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[bookmark: _Toc512180654]Executive Summary
An international business plan is the most important element to any organisational expansion (Barrow et al., 2001) as expanding internationally carries unforeseen risks and is a lengthy undertaking (Clarke and Liesch, 2017). Expanding into international markets needs to fit with an organisation’s overall strategy. BCIE’s vision is to a hold a larger market share of student placement in all countries therefore opening a new office in China is in line with the organisation’s strategy. BCIE organisational structure is a hierarchically, and whilst Hill (2013, p.455) maintains this structure reduces the importance of the country managers this report will show this structure fits with the host and local office’s culture. A PESTLE analysis highlighted China has 260 million students (National Bureau of Statistics of China, 2014) and BCIE has three of the top four Chinese student destinations indicating the opportunity is there. Also revealed that accessing information technologically proves difficult with Government imposed restrictions and websites blocked by an internet censorship system with social media sites banned and substituted with government monitored ones (BBC, 2017). The risk assessment emphasised barriers exist regarding with ease of doing business and bureaucratic regulations, however legislation into registering an educational agency in China has become much easier with the abolition of agent licensing (Smith, 2017) however cultural differences between host and local countries could cause problems (Hofstede, no date). The cultural differences indicated that marketing the service should be adapted to suit the market, however current inexperience of China’s social media would demonstrate knowledge gaps. The report suggests that foreign direct investment operating as a Wholly Foreign-Owned Enterprise which would help safeguard the threat of theft of intellectual property which is serious problem in China (Nash-Hoff, 2016) and would limit financial risk and retain overall control (Wang and Wang, 2015). The report recommends that ignoring the market research could lead to failure and the service would need some adaption to fit the market, and consulting the specialists in Chinese social media would be advisable. To conclude the opportunity outweighs the risk and avoiding a new market country may leave BCIE exposed to competitive risk; however culture plays an important aspect to overseas investment and some adaptation of the marketing strategy seems necessary.
1 [bookmark: _Toc512180655]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, 2018).
The business plan is the most important element to any organisational expansion (Barrow et al., 2001); the plans quality is important if the proposal is to be backed (Mason and Stark, 2004) as expanding internationally carries unforeseen risks and is a lengthy undertaking (Clarke and Liesch, 2017).
This International Business Plan will access the viability of opening a BCIE Chinese student recruitment office and will discuss:
· How China fits with BCIE’s corporate vision. When considering trade and new foreign market entry, strategy must align with the organisation’s objectives and goals (Cateora et al., 2009).
· Organisational structure. This will describe the recognised structure of the organisation as displayed by an organisational chart; where control for decision-making lies (centralised or decentralised) and how subunits will be co-ordinated (Hill, 2013, p.449).
· The micro and macro-environments, and how internal influences and the external environment forms the basis of organisational strategy which determines marketing objectives (Pahl and Richter, 2007).
· Existing trade barriers; trade barriers are not just about financial barriers affecting imports or exports (Lawrie, 2018), this reports looks at the regulations surrounding setting up this new overseas office and the ease of doing business in China.
· The risks involved; Berrell (2017) infers risks for overseas organisations trading in China exist now and will continue to do so, Berrell continues organisations who identify these risks can achieve competitive advantage by undertaking well-thought-out processes achieving results.
· Proposed market entry strategy; recognition of cultural differences is significant when designing international marketing strategy (Hill, 2013, p.585) and the decision to adapt or standardise the service. Differentiation may increase expenditure (Hill, 2013, p.431).
Obtaining the necessary information about an unfamiliar market is a perquisite for any organisation operating in volatile, uncertain, complex and ambiguous (VUCA) conditions (Mannherz, 2018). However, internationalisation has improved the ‘export’ of educational services (Lane and Maznevski, 2014) and with education becoming borderless according to Etzkowitz (2014), developing countries are placing progressively more importance on transnational education to give the advantage of economic competitiveness (Lemoine et al., 2017).
2 [bookmark: _Toc512180656]Corporate Global Vision and Goals
[image: ]In today’s competitive environment, organisations need to provide their customers with exceptional customer service (Lemon and Verhoef, 2016). BCIE’s purpose is ‘better careers, better future and better lives through BCIE Ltd’ and the core values are customer focused (figure 1). BCIE’s focus is on customer satisfaction; Rappaport (cited in Bates, 2016) claims that the success of an organisation is down to its satisfied customers. Improving the customer experience can improve customer conversation rates and increase customer referrals (Homburg et al. 2017). BCIE’s global vision subscribes to Harnish's book ‘Scaling Up’ and is based on the defining the following principles: purpose, core values, brand promises and strategic priorities (Harnish, 2014) (appendix B).BCIE’s Core values
· Think like a customer
· Never give up on and make the best choice for students
· 100% customer satisfaction
· Honesty, integrity and ethics come first 
· Deadlines matter
· Deliver on promises
Figure 1 BCIE's purpose and core values



According to Benito (2016) organisations expand internationally for a reason: sourcing cheaper goods, selling goods directly, acquiring knowledge, improving resource availability. BCIE’s strategic priorities focus on growing the organisation internationally (figure 2). Figure 2 BCIE's strategic priorities
BCIE Strategic Priorities

Strategy 1: Quarterly (to May 2018): 100 student July intake deposits.
Strategy 2: 1 year (to Feb 2019): reduce students’ deferrals, increase visa success, increase student friend referrals, increase customer satisfaction, 100% student placement.
Strategy 3: 3–5 years (to 2023): gain larger market share in all countries.
Strategy 4: BHAG (‘big, hairy audacious goal’) in 10 years (2028), hold 25% market share of student placements.

Strategies 3 and 4 are to gain a larger market share of student placement in all countries and within 10 years to own 25% of all student placements. Therefore seeking a new international market is in line with the organisation’s strategy.
BCIE implemented Harnish’s principles earlier this year, Harnish claims following his ideologies will help organisations double cash flow, increase industry profitability, be more valuable against competitors and benefit stakeholders, conversely Mann (2015) doubts these claims are true.
3 [bookmark: _Toc512180657]International Business/Organisational Structure
Organisational design defines the hierarchical structure and duties within an organisation; it shapes how an organisation allocates its resources and defines the functions within (Bartlett and Beamish, 2014, p.387). According to Hill (2013, p.450) there are three main dimensions to organisational structure:
· Vertical differentiation: where decision-making is centralised or decentralised.
[image: ]BCIE’s current structure is headed by two directors and operates as a hierarchical structure (figure 3) and operating decisions are generally centralised. Deresky (2017, p.322) infers the norm for roles, such as finance, are centralised for a global organisation.
 Figure 3 BCIE’s hierarchical organisational structure
· Horizontal differentiation; how the organisation is divided into subunits.
Whilst not having an ‘international division’ this is the closest definition to how BCIE is divided. BCIE is geographically divided into subunits; Ghana, Nigeria and Pakistan, however all country / regional heads report to the directors and all decisions are made centrally. According to Hill (2013, p.454), whilst this structure is often used, Hill maintains this structure is likely to cause disagreement between the home and local organisation with foreign senior management frustrated they are not being heard. BCIE’s head of the ‘international division’ effectively are the directors who articulate strategy for all subunits; Deresky (2017, p.309) establishes this is a relevant structure for an internationally active organisation. Gathering knowledge in one division allows the organisation to respond accordingly to changes in the international environment (i.e. new markets); this division has clear lines of authority (Morschett et al., 2015) conducive to BCIE’s current structure. Hill (2013, p.455), maintains this structure reduces the importance of the country managers, however, BCIE is a small-medium enterprise with around 100 staff and hierarchically, above the regional /country managers are only BCIE directors.
· Integrating mechanisms, how subunits are coordinated.
Integrating mechanisms are vital for international organisations which are geographically dispersed (Coughlan, 2014). As organisations become globalised, issues arise surrounding sharing information (Cross et al. 2001). Integrating mechanisms can improve communication and assist resolving problems by collaboration (Valkokari, 2015).
George and Jones (2000) claim there are six formal integrating mechanisms: direct contact, coordination, special projects teams, geographically dispersed teams, blending departments and matrix arrangements. Direct contact is used by BCIE managers from subunits to agree solutions to problems; regional / country managers with conflicting opinions seek resolution from the director’s. BCIE has no mechanisms in place to solve these problems other than seeking guidance at director level. The intervention by top level management to resolve disagreements wastes time and impedes decision-making. (George and Jones, 2000). Hill (2013, p.462) comments informal integrating mechanisms offer a solution to formal integrating mechanisms, such as Knowledge Networks, to solve problems, allowing information to be disseminated through the organisation on an informal basis. Hill advocates such a network can be used as a channel for knowledge within a global organisation.
However, BCIE operates as a hierarchy, according to Kanter (cited in Shanker et al., 2017) hierarchical structures and management control confines innovation. Hofstede’s cultural differences shows China having very high power-distance (Hofstede, no date). In high power-distance associations, staff are more reliant on their managers for direction (Wang et al., 2012). As mentioned on Curatr, Hofstede’s cultural differences shows China accepts inequality and juniors expect to carry out orders without question (Lawrie, 2018). Furthermore one of BCIE’s director’s is Kenyan, with Kenya also scoring high on power-distance, a hierarchical structure is a good match (figure 4). 
It would be expected to setup the China office in same format as the existing subunits.Figure 4 Hofstede's power–distance (Hofstede, no date)

4 [bookmark: _Toc512180658]The Opportunity: Foreign Market Research
	The top non-EU country where UK’s students mostly come from is China and student numbers are increasing. Chinese student numbers studying abroad are expected to rise over the over the next five years to 700,000 (Wangshu, 2017). With BCIE having three of the top four Chinese student destinations the opportunity is there.Number of Chinese students studying in 2016/2017
1st	United States	350,755	(Statista, 2017)
2nd	Australia:		222,766	(ADET, 2017)
4th	United Kingdom	  95,090	(UKCISA, 2018)

[image: Image result for pestle analysis]Foreign market research was carried out using a PESTLE analysis to analyse the business environment taking into consideration the following six factors: PESTLE (BBC, no date)

4.1 [bookmark: _Toc512180659]Political
China is ruled by the Communist Party of China. The chief authority is the Central Politburo Standing Committee (PBSC) is and is a highly complicated structure. Foreign investments can be set up as a legal entities: wholly foreign-owned enterprise, joint, co-operative and stock companies. Non legal entity options available are a representative office or a subsidiary branch (Deloitte, 2017).
Corruption: China ranked 77th out of 176 on the Transparency Index (Transparency International, 2017), improving its position by 2 places on the previous year.
Identification of existing trade barriers
The World Bank’s report on how easy it is to start and operate an overseas organisation. ‘Ease of Doing Business’, placed China 142nd out of 190 (WBG, 2018).
China has a complicated preregistration and registration formalities, poor transparency of information and complicated tax compliance processes (Xinhua, 2017).
Trades barriers are not just about imports / exports against overseas companies (Lawrie, 2018).
4.2 [bookmark: _Toc512180660]Economic
Having considerable buying power, China has the world’s 2nd largest economy. The UK is a significant investor in China and with investment growing significantly the UK is an important trading partner (Chunyan and Liu, 2015). China will surpassed the US by 2050 becoming the largest economy in the world (PwC, 2017).
China encourages foreign investment particularly with projects that can develop human and other resources (Deloitte, 2017) and specifically the Chinese government wishes to entice further foreign investments in service industries (Minter Ellison, 2015).
4.3 [bookmark: _Toc512180661]Social and Cultural
China has the world's biggest population with over 1.4 billion people (UNSTATS, 2017). With 260 million students in 514 000 schools, China has the world’s biggest education system (National Bureau of Statistics of China, 2014).
China’s educational background:
· Education comes first: children are expected to achieve academically, with children's education a parent’s main duty (Cheung and Pomerantz, 2011). 
· Saving culture: the ‘Value of Education’ reported Chinese parents anticipate to fund their child’s higher education abroad at a cost of around £72,738. The report found that 43% of parent’s save specifically to fund this (Kennedy, 2017).
· Extended-family culture: choosing to study overseas is made by the whole family (parents / grandparents) not just the student. The entire family expects to gain social advantage from the student’s overseas education (Brooks and Waters, 2011).
Western countries have been cautious to condemn China’s Human rights violation record for fear that this might impede a future free market system. An optimistic view is a free market system would bring more individual freedom (Lum, 2015).
4.4 [bookmark: _Toc512180662]Technological
Access to foreign news is restricted and websites are blocked by an internet censorship system known as the ‘Great Firewall’ (BBC, 2017). Social media platforms are banned and substituted with government monitored ones (BBC, 2017).
4.5 [bookmark: _Toc512180663]Legal
Just as local companies, foreign investment companies would be liable to contribute to various employee’s benefits, up to 20% of an employee’s basic wage (Deloitte, 2017).
4.6 [bookmark: _Toc512180664]Environmental
Environmental sustainability is viewed as a western plot to stop China’s development however there have been moves by China to protect the environment with an Air Pollution Prevention and Control Action Plan (Clark, 2017).
However China is the worst country to discharge greenhouse gases with a poor environmental record with air, water and soil pollution. Last year 14,000 companies violated these rules (Wong, 2017).


5 [bookmark: _Toc512180665]Risk Assessment
	[image: ]All organisations considering overseas investment should consider if the opportunities outweigh the risks (Daniels et al., 2012, p.496). 90% of international organisations had considered adding China into their business plans by the mid-2000’s (Berrell, 2017) however PESTLE risks are widespread in China (Deresky, 2017, p302). Therefore using a SWOT analysis to investigate BCIE’s internal Strengths and Weaknesses and assessing the organisation’s external Opportunities and Threats explores whether BCIE is internationally ready for China.
5.1 [bookmark: _Toc512180666]Strengths
Brand identity: BCIE has operating for over 17 years, is the largest agency in Nigeria, has strong online presence, UK head office, state of the art premises, a complete ‘One-Stop-Shop’ service for students, from application to visa processing to a ‘peace of mind package with flights/accommodation bookings.
Differentiation: BCIE offers 100% student visa success guarantees (terms and conditions apply) and 100% customer satisfaction (BCIE, 2018a).
University network: Chinese parents consider English-studied Western university education high quality (Lui, 2017) and BCIE has 6 of the top 10 universities Chinese students prefer (China Daily, 2015). With interest in higher education abroad continuing to grow (UKCISA, 2018), there is a significant opportunity to capitalise on this 
Counsellor Accreditation: CITAC accredited by ICEF appears to be the recognised standard for China counsellors. At least 1 member of BCIE staff in each country is ICEF trained (ICEF, 2018).
5.2 [bookmark: _Toc512180667]Weaknesses and Threats
Political: There is the risk to changes in visa regulations in both local and host countries (Gov.UK, 2017); China has accused the US Government of indiscriminately refusing students visas (Todaro, 2011).
Economic: BCIE deals with multiple currencies. Risks exist to currency and exchange rate fluctuations resulting in increased transaction costs (Ahmad, 2016) and risks of low currency rate (Pettinger, 2017).
Exchange rate fluctuations may affect recruitment numbers by making a destination too expensive for international students to fund their tuition (Cotterill and Pilling, 2017). A recession, like BCIE experienced in Nigeria in 2017, may reduce student numbers.
Markets can be slow to build, BCIE’s newest market, Pakistan has showed slow growth. Figure 5 shows the percentage of BCIE’s Pakistan student placements over 4 years from BCIE’s overall total.Figure 5 BCIE Pakistan office’s % of BCIE student placements (BCIE, 2018)


Social and Cultural
As mentioned on Curatr (Lawrie, 2018) a UKTI report claiming cross-national companies who disregard cultural differences fail, costs the UK £48 billion a year (Foreman-Peck and Wang, 2012).
Comparing the UK and China on Curatr (Lawrie, 2018) Hofstede’s cultural comparisons displayed extreme cultural differences (Hofstede, no date) (figure 6).Figure 6 Hofstede's Cultural comparison: China and UK (Hofstede, no date)

Power distance: In China inequality is acceptable. As the UK scores low it is expected inequality should be minimised; these differences in culture could feel very unfamiliar for both UK and Chinese.
Individualism: Focused on achievement China is highly collectivist. As a high individualist country the UK may find it difficult to infiltrate these associations therefore negotiating with this culture may take time.
Masculinity: With an equal score both countries are driven by competition, achievement and success. This can be shown in particular with Chinese education and academic achievement is very important.
Uncertainty/avoidance: Both the UK and China is at ease with uncertainty.
Long term orientation: UK scores impartially for time-orientation whereas China is a practical culture and has strong links to traditions and norms and are unreceptive to social change.
Indulgence: The UK is an indulgent culture and probably driven by flexible working and work-life balance, conversely China is focused by competition and accomplishment, as a less indulgent country and it may be necessary to take a more organised method in order to appease business dealings.
Specialist marketing knowledge would be required to understand what works and what does not in China and adapt marketing and operations strategy to engage with Chinese culture (figure 7).  As Schlotbohm (2018) puts forward, not reflecting cultural differences can effect business strategy.Sina Weibo = Twitter!
Renren = Facebook
Youku Tudou = YouTube
WeChat = WhatsApp!
LinkedIn = [none]
Figure 7 Chinese equivalents to Western social media (Chiu et al., 2012)


Technological: Theft of intellectual property is a serious problem with little prosecution, China is one of the biggest offenders (Nash-Hoff, 2016).
China’s Great Firewall restricts websites and information (Guillemaud, 2014). Current marketing staff using Facebook/Twitter will not have experience of China’s alternatives and will lack knowledge how to run social media campaigns in China, which will be a major weakness
Legal: Regulations exist over the way business can be done in China. While all companies are subject to the same laws and regulations, compliance may be different for local competitors (GovUK, 2017).
How education agents are viewed in the marketplace by students, parents and universities is vital to the success of the business (Raimo, 2016). Increased visa refusals could result in cancellation of our university contracts which would affect the entire organisation.
5.3 [bookmark: _Toc512180668]Threat of Competition
[image: ]The PESTLE framework analysed broad influences in the macro-environment, the industry’s micro-environment was analysed using Porter’s Five Forces of Competition (figure 8).Figure 8 Porter’s Five Forces of Competition (Lawrie, 2018, adapted from Porter, 1998)


Porter’s simple framework which assumes there are five forces that determine competitive power (Deresky, 2017, p251).
	Barriers to Entry
	Education agencies no longer need to be licensed in China (Smith, 2017).

	Customer Demand
	The power of customers can influence price; with numerous agents in the market, agents like BCIE do not charge students, therefore students can choose any agent (BCIE, 2018b).

	Supplier Demand
	Risk of losing university contracts due to targets not met or fear of visa refusals (Huang et al, 2014).

	Threat of Substitution
	Rise of online degrees or changes in Government policy regarding overseas students (Jordon, 2015).

	Internal Rivalry
	Within China, Morrison (2012) claims that competition is fierce. With over 1,000 educational agencies there is strong competition (figure 9). However, there are questions over professionalism and quality (StudentMarketing, 2016). 


[image: http://www.student-market.com/sites/default/files/article_image/china_map_zoomed_10oct2016.png]Figure 9 China’s education agent distribution map (StudentMarketing, 2016)

5.4 [bookmark: _Toc512180669]Opportunity
The foreign market research provided information that the opportunity is there:
· BCIE’s partners with top Chinese student destinations: USA/Australia/UK.
· Chinese students studying abroad in Higher Education will continue to rise.
· No protectionism for this industry that limits competition from foreign industries (Lockyer, 2018).
· Nearly half of all Chinese students (47%) use an overseas agency viewing an agency as a significant and easy network to acquire information (Wu, 2014).



6 [bookmark: _Toc512180670]International Business Strategy
There are various strategies that BCIE could considered for foreign market entry. Suitable options are: franchising and foreign direct investment (FDI) as either an international joint ventures (IJV) or Wholly Foreign-Owned Enterprise (WFOE).
Franchising. Franchising can include low entry costs, staff that understand the culture and language and is a quick way to market. In China franchising is a comparatively new idea, being regulated from 1997 (Wang et al., 2015) however Wang et al. claim current Chinese franchising laws constantly change and are badly regulated creating uncertainty. BCIE has not franchised into any market and Welsh and Alon (2016) report difficulties finding the right franchisee in China with appropriate management skills and franchising represents a real threat to intellectual property.
FDI: According to Wang and Wang (2015) organisations considering foreign investment in emerging markets, such as China, prefer FDI due to limiting financial risk, tax incentives and retaining control. Yoboue et al. (2017) assert that direct entry organisations starting with a blank canvas can set up an organisation according to their own strategy and by setting up on a small scale, direct entry allows the organisation to test the environment whilst minimising financial risk (Vida and Fairhurst, 2016). Political volatility has a damaging effect on FDI (Buthe and Milner, 2008), and bureaucratic policy changes in China discourages FDI (Okafor et al, 2017). Luo and Heidecke (2018) report that FDI has been declining in recent years however China claim 22 new policies are in place to boost foreign investment; business regulations will be made less bureaucratic and certain regulation will be abolished to improve communication between foreign investors and government officials (SAFEA, 2017) (appendix C). Ali and Guo’s (2005) research shows that the most common reason organisations undertake FDI in China is market size, this would concur for the reasons in BCE selecting China.
IJV. Yu and Sharma (2016) claim foreign organisations gain knowledge and contacts from a Chinese collaboration and are more likely to attain the desired goal whilst limiting the liability with the IJV being dissolved once the goal is reached. As a society with defined hierarchies, Yu and Sharma warn that Chinese partners must be treated with respect and adapting to local conditions is easier with an IJV (Chang et al., 2015); however if BCIE wanted to maintain control, issues may arise as the Chinese partners may compete for control to conduct business according to their own strategy (Jin et al., 2016).
In China, an overseas limited liability company is referred to as a WFOE. These organisations have better access to international finance (Ali and Guo, 2005) and the most common entry method into China, and this according to Deng (2001) is due to the desire to retain control and to protect against the threat to intellectual property which as reported in the risk analysis is a major issue in China. All BCIE holdings are limited companies owned by the directors and this would be the recommended mode of entry.

7 [bookmark: _Toc512180671]International Marketing Plan
[image: Image result for 7 marketing ps]Klaus et al. (2016) claim that organisations who have established thriving products in their home market are often unsuccessful in international markets, Tan and Sousa, (2013) indicate an unsuitable international marketing strategy could be the cause commenting the marketing mix is an integral part of the marketing plan that combines elements to promote a product / service to organisation’s target market (figure 10). Figure 10 Marketing mix (Digitangle, 2013)

Internationalisation influences all parts of the marketing mix and the decision to standardise and offer a common marketing strategy attuned to the rest of an organisation or adapt the marketing plan to the foreign market is a challenge (Akoetey, 2015). Kraus et al. (2016) claim that standardisation is difficult to incorporate as consumer requirements, wants and needs and culture differ from country to country. Akgün et al. (2014) claim the reasons to adapt are differences in culture, consumer preferences and market conditions, and to standardise is to raise brand awareness and brand association.
	Product

	According to Collins (2012) the use of education agents is important in connecting the student and university. Collins comments universities often looked to agents as a direct source of students and students regard the agent as the link to the university.
BCIE can offer a ‘one-stop shop’ for students looking to study abroad. From initial enquiry through to visa counselling to the ‘Peace-of-mind’ package where BCIE will book flights and arrange accommodation in the study destination (BCIE, 2018c).
BCIE’s brand promises are:
· 100% visa success
· 100% customer satisfaction
· 100% student placement
BCIE will guarantee 100% student visa success and help to turn around visa refusals (figure 11) (BCIE, 2018d). It is unclear if Chinese competitors offer these claims.Figure 11 BCIE visa guarantees 


The value for customers is the focus on customer led satisfaction, this is BCIE’s unique selling point. This seems important to the Chinese who demand a personal, tailored approach (Jullens et al., 2015).
Translation requirements. Even in countries where English is not the majority language, such as Pakistan, BCIE literature is always produced in English. This will need investigating to see what the Chinese market norms are and whether promotion of the service will need adapting to the current market. And whilst there is some differentiation how the service is delivered from the competition, Levitt (cited in Klaus et al., 2016) infers if a service or product is not unique then standardisation can be considered. However, according to a Chinese education marketing agency Chinese students do not want all information to be written in Mandarin, however their parents do (MarketEdChina, no date).

	Price
	Agents should be transparent regarding the cost of their services; the options open are to offer all services free, charge students or charge for particular services (Raimo at al., 2014). According to Watt et al. (2012) some Chinese agents charge extremely high fees. Undercover reporters reportedly have evidence Golden Arrow charged £1,200 to submit an application and up to £2,000 for additional services and ABC News uncovered some dishonest agents even amongst some of China’s main education agents (ABC, 2015). 
The approach to price is a significant part of the global international marketing mix (Hill, 2013, p598). However, BCIE does not charge students for its services in any of the other countries it operates in and one of China largest agencies, Shinyway, offers free services (Shinyway, no date), so in line with this and BCIE’S overall strategy it would be recommend BCIE does not to charge Chinese students for services.

	Promotion
	BCIE’s target audience is not only students, but also parents. As concluded by the foreign market research, Chinese parents have significant input to their child’s education. According to Wilson et al. (2012) this makes parents key stakeholders as parents tend to pay the tuition fees. According to Bodycott (2009) both Chinese parents and students rate education fairs as the most important source of information and parents rate using an agent as 4th most important, whereas students relied on the internet as an important source of information (appendix D). Bodycott continues a tailored approach to promotion needs to be considered to take into account of both student and parent perspectives.
Education fairs: initially to be held annually to run concurrently with BCIE main Edufairs in Africa and Pakistan (BCIE, 2018e). However Chinese agent, Shinyway report they hold 3 fairs every year (Shinyway, no date). Depending on university uptake, frequency can be reviewed.
Social media: Chiu et al. (2012) confirm Chinese consumers use social media similarly to that of their peers and are more active than any other country. Chiu et al. continue that content needs to be reliable and relevant.
[image: international student recruitment]Most agents do not have a presence on Qzone (China’s largest social media site); however many Chinese higher education institutions do. Anhui University use this platform to share stories and answer questions; with a format is similar to Facebook (figure 12) (HEM, 2016). QZone could be used to send post promotional information in the same way as BCIE uses Facebook.Figure 12 Chinese Facebook equivalent (HEM, 2016)


[image: education lead generation in China]The University of Nottingham uses WeChat, China’s version of WhatsApp (figure 13) (Nottingham University, no date). Whilst QR codes are not so common in the west, in China they are a favoured means for social media users to access information (Bird, 2015).Figure 13 Social media and QR codes (Nottingham University, no date)


However, Bird argues that initially it would be wise to develop a strong presence on one platform in China rather than having a diluted presence over many. How to track the success of social campaigns could be problematic, Chiu et al. (2012) claim that organisations face problems measuring the success of social media strategy in China due to the absence of diagnostic tools and openness.
[image: ]Social media in China (Marketing to China, 2014)

BCIE’s website: whilst China has increased regulation of foreign websites, foreign companies unimportant to the Chinese government are generally overlooked unless the content is challenging (Carsten and Martina, 2016). It would be hopeful this would be the case for BCIE so BCIE could maintain one website and the corporate image which is already established.
BOSSA (Beijing Overseas Study Service Association) and COSSA (China Overseas Study Service Association) membership registration: these organisation are associated with Chinese government bodies and the majority of Chinese students studying overseas can be attributed to a BOSSA/COSSA agent (BOSSA COSSA, no date). Further investigation into how and should BCIE join these organisations should be made.

	Place
	[image: Diagram showing financial risk and the level control required.]In line with BCIE’s current strategy, the proposal would be to open a local office. Although the risk is high in opening a local office in China (Gov UK, 2016), as seen by figure 14, so is control to protect agency reputation and intellectual property.Figure 14 Routes to market (Gov.UK, 2016)

Education consulting is largely intangible and the distribution strategy would be to deliver the service directly to the customer as consulting requires a personal relationship between student / parent and counsellor. The strategy adopted by BCIE is to maintain central control of all processes.

	People

	In Chinese culture it is about who you know and according to Lanzolla (2010) and organisations looking to operate in China should start small as business in China is based around 'quanxi', meaning ‘relationships’ which forms the basis of Chinese culture. Lanzolla suggests when a member of staff leaves, ‘guanxi’ leaves with them and as mentioned in Curatr, guanxi is part of building a personal relationships (Lawrie, 2018) which Mullins (2018) concurs not to undervalue the significance of existing contacts. However, Wang and Chen (2018) question whether guanxi gives competitive advantage or an essential drawback required for business interactions.
Until recently it would have been unlikely BCIE could employ anyone other than Chinese nationals; previously employment of foreigners needed approval from the local labour authority and it would need to be demonstrated that this labour was not available locally (Deloitte, 2017), however a change to visa reforms and the availability of long-term work visas is an option should existing BCIE wish to staff the new office with existing employees (Perper, 2018). However existing staff would not be fluent in Mandarin. O'Sullivan and Guo (2011) advise agents should be both fluent in Mandarin and English and familiar with social media to engage with students and parents. Brock University was one of the first US universities to use Chinese social media to recruit students with staff informally answering questions generating over 1,600 enquiries in the first year (Brock, 2011).
BCIE managers and counsellors are expected to be educated to degree level, preferable from overseas (BCIE, 2018f). This gives staff first-hand experience of studying, and particularly studying abroad (figure 15).
[image: ][image: ]Figure 15 Staff qualifications (UKEAS, no date)


	Physical evidence
	With a service rather than a product the Chartered Institute of Marketing states that consumers need to ‘see’ what they are buying in the form of physical evidence (CIM, 2015).
[image: http://www.bcie.co.uk/userfiles/image/db2.jpg][image: Pakistan, Lahore][image: Nigeria - Australia & USA Branch]BCIE offices worldwide have modern, state of the art offices, clean, organised and well-presented reception areas in all locations (BCIE, 2018g) (figure 16). The China model would be developed in the same way.
Digital marketing also forms part of the marketing mix. Whilst BCIE has the usual social media platforms: twitter, Instagram, LinkedIn these will not be accessible in China. Creating these platforms will require Chinese specialists.Figure 16 BCIE offices (BCIE, 2018)

In China, corporate names must contain the name of city of registration, according to Liddle and Zhang (2017) certain city names carry status and credibility. It is usual for BCIE to set up a first office in the capital of the country, so Beijing would be the obvious choice; Liddle and Zhang suggest Beijing is not city carries this stigma. BCIE offices are selected where they are perceived accessible to students and parents. Narula and Santangelo (2012) suggests considering highly developed areas and city centres to locate this type of business.

	Process
	According to CIM (2015) the process of delivering service and staff involved are central to customer satisfaction. Whilst it is difficult to assess the quality of a service before using it since it is intangible, according to Ali et al. (2012), service quality a key measurement of competitiveness. Social media plays an important part in conveying the quality of BCIE’s service in the form of previous student testimonials (BCIE, 2018h) (figure 17).
[image: ][image: ][image: ]Figure 17 BCIE student testimonials (BCIE, 2018)

Bodycott (2009) confirms for Chinese students, recommendations hold importance for both parents and students when choosing an agent.


8 [bookmark: _Toc512180672]Limitations
Success in one country for a small and medium-sized organisation does not necessarily mean success in another (Chetty and Campbell‐Hunt, 2003).
Literature has conveyed various approaches to country risk assessment commonly relying on practitioners own perceptions and evaluations (Miller, 1992) therefore this assessment is subjective; and the consequences of each uncertainty would be subject to the exposures as set out by corporate strategy (Vovchenko et al, 2017).
9 [bookmark: _Toc512180673]Recommendations
1. Do not ignore the market research. As mentioned in Curatr (Butler, cited in Lawrie, 2018) not carrying out the proper groundwork to understand cultural differences can led to disaster as discovered in the case of Tesco who tried to break into the American market and even after extensive research with senior staff members living in California they ignored the initial market research which resulted in failure (Wood, cited in Lawrie, 2018). Ikea hired a local consultant and market research company when entering the Indian market, the advice given was not to rush the process (Deresky, 2017, p352).
2. Seek support from current universities within BCIE’s network, without this support there would be no point in entering any new market however Matthews (2016)  confirms that many universities rely on Chinese student admission (figure 18).
[image: UK universities most dependent on Chinese students (26 May 2016)]Figure 18 Universities relying on Chinese admission (Matthews, 2018)


3. Product adaption. Whilst BCIE only uses English as its medium to promote its services, the market research showed that literature may be required in both English and Mandarin to satisfy both student and parent. It is unlikely that the name BCIE will cause problems when translated into Mandarin but research should be carried out, in Chinese Coca-Cola translates as "wax-flattened mare” (Alon et al., 2009). Employ a translator for the purpose to provide accurate, factual information. For accuracy according to Ying and Mursitama (2018) translators should be familiar with the industry not just the language. Further investigation into how to utilise China’s social media successfully is imperative as the market research demonstrated current means are unlikely to suffice as they are not available, consider local media companies for advice on achieving this.
10 [bookmark: _Toc512180674]Conclusion
To benefit from the opportunities in entering an overseas market, an international business plan that has been researched well can highlight the risks to make a judgement as to whether the opportunity outweighs the risk. It could be concluded that the research is a vital. There are many examples in international ventures of organisation’s failing to take into account customer preferences (Jeon et al., 2016) as seen in the case of Tesco who chose to ignore the market research and went with a plan that was inappropriate to the culture of the market.
Culture plays an important aspect to overseas investment. As discovered, Chinese culture plays an important part in relationship building and 'guanxi' forms the basis of forming relationships and serious consideration must be given to fostering guanxi in business discussions. BCIE would not want to adapt its business model to the extreme so it became unrecognisable from the current model, but some adaptation of the marketing strategy of the service to the Chinese market seems necessary. The market research revealed that information would need to be produced in both Mandarin (for the parents) and also in English. And although the perception of risk is subjective, just because we do not have experience of China’s social media does not mean we cannot formulate a strategy and to consider specialists who have knowledge of both our industry and China especially in terms of marketing strategy as BCIE has no current staff familiar with Mandarin or how to effectively use Chinese social media.
Whilst this report highlighted the risks operating within a Chinese business environment: authoritarian bureaucracy, corruption and the violation of intellectual property, the opportunities seem to outweigh the risks and avoiding a country that has the potential to make a good return may leave BCIE exposed to competitive risk if other competitors enter the market.
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Table 1 Sources of information on study abroad destinations

Source of information “Parents Students Significance
M 5D M s level

‘Exhibition, fair 100 000 10 000

Friend or relative 100 000 120 040 p<0oo

Intermet 200 10 136 048 p<0ool

‘Agent acting on behalf 239 049 357 050 p<0oo
of a university

Newspaper advertising 252 a7 248 050 pe0os

School career adviser 36 0 339 040 p<0oo

Magazine specific to 30 04s 400 000 p<0ool

Television advertising 38 0318 28 060  pe0.00l

Hotes: (1) Variables were measured on 2 four-point scale from 1 = very important o
4 = least important; (2) Data is presented from the highest importance to the lowest
importance based on parent responses; (3) M = mean, SD = standard deviation.
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