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Introduction

Political dynamics can shift faster than market trends, leading entrepreneurs to quickly adjust their
strategies. When the new United States(US)administration'simmigration policies threatened the core
business model of OurVisa, an artificial intelligence (Al)-driven immigration app, it became essential to
make a comprehensive strategic shift for its survival. This situation shows how geopolitical factors
can create major risks but also unexpected opportunities for tech companies in markets that are
politically sensitive.

This case study looks at how changes in external policies caused a major shift in the market from the
US to Australia. It explores the decision-making process that influenced this move and discusses the
wider lessons for entrepreneurs dealing with reqgulatory uncertainty. The insights offer useful tips for
creating strong businesses that can handle political challenges.

The Original Vision and Market Opportunity

OurVisa started with an ambitious goal, revolutionising the US immigration process through artificial
intelligence. The platform utilised machine learning algorithms and natural language processing to
streamline visa applications, transforming the notoriously complex and time-consuming immigration
process into something more accessible for both applicants and their legal representatives.

The technology analyses the best immigration solutions, identifies potential problems, and assists
usersin navigating the complex requirements of US immigration law. With millions of visa applications
processed annually in the US, and applicants often facing bureaucratic challenges, immigration
attorneys deal with extensive workloads. An Al-driven solution presents a significant market
opportunity. The platform reduces processing time, minimises errors, and makes immigration
services more accessible to everyone. However, this promising venture would soon face forces far
beyond typical startup challenges; forces that would fundamentally reshape the business strategy.

The Geopolitical Storm

The new US administration's aggressive immigration enforcement policies created an unexpected
existential threat that extended well beyond individual policy changes. The presidential executive
order to restrict the entry of foreign nationals, including a full ban on 12 countries, and the



https://d1cab285-33e5-47c2-a7cc-3260ddd1f831.weweb-preview.io/
https://www.reuters.com/world/americas/trump-signs-proclamation-banning-travel-12-countries-cbs-news-reports-2025-06-04/
https://www.whitehouse.gov/presidential-actions/2025/06/restricting-the-entry-of-foreign-nationals-to-protect-the-united-states-from-foreign-terrorists-and-other-national-security-and-public-safety-threats/
https://www.whitehouse.gov/presidential-actions/2025/06/restricting-the-entry-of-foreign-nationals-to-protect-the-united-states-from-foreign-terrorists-and-other-national-security-and-public-safety-threats/
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administration's directive for Immigration and Customs Enforcement (ICE) to arrest 3,000 individuals
daily, targeting over one million annually, fundamentally transformed the immigration technology
landscape and introduced regulatory uncertainty that rendered long-term business planning almost
impossible.

The revocation of legal protections proved particularly devastating. Programs such as Temporary
Protected Status(TPS)were rescinded for hundreds of thousands, including 350,000 Venezuelans and
over 9,000 Afghans, despite ongoing unsafe conditions in their home countries. This effectively
converted many legal immigrants into undocumented ones, significantly reducing the addressable
market for legal immigration services.

The suspension of the US asylum system left many immigrants facing an uncertain future without
opportunities for hearings or legal representation. International students, particularly those from
China studying in STEM fields (Science, Technology, Engineering and Mathematics), faced increased
scrutiny and visarevocations, prompting many to consider alternative educational destinations. These
policy shifts didn't merely affect individual cases; they fostered a climate of fear that discouraged
potential clients from engaging with immigration technology platforms altogether.

Building A Decision Framework for Market Relocation

Confronted with these challenges, the decision to pivot necessitated the development of a systematic
framework for evaluating alternative markets. This decision wasn't merely about finding another
English-speaking country with immigration processes; it required analysing multiple factors that
would determine long-term viability and business sustainability.

The evaluation criteria encompassed requlatory stability, market size and accessibility, technological
infrastructure, cultural compatibility, and the competitive landscape. Each factor necessitated a
careful assessment to ensure that the relocated business model could thrive, rather than merely
survive.

Australia emerged as the ideal alternative for several compelling reasons. The country's immigration
system, although complex, demonstrated greater policy consistency and predictability compared to
the unstable US environment. Australia's points-based immigration system provided clearer pathways
for applicants, and the government maintained more consistent messaging regarding immigration
policies.

Why Australia Made Strategic Sense

Australia's market characteristics aligned well with the technology platform's capabilities. The country
processes hundreds of thousands of visa applications annually, boasting a tech-savvy population that
is comfortable embracing digital solutions. With its robust technological infrastructure and strong



https://www.bbc.com/news/articles/clyn2p8x2eyo
https://www.hrw.org/news/2025/02/20/ten-harmful-trump-administration-immigration-and-refugee-policies
https://www.hrw.org/news/2025/02/20/ten-harmful-trump-administration-immigration-and-refugee-policies
https://www.hrw.org/news/2025/02/20/ten-harmful-trump-administration-immigration-and-refugee-policies
https://www.politico.com/news/2025/05/29/trump-international-students-public-universities-00373957
https://www.politico.com/news/2025/05/29/trump-international-students-public-universities-00373957
https://www.politico.com/news/2025/05/29/trump-international-students-public-universities-00373957
https://immi.homeaffairs.gov.au/visas/getting-a-visa/visa-listing/skilled-independent-189/points-table
https://immi.homeaffairs.gov.au/visas/getting-a-visa/visa-listing/skilled-independent-189/points-table
https://immi.homeaffairs.gov.au/what-we-do/migration-program-planning-levels
https://immi.homeaffairs.gov.au/what-we-do/migration-program-planning-levels
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English-language legal framework, much of the existing technology could be adapted rather than
completely rebuilt.

Perhaps most importantly, Australia's cultural approach to immigration technology was more
welcoming. The government actively encouraged digital innovationinimmigration processes, creating
an environment where tech solutions were seen as beneficial rather than problematic. This supportive
reqgulatory framework provided the stability needed for sustainable business operations.

The competitive landscape also presented opportunities. Although established players operated in the
Australian immigration market, there was room for innovative technology solutions that could stand
out through superior user experience and Al-powered capabilities.

The Complex Pivot Process

Relocating from the US to the Australian market required comprehensive adaptation across various
business dimensions. While Australian immigration law shares some commonalities with US law, it has
distinct requirements, processes, and cultural expectations that necessitated a thorough
understanding and integration into the platform.

The technology platform required significant modifications. Machine learning models trained on US
immigration data needed retraining with Australian datasets. Natural language processing algorithms
had to accommodate different legal terminology and document formats, while user interfaces needed
redesigning to reflect Australian government requirements and user expectations.

Beyond technical adaptations, the shift necessitated the establishment of entirely new professional
networks. Relationships with US immigration attorneys and agencies held limited relevance in the
Australian context. New partnerships with Australian migration agents, legal professionals, and
government stakeholders became crucial for building credibility and achieving market penetration.

Regulatory Navigation and Compliance

Therequlatory approval process varied greatly between markets. While the US market functioned with
relatively minimal direct government oversight for immigration technology platforms, Australia
demanded more formal interaction with relevant authorities to ensure adherence to local requlations
and professional standards.

This involved understanding the Migration Agents Registration Authority requirements, complying
with Australian privacy laws, and aligning with the professional conduct standards expected in the
Australian immigration sector. The process required patience and cultural sensitivity to establish trust
with regulatory bodies and professional associations.



https://www.mara.gov.au/
https://www.ag.gov.au/rights-and-protections/privacy
https://www.mara.gov.au/tools-for-registered-agents/code-of-conduct
https://www.mara.gov.au/tools-for-registered-agents/code-of-conduct
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Strategic Insights for Entrepreneurs

This experience revealed several critical insights for entrepreneurs operating in sectors vulnerable to
geopolitical uncertainty. Regulatory diversification is as important as financial diversification,
particularly in politically sensitive sectors where policy changes can create existential business risks
that traditional planning often overlooks.

Recognising the importance of building technology platforms with international adaptability from the
outset is crucial. While it makes sense to initially focus on a single market for resource allocation,
maintaining architectural flexibility for global expansion offers vital options when circumstances
unexpectedly change.

Geopolitical risk assessment should be incorporated into regular business planning processes,
requiring entrepreneurs to view political developments not merely as news items but as potential
business threats or opportunities. Specifically for immigration tech, this entails understanding the
political dynamics surrounding immigration policy in target markets and their possible business
implications.

Building Resilient Professional Networks

The importance of maintaining multiple professional networks across various jurisdictions became
particularly evident during the transition. While relationships forged in one market may not directly
transfer, the skills for establishing professional networks do transfer and become valuable assets
during market transitions.

Successfully navigating international markets requires cultural intelligence and patience to cultivate
genuine relationships with local stakeholders. This process cannot be rushed and demands a sincere
commitment to understanding local business practices and professional expectations.

Broader Implications for Entrepreneurs

The OurVisa pivot illustrates broader principles relevant to entrepreneurs in various sectors that are
vulnerable to changes in government policy. Companies in healthcare, financial services,
environmental technology, or international trade encounter similar vulnerabilities to political shifts
that can fundamentally alter business environments.

Achieving success in politically sensitive sectors requires more than just technical innovation and
market analysis; it also necessitates a nuanced understanding of the local context. It necessitates
strong political risk assessment capabilities, requlatory flexibility, and an ability to swiftly adapt
business models to evolving policy environments while maintaining operational excellence.

For investors and stakeholders, this case study highlights the importance of evaluating portfolio
companies' exposure to geopolitical risk. Traditional investment analysis often focuses on market


https://www.reuters.com/business/healthcare-pharmaceuticals/european-drugmakers-fall-after-trump-raises-stakes-over-us-drug-price-cuts-2025-08-01/
https://apnews.com/article/trump-tariffs-company-forecast-reaction-93474e22fcf883d9040cd8ac1adbfc67
https://arxiv.org/abs/2502.01640
https://www.edelman.com/insights/risky-business-companies-vs-political-uncertainty?
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competition and technical risks, while overlooking policy risk, particularly in sectors where
government regulation plays a significant role.

Conclusion

The pivot to Australia ultimately proved successful, demonstrating that geopolitical disruptions, while
challenging, can create opportunities for resilient entrepreneurs. The forced market expansion
provided valuable insights into international immigration processes that would have been difficult to
obtain otherwise, while showcasing the underlying strength of the technology platform and business
model.

The experience highlighted the necessity of creating businesses that can endure external shocks
through strategic flexibility, diverse professional networks, and treating geopolitical risk with the
same seriousness as market or technical risk. For entrepreneurs in similar situations, achieving
success requires technical excellence, political acumen and strategic adaptability.

The immigration technology sector continues to evolve, with shifting political climates creating both
challenges and opportunities. Thriving in this environment demands skills that go beyond traditional
entrepreneurship and are increasingly essential in our interconnected and politically dynamic world.
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