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Changes for Chinese study abroad companies
in the Context of Brexit
[bookmark: _Toc133702821]Introduction
[bookmark: _Toc133702822]1.1 Critically assessing change management theory
Change is always present in any organisation, and the challenges of the current volatile and complex business environment mean that a degree of change is inevitable. Therefore, an organisation needs to adapt to a changing environment to survive and thrive. The phrase "change management" refers to the process of moving individuals, teams, organisations, and projects from one state to another. Continually updating an organization's direction, structure, and capabilities to suit the shifting needs of both internal and external consumers, according to Moran and Brightman (2000), is the process of change management. Gordon and Cleland (2021) experimented with theories of change in medical education and found that by unpacking and thinking through complex problems, they were able to create a more effective and efficient approach to change. However, change is never easy because medical education is highly contextualised and is demanding in all respects. However, Phillips and Klein (2023) moved away from 'models' and 'theories' to investigate the practice of change management, analysing questionnaires in 15 types of changing leadership and finding that a focus on company culture, stakeholder relevance and encouraging staff is important. This finding has implications for change in other organisations and has some reference value.
[bookmark: _Toc133702823]1.2 The Challenges of change management
Through literature reading and critical analysis, change management is currently facing challenges from different areas such as poor implementation, employee resistance, cost risks and change failure. Burnes (2009), in the fifth edition of his book, refers to the lack of an effective framework and implementation process, as well as theories of conflict and disruption resolution, and discusses techniques and methods that could be used to assist organisational change; Not only that, but the success rate of change is becoming a concern for leadership, with Balogun and Hailey (2004) reported that the failure rate of all initiated change initiatives is around 70%, a staggering figure and one that gives organisational leaders a sense of frustration, as change management can seem like a high and not so easy event, requiring leadership to take responsibility for every step of the change process. Finally, the need for change is often unpredictable, it is often reactive, discontinuous, temporary and often triggered by an unexpected crisis in the organisation, which requires organisers to quickly develop strategies to create a competitive advantage to survive and thrive through change (Wit and Meyer, 2005).
[bookmark: _Toc133702824]1.3 The Opportunities for change management
Moreover, opportunities and challenges always go hand in hand. The study of change management demonstrates its new strengths. Change comes in all shapes and sizes and affects industries and organisations, thus facilitating deeper development in all areas and ensuring that society as a whole is iteratively renewed and dynamic. As Carnall (2007) argued in his book that the pace of change management has never been faster in today's business environment. This seems to be a new trend, and it is easier for organisations that are good at sniffing out industry policies and social winds to adjust their business position through change management. Lindsay (2023) examined how the redesign of nursing documentation to enable information sharing in the context of a global pandemic has improved the efficiency of nurses and reduced the burden associated with the workload. This is very informative and the Kotter's change management model mentioned in the article provides recommendations for guiding productivity in healthcare systems, while the Kotter eight-step change management model could also provide change guidance for study abroad companies.
[bookmark: _Toc133702825]Background and Internal and External analysis
[bookmark: _Toc133702826]2.1 Background to the UK Brexit
The UK held a referendum on whether or not to leave the European Union in June 2016, the result of which revealed a divided society in which more than half of the British people were in favour of the UK leaving the EU (Ananieva, 2018). The following day, British leaders announced the UK's formal departure from the EU, an event that sent shockwaves through Europe and quickly became the focus of global attention. Hobolt (2016) noted in his article that even the leadership of the ‘Leave camp’ seems to be surprised by the result and admitted that there is no plan for what to do after Brexit. After all, in the aftermath of Brexit, the economy, culture and business of many organisations or companies have been greatly affected by the change in the UK's relationship with Europe. This essay looks at the impact on Chinese study-abroad companies in the context of Brexit and how study-abroad companies can manage to change well in response to Brexit.
[bookmark: _Toc133702827]2.2 External Environment Analysis - PESTLE
PESTLE analysis is a business evaluation tool used to assess the likely impact of existing and future external factors on organisations and projects (Turner, 2014). Each of these letters represents a factor, which is Political, Economic, Sociocultural, Technological, Environmental and Legal. Therefore, a macro factor analysis of an organisation can help identify strengths, weaknesses, opportunities and threats in different areas before the change takes place, so that change can be better managed.

Figure 1: PESTLE analysis Structural framework. Adapted from Rastogi and Trivedi (2016).
Political factors. When analysing the external conditions of an organisation, policy factors are the first external factor to be considered. Thomas et al (2021), studied change management in electricity use in refugee camps, explored the potential of solar home systems to meet energy needs and reflected that a key factor in the success of the project was the ability to align with national policy, which, due to the promotion of new energy sources and low-carbon policies, made it easier to access policy and resources. In contrast, the political environment in the UK in the context of Brexit is complex, with frequent changes in government policy, and the impact of policy on the study-abroad sector cannot be ignored. For example, changes to student visa policies may affect the client base and business model of study-abroad companies.
Economic factors. The post-Brexit UK economy faces several challenges, such as trade barriers, economic uncertainty and fluctuations in the exchange rate of the pound. These factors may affect the revenue, costs and profitability of study-abroad companies. For example, a fall in the pound exchange rate may attract more international students to study in the UK, resulting in higher turnover revenue for study-abroad companies. However, at the same time, this may also lead to higher costs for study-abroad companies as they need to pay more pounds to purchase services abroad (Baas, 2019).
Social factors. The UK has a diverse and international society and increasing demand for international students, but the relationship with the EU may change after Brexit. This may have an impact on the source of clients and recruitment channels for study-abroad companies. As a result, study-abroad companies need to think carefully about how to expand student access and open up more markets in change management.
Technological factors. Technological advances play an important role in the development of study-abroad companies. For example, digital technology provides study abroad companies with more marketing and service channels, but it also requires study abroad companies to invest more money in innovation and keeping up with technological advances.
Legal factors. The legal and regulatory framework between the UK and the EU will change after Brexit, which may have an impact on the operations and quality of services provided by study-abroad companies, requiring them to adapt to the changes in time to avoid hitting the legal red line. Eierle et al (2022) critically and comprehensively consider all external factors relating to audit costs, ultimately concluding that auditors tend to place more weight on regulatory legal regulations and give less consideration to technical and environmental factors. This is understandable, as the focus on external factors tends to vary from industry to industry. For example, the environmental protection organisation tends to look more at the current environmental situation of society when carrying out documentation.
Environmental factors. Environmental issues such as environmental protection and climate change are becoming increasingly significant and study-abroad companies need to look at the impact of environmental issues on their business model and image, for example by encouraging employees to travel low carbon and companies to use environmentally friendly materials to project a good corporate image.
[bookmark: _Toc133702828]2.3 Internal Environment Analysis
The internal environment of an organisation is analysed by considering factors such as employee motivation, corporate culture, management systems, business performance and innovation capabilities. Beer and Nohria (2000) described two theories of corporate transformation, namely valuing shareholders' economic value and strengthening corporate culture, and suggest that the two theories could be integrated and applied to organisational change. However, there are limitations to the combination of these two theories and a conscious integration plan is needed to ensure that the theories are synchronised with the organisation's operations. In addition, it is important to focus on the impact of staff resistance, as the change management process requires the active participation and support of employees, and employee engagement and job satisfaction will have a significant impact on the success of the organisation's change management.
[bookmark: _Toc133702829]Reasons for change in study abroad companies in the context of Brexit
[bookmark: _Toc133702830]3.1 Changes in the Cost of studying abroad
The depreciation in the value of the pound has incentivised more people to study in the UK. Following the UK's announcement of Brexit in 2016, the pound plummeted by 10% against the US dollar, and the findings of Nilavongse et al (2020) also suggested that the fall in the real value of the pound following the Brexit referendum was caused in large part by uncertainty over UK economic policy. This means that the cost of studying in the UK for Chinese students will be significantly reduced, for example in terms of tuition fees.
In addition, to encourage more Chinese students to study in the UK, the British Embassy has teamed up with more than 30 UK universities to offer an exclusive '2018 Extraordinary UK Million Pound Scholarship Programme' for Chinese students. The total amount of prize money is up to £1,000,000 and covers several popular subjects. Whilst these points are welcome and will go some way to encouraging Chinese students to study at UK universities, it is also crucial to realise that the cost of living in the UK is rising in line with the falling exchange rate of the pound.
[bookmark: _Toc133702831]3.2 A more competitive study-abroad Market
The UK has long attracted international students from all over the world with its rich educational resources and a large number of prestigious universities, with more than 150 universities accredited by the Ministry of Education of the People's Republic of China for their English language programmes and degrees (Altbach and Knight, 2007). Before Brexit, the UK had access to the educational resources of other EU countries, however, after Brexit, these opportunities may be reduced and the mobility of talent may be restricted. The reduction in opportunities and restrictions on talent mobility may lead Chinese students to choose other countries.
At the same time, competition in the Chinese study abroad market will become relatively more intense after Brexit, and in the face of a major reshuffle in the study abroad market, study abroad companies will need to actively develop a change strategy to expand their visiting and exchange programmes with EU universities to ensure they are the first to know about university admissions and information dynamics.
[bookmark: _Toc133702832]3.3 Admissions requirements will become more stringent
The trigger was the decline in the number of EU student resources. Because they are not able to benefit from lower tuition fees and will have to pay more than local students in the UK. One piece of supporting evidence is that Amuedo-Dorantes and Romiti (2021) studied the number of EU student applications from 2013-2019 through a quasi-experimental approach and found a 14% decrease in numbers. Accordingly, to balance this, there will be some increase in the number of non-EU students coming to the UK.
In addition, the number of Chinese students coming to the UK is itself high and has shown a steady increase in recent years. According to the UK Higher Education Statistics Agency (2020), Chinese students account for around 40% of all non-EU international students and this shows no sign of abating, even with the epidemic sweeping the world. Therefore, with limited resources and an increasing number of international students applying to the UK every year, UK universities are bound to be strict in their admissions criteria to ensure the quality of their education. This requires study abroad companies to provide a good service and to carefully study the admissions rules and criteria of UK universities to ensure a smooth admission for their clients.
[bookmark: _Toc133702833]Change management model and Forcefield Analysis
[bookmark: _Toc133702834]4.1 Force field analysis of this change
Force field analysis was created by social psychologist Kurt Lewin in the 1840s. It is a method for assessing the forces for and against a proposed change and is now widely used in planning and implementing organizational change (Thomas, 1985).
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Figure 2: Force Field Analysis for my case. Adapted from Baulcomb (2003).
There are three drivers of change for study abroad companies from the figure above. Firstly, the COVID-19 epidemic has passed and study-abroad companies could try to work more with universities in other EU countries; secondly, digital promotion has been boosted in this area in recent years and study-abroad companies can use more digital technologies and promotional media to optimize their study abroad service, such as faster major selection, online language training, cloud touring campus; In addition, the falling pound exchange rate, the lower cost for students to study abroad, which is also a new attraction for customers, leading to a customer base of especially middle-income families in China, who will consider sending their children abroad more often. Therefore, more targeted clients will lead to a surge in business for study-abroad companies.
In addition, there are three constraining forces resisting change. Firstly, changes to UK study visa policies and admissions requirements, which require study abroad companies to upgrade their business to apply to better quality universities and the most suitable majors according to the level of the student, and to provide one-to-one guidance on visa applications; secondly, the international reputation and attractiveness of UK universities may be reduced due to Brexit, and study abroad companies need to actively seek cooperation and exchange with other European universities; and finally, change may be resisted by staff, and new change management may pose new challenges to staff, especially older employees of the company after they have settled into the previous rhythm of work.
The Force Field Analysis resulted in a score of 12 for the driven forces and 10 for the restraining forces. Therefore, in the context of Brexit, the change in study-abroad companies is favourable.
[bookmark: _Toc133702835]4.2 Kurt Lewin’s three stages of Change
Change is fundamental to organizational development. However, most employees prefer the status quo to transformational change. Here, change leader Kurt Lewin presents a popular change model that helps team staff adapt to new changes as quickly as possible, making change easier for organizations.
According to Lewin (1947a), a good change involves three stages. The first is unfreezing. At this stage, there may be opposition from different levels, which is not easy, because old behaviours need to be discarded and new behaviours need to be established, which means breaking the original balance.
Followed by the changing stage. During the change process, leaders need to manage resistance and support, address the issues and people who resist change, and win the right people together to agree on a plan to implement the change. This is different from the first stage, as Schein (1996) pointed out, the unfreezing is not the purpose but creates a momentum for change. This echoes Lewin's point of view, emphasizing the importance of organizations finding viable change solutions through trial and error. 
The last stage is the refreezing stage to reach a new balance. This means that once the change is implemented, it needs to become the norm and cannot be easily changed, however, there may also be accidents, that is, a new round of changes in an organization's norms and practices due to unexpected events.
Figure 3: Lewin’s Model of Change. Adapted from Lewin (1947a).
There are two dominant approaches to change management. The planned approach in the 1940s and the emergent approach in the 1980s. For the change management of study abroad companies in the context of Brexit, the next step is to use a Planned Approach to change the different dimensions of the companies.
[bookmark: _Toc133702836]Change measures for study abroad companies
[bookmark: _Toc133702837]5.1 Aggressive market expansion
[bookmark: _Hlk133687828]In the context of Brexit, study-abroad companies need to find other markets for a new round of expansion to stabilise the business volume. In brief, consider expanding into other countries where English is the first language, such as Australia and Canada. Dill and Soo (2005) explored the global study markets where the elite US and UK are dominant, citing the case for using Australia as a new study-abroad country interface, which would go some way to addressing the asymmetry in study abroad resources. In addition, the education systems and cultures of these countries are relatively similar to those of the UK, making it easy for students to adapt, while the visa policies for international students in these countries are also relatively liberal, which could attract more international students. Finally, companies could also expand into non-English speaking countries, such as Southeast Asia and India, to reduce market risk through diversified market expansion.
[bookmark: _Toc133702838]5.2 Strengthen cooperation with UK universities
Chinese study-abroad companies could build a good platform for communication and cooperation between Chinese students and UK universities, to stabilise this business chain in the context of Brexit.
Firstly, study-abroad companies can establish contact and communication channels with UK universities to keep informed of the latest admission policies and application requirements. Furthermore, study abroad companies can introduce Chinese students to the strengths and features of UK universities, such as high-quality teaching, diverse curriculum, rich cultural experience and career prospects, which will help to raise awareness and interest in UK universities among target customers. Finally, study abroad companies and UK universities can develop collaborative projects, such as promoting summer camps at UK universities and offering scholarships or bursaries, to provide more opportunities and funding for Chinese students to study abroad, as well as attract more Chinese students to the UK universities. Kinginger (2009) research corroborated this, with groups of students who have attended summer camps abroad and travelled abroad being more likely to choose to study abroad in the future.
[bookmark: _Toc133702839]5.3 Provide more services
Study abroad companies could provide a full range of study abroad consultancy services, personalised study abroad planning services, language training services, document writing services and post-study services. This will increase customer satisfaction and loyalty and build up a word-of-mouth effect for the study abroad provider, which will win more customers. This approach is known as "business service orientation", which means that the company focuses on the needs of its customers at different stages and adds value to the company by providing services that increase its competitive advantage （Vandermerwe and Rada, 1988）. For example, by providing customers with personalised study routes, guidance on language learning, one-to-one visa applications and, in particular, post-study services such as helping students reserve dormitories and running cultural adaptation workshops. From the student's perspective, offer different services for different stages of study abroad.
[bookmark: _Toc133702840]Resistance factor——What to do if employees resist change?
With organisational change occurring at all levels of society, employee resistance to change has attracted the attention of leadership. Bamberger et al (2012) found that organisational change can hurt employees' well-being and is accompanied by an increase in a range of psychological problems. The reasons for this are that employees may resist change because they are passive parties in the change process and lack a sense of involvement; fear that the change will affect their interests; fear that their skills and expertise will no longer fit the new requirements; uncertainty about the outcome of the change and mistrust of the company leadership. Study abroad companies can take the following measures to address employee resistance.
Improve communication. Study abroad companies need to communicate with their employees in advance so that they understand the reasons, objectives, process and expected effects of the change and fully seek their views and suggestions. This helps employees to be involved in the change process and increases their understanding and support for the change.
Treat employees fairly. Study abroad companies need to treat employees fairly in the change process, protect their legitimate rights and interests, and provide reasonable compensation and benefits to ensure their support and participation. At the same time, study abroad providers need to be mindful of the workload of their employees to avoid them feeling overly stressed.
Provide training and support. Study abroad companies could provide the necessary training and support to help employees adapt to new ways of working and techniques to improve efficiency and quality. This can improve the skill level and professionalism of employees and increase their job satisfaction and recognition.
Strengthen leadership and trust. Study-abroad companies need to strengthen leadership and increase employees' trust and support for leadership, thereby reducing employee resistance. Leadership needs to demonstrate a clear vision, leadership and decision-making ability while maintaining integrity and transparency so that employees feel trust and respect while feeling confident in the change.
[bookmark: _Toc133702841]Conclusion
The UK's exit from the European Union has had both positive and negative impacts on the political, economic and cultural aspects of the UK and, at the same time, on the study options of Chinese students. This involves an impact on the business of Chinese study abroad companies, which therefore need to develop themselves through change and actively adjust their strategies to cope with the impact of Brexit on their business and improve overall competitiveness.
This essay is supported by change management theory, a PESTLE analysis and internal analysis of study abroad companies in the context of Brexit, a summary of the reasons for the change in study abroad companies, and a forcefield analysis of the positive and negative factors for change, which leads to a series of recommendations for change, in addition, the resistance behaviour of employees is analysed and strategies are provided. Therefore, Chinese study-abroad companies in need of change could learn from this experience to ensure steady progress and achieve successful change in the industry. There are some flaws in this article, however, such as the lack of on-site company visits and in-depth research, and the difficulty of searching the literature base, which will require further work in the future.










[bookmark: _Toc133702842]Reference list
Altbach, P.G. and Knight, J. (2007). The internationalization of higher education: Motivations and realities. Journal of studies in international education, 11(3-4), pp.290-305.
Amuedo-Dorantes, C. and Romiti, A. (2021). International student applications in the United Kingdom after Brexit.
Ananieva, E.V. (2018). Brexit: Reasons, Political Background, Implications. Outlines of global transformations: politics, economics, law, 10(6), pp.98–119.
Baas, M. (2019). The education‐migration industry: International students, migration policy and the question of skills. International Migration, 57(3), pp.222-234.
Balogun, J. and Hailey, V.H. (2004). Exploring strategic change. Pearson Education.
Bamberger, S. G., Vinding, A. L., Larsen, A., Nielsen, P., Fonager, K., Nielsen, R. N., Ryom, P., & Omland, Ø. (2012). Impact of organisational change on mental health: a systematic review. Occupational and Environmental Medicine, 69(8), pp.592–598.
Baulcomb, J.S. (2003). Management of change through force field analysis. Journal of nursing management, 11(4), pp.275–280.
Beer, M. and Nohria, N. (2000). Cracking the code of change. Harvard business review, 78(3), pp.133–141, 216.
Burnes, B. (2009). Managing change / a strategic approach to organizational dynamics. 5th edition. Harlow: Financial Times Prentice Hall.
Carnall, C.A. (Colin A.. (2007). Managing change in organizations. 5th ed. Harlow: Financial Times Prentice Hall.
[bookmark: _Hlk133687818]Dill, D.D. and Soo, M. (2005). Academic quality, league tables, and public policy: A cross-national analysis of university ranking systems. Higher education, 49(4), pp.495–533.
Dincă, V.M., Ingram, R. and Herriot, C. (2019). Challenges Regarding the Internationalisation of Universities from Scotland, within the Brexit Landscape. Amfiteatru economic, 21(50), pp.194–208.
Eierle, B., Hartlieb, S., Hay, D. C., Niemi, L., and Ojala, H. (2022). External Factors and the Pricing of Audit Services: A Systematic Review of the Archival Literature Using a PESTLE Analysis. Auditing : a Journal of Practice and Theory, 41(3), pp.95–119.
Gordon, L. and Cleland, J.A. (2021). Change is never easy: How management theories can help operationalise change in medical education. Medical education, 55(1), pp.55–64.
Hobolt, S.B. (2016). The Brexit vote: a divided nation, a divided continent. Journal of European public policy, 23(9), pp.1259–1277.
Kinginger, C. (2009). Language learning and study abroad: A critical reading of research. Springer.
Lewin, K. (1951). Field theory in social science : selected theoretical papers. New York: Harper.
Lewin, K. (1947a). ‘Frontiers in group dynamics’. In Cartwright, D. (Ed.), Field Theory in Social Science. London: Social Science Paperbacks.
Lindsay, M. (2023). A shared governance approach to nursing documentation redesign using Kotter's change management model. Nursing Management, 54(3), pp.14-20. 
Moran, J.W. and Brightman, B.K. (2000). Leading organizational change. The journal of workplace learning, 12(2), pp.66–74.
Nilavongse, R., Rubaszek, M. and Uddin, G.S. (2020). Economic policy uncertainty shocks, economic activity, and exchange rate adjustments. Economics letters, 186, p.108765–.
Phillips, J. and Klein, J.D. (2023). Change Management: From Theory to Practice. TechTrends, 67(1), pp.189–197.
Rastogi, N.I.T.A.N.K. and Trivedi, M.K. (2016). PESTLE technique–a tool to identify external risks in construction projects. International Research Journal of Engineering and Technology (IRJET), 3(1), pp.384-388.
Schein, E.H. (1996). Kurt Lewin’s change theory in the field and in the classroom: Notes toward a model of managed learning. Systems Practice, 9(1), pp.27–47.
Thomas, J. (1985). Force field analysis: A new way to evaluate your strategy. Long range planning, 18(6), pp.54–59.
Thomas, P. J. M., Sandwell, P., Williamson, S. J., and Harper, P. W. (2021). A PESTLE analysis of solar home systems in refugee camps in Rwanda. Renewable & sustainable energy reviews, 143, p.110872–.
Turner, J.R. (2014). Gower Handbook of Project Management. 5th ed. Farnham: Ashgate Publishing Ltd.
UK Higher Education Statistics Agency. (2020). Higher Education Student Statistics: UK, 2018/19 - where students come from and go to study, HESA. Available at: https://www.hesa.ac.uk/news/16-01-2020/sb255-higher-education-student-statistics/location (Accessed: April 25, 2023). 
Vandermerwe, S. and Rada, J. (1988). Servitization of business: Adding value by adding services. European management journal, 6(4), pp.314–324.
Wit, B. de. and Meyer, R. (2005). Strategy synthesis : resolving strategy paradoxes to create competitive advantage. Concise version 2nd ed. London: Thomson Learning.

Unfreeze
Change
Refreeze
preparing for the desired change
Implementing the change
Preparing for the disired change

PESTLE analysis


Political factors


Economic factors


Social factors


Technological factors


Environmental factors


Legal factors


2

image2.png
Driven forces for change to Restraining forces resisting the
study abroad company: change: scored 10

scored 12 The change

The epidemic is over, More to Stlldy

i Ctuniti ith Changes to UK study visa policy’
cooperation opportunities wi abroad and admission requirements
other countries

MRl company in
. Digital advocacy boost the face of Declining international .

in this area ’ reputation and attractiveness
Brexit of UK universities

Pound Sterling exchange

rate falls, Lower costs for Staff do not want change ’
clients to study abroad





image1.jpg




