (Alas, 2004). If BCIE’s consider employees in formulating strategy it can leave behind organisations that do not (Kaplan et al., 2001). Kotter’s model of change would encourage employee participation and involvement to make employees understand that change is needed (Piderit, 2000).
· Whilst Kotter’s 8 step model is a top-down change model, the recommendations would be allow middle managers to communicate and set counsellor’s KPI’s and goals to achieve the ‘critical number’. If line managers are transparent regarding the change and work with the counsellors with full agreement the change management has more success (Kotter, 1996). Kotter claims if employees cannot to see the purpose for change, employees are either unreceptive or uncompliant. Engaged employees can gain BCIE competitive advantage (Bibu and El-Moniem, 2011). The recommendation would be to make goals SMART (Specific, Measurable, Attainable, Realistic, Time-sensitive); these strategic objectives can offer direction on how the BCIE can achieve its goals (Dess, Taylor and Lumpkin, 2005).
11 [bookmark: _Toc521610144]Conclusion
As a service organisation BCIE is following a differentiation strategy that is not working. Strategy that is constructed around differentiation can be profitable but only if the organisation can offer something that competitors cannot (MacMillan and McGrath, 1997), however the services that BCIE offers can be easily copied. Students are important stakeholders and identifying their needs should be key, however this report highlights their needs are being overlook by BCIE in the pursuit of profits. Organisations do not have a unique selling point but portray a uniqueness such as sustaining consistently high customer service levels (Porat, 2014). By allowing middle managers to set KPI’s and goals with their counsellors will help counsellors buy-in to the ‘critical number’ strategy if they have flexibility to agree how to meet their targets. Recognising BCIE’s employees form a core part of strategy, using Kotter’s 8 step change management plan, refocuses counsellors’ to consider all students’ regardless of intake. Knowing that there will be no negative consequences, should help grow confidence and profit in the organisation, as students for all intakes will be continued to work with.
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