

   

Title:  Human Resource Management for Alibaba




             Student name: Hui He
             Student ID number: 2106244
[image: Discover University of Wales Trinity Saint David]             Programme：MBA
             Module: Human Resource Management 
             Module code: BMMB7007
             Lecturer: Dr Rachel Cook





                Date: 19/03/2022



Table of content
1 Introduction	1
2 The overview of Alibaba	2
3 The analysis of Alibaba’s recruitment	2
3.1 The analysis of Alibaba’s campus recruitment	2
3.2 The analysis of Alibaba’s external recruitment in the society	4
3.3 The analysis of Alibaba’s internal recruitment	5
4 The analysis of Alibaba’s selection	6
5 The analysis of Alibaba’s onboarding process	7
5.1 The period of training for new employees is short	7
5.2 New employees’ enthusiasm is low	7
6 Recommendations	8
6.1 Recommendations for Alibaba’s recruitment	8
6.2 Recommendations for Alibaba’s selection	8
6.2 Recommendations for Alibaba’s onboarding process	8
7 References list	10


















2


[bookmark: _Toc98691153]1 Introduction
Being called the heart and soul of a business, Human resource management(HRM) has  become a pervasive and influential approach to the management of employment in a wide range of markert economies (Beardwell and Thompson, 2017, pp.30–35). When looking more deeply into HRM, it involves handling the issues concerned with the tension between one fundamental requirement on the one hand to help the organization to achieve its goals, and the needs on the other hand to protect and promote the interests of the people working in the organization (Armstrong and Taylor, 2020, pp.20–25). Originating from the United States, the term HRM became fashionable in the UK from the mid-1980s (Mick Marchington et al., 2016, pp.33–35). Studies have shown that a company is only as good as its employees (Oyos, 2014), making HRM a crucial part of reinforcing the success of the business. Alibaba is the one of world’s most outstanding business-to-business e-commerce companies, and its success deeply depends on how HRM functions within the organization. 

The aim of this report is to evaluate and analyze Alibaba’s recruitment, selection and onboarding as the priority area. The report begins with an overview of Alibaba, especially introducing its HR function. It then moves to discuss the existing drawbacks with Alibaba’s recruitment, selection and onboarding alongside explore the wide-ranging outcomes those weaknesses has contributed to Alibaba. Subsequently, the report proposes effective and supportive recommendations in order to perfect Alibaba’s HR function and reinforce its business success.










[bookmark: _Toc98691154]2 The overview of Alibaba
Alibaba was founded in Hangzhou China in 1999, aiming to provide an effective and convenient online trading platform for retailors and customers. Nowadays, it has developed into seven affiliated groups, namely Alibaba International Business Operations, Alibaba Small Business Operations, Taobao Marketplace, Tmall.com, Juhuasuan, e-Tao and Alibaba Cloud Computing (Alibaba, 2020), which make it become one of the top ten valuable corporations. (Lucas, 2017)

It is worthwhile to mention that Alibaba has an excellent HR department which is in charge of Alibaba’s human resource planning, recruitment and selection, performance management etc. Alibaba’s HRM plays a significant role in enhancing its employees’ productivity, increasing business profit and resulting in the prosperity of its development. In a manner of speaking, Alibaba is only as good as its HR department as it determines mostly all the factors that contribute to the fulfillment of Alibaba’s mission and business prospects. 

[bookmark: _Toc98691155]3 The analysis of Alibaba’s recruitment
Recruitment refers to an organization’s ability to attract a suitably qualified pool of applicants for a vacancy and then provide a short-list of candidates to proceed to the selection phase (Petzall and O’Meara, 2013, pp.5–10). Campus recruitment, social recruitment and internal recruitment are three main parts of Alibaba’s employee recruitment channels, which have contributed to the diversity of employees in Alibaba and strengthened its business in numerous sectors. The following introduces some weaknesses in Alibaba’s three forms of recruitment as well as discuss how those drawbacks impact Alibaba negatively.
[bookmark: _Toc98691156]3.1 The analysis of Alibaba’s campus recruitment
[bookmark: _Hlk98599403]Campus recruitment has always been the most popular recruiting mode among China’s corporations since it provides an opportunity for millions of university graduates to get employed as well as ensures that companies have more young talent working for them. Since Alibaba owns and operates a diverse portfolio of companies around the world in multiple business sectors (Johnston, 2019), it has high-volume recruiting needs especially in its entry-level positions for which the recent graduates are extremely qualified. 

As there is a flip side to everything, hiring fresh graduates in campus also have its own set of disadvantages. Some of which are mentioned below.

· Fresh employees’ interest is fluctuating 
One reality is that since fresh graduate are young, they prefer to explore different things. If they feel they can perform better in a different position or field or enterprise their interest may quickly shift to that. Plus, if they get a better payment from a different organization, they won’t think twice before moving to that place. It is not difficult to find that the fluctuating interest from the new employees affects their commitment to their current position and then hinder Alibaba’s business operations. 

· New employees expect more in less
Studies have found that recent graduates tend to have higher expectations regarding their job and salary as compare to what they are actually worthy of. In fact, New employees’ wrong mentality of expecting more than they indeed deserve very easily results in a misconception that the employer is exploiting their staff and they are treated unfairly in terms of wage distribution. Because of which, considering young employers use social media frequently, they are more likely to deliver some negative comments about their own company through social media, affecting Alibaba’s reputation negatively and raising a red flag for other potential professionals who have the willingness to become a member of Alibaba. 

· New employees have a high turnover rate
The young employees’ turnover contributes to Alibaba’s high staff turnover rate to a great extent since they make up the most majority of Alibaba staff. The negative effects caused by those employees can range from the immediate to the more long-term. In the short-term, leavers can lead to gaps in Alibaba’s staffing and the headaches associated with recruitment. In the long run, a high turnover rate within Alibaba may indicate to their current staff and job-seekers that Alibaba is not the best choice for them, affecting organization’s brands negatively. To make matter worse, when the employees leave Alibaba, this may lead to other staff members feeling demoralized and even become more likely to leave their position .

[bookmark: _Toc98691157]3.2 The analysis of Alibaba’s external recruitment in the society
Recruiting socially increases Alibaba’s staff’s diversity which creates diverse workforce that enhances corporate innovation and practices. Although recruiting socially generates a wide range of benefits for Alibaba, many potential weaknesses have also uncovered. The following are some major weaknesses in Alibaba’s recruitment in the society.

· Employees’ salary expectation is higher
Due to the reality that most socially recruited employees are well-experienced in some fields, they tend to have higher salary expectation than their previous positions. When the company cannot find other alternative candidates with short time duration, it has to compromise to the candidates’ conditions. One potential outcome is that those new entrants with higher remuneration can very easily result in other internal employees’ resentment. Ultimately, the internal employees are more likely to require the company to raise their remuneration up to a higher level, otherwise, they would not give their best engagement and commitment to the organization, tremendously weakening the organizations’ profitability.

· Affect internal employee morale
When Alibaba recruits socially, it may impact its internal employee morale terribly. A new employee joining in Alibaba means that an opportunity of promotion or transition for the internal employees would be missed, which may lead to Alibaba’s internal employees’ resentment and disappointment. Inevitably, recruiting socially is giving other internal employees the feeling that they are not the best choice for the company, hitting their morale tremendously and meanwhile reducing their engagement and commitment to the company. With no doubt, if internal employees’ resentment is not well dealt with, they probabaly consider leaving their jobs, which may hit the other staff’s willingness of staying and damage Alibaba’s reputation in the job market. 






[bookmark: _Toc98691158]3.3 The analysis of Alibaba’s internal recruitment
Alibaba’s recruitment from inside does make sense since new hires are already part of the organization and they have deep understanding of the corporate culture and policies. On the one hand, recruiting internally is more efficient and time-saving than recruiting externally as when recruiting internally, Alibaba’s recruiters do not need to take much time to evaluate and identify candidates. On the other hand, internal recruitment shortens onboarding times as it is much quicker to onboard than external recruitment. 
Despite all the merits of internal recruitment, there are some drawbacks and weaknesses to keep in mind.

· Create resentment among employees and managers
It is widely acknowledged that internal employees possibly feel jealous and resentful if a colleague get promotion and meanwhile they are equally eligible for that promotion as compare to that colleague. This potentially causes mutual suspicion and disharmony among staff alongside hinders Alibaba’s business operations. Plus, managers in different departments of the company tend to be uncomfortable when they lose a good team member who gets transferred to another department within the company and they may even go to hinder the transfer or promotion process. This can hit Alibaba’s internal cohesion and reduce staff loyalty to the enterprise.

· Leave a gap in the existing team
Each member of the team in Alibaba plays an important role in the success of the team and the enterprise. A good team must have a strong teamwork among the staff, which contributes to staff’s commitment and engagement to the enterprise. When an internal candidate is chosen to fill an open position, their previous position naturally becomes vacant and the teamwork within the existing team cannot be operated normally, which means that the manager have to hire another internal candidate or turn to external hiring to fill the position vacancy. The largest concern is that if the manager cannot find a candidate who is suitable for the vacant position within a certain period of time, the business’ operations would be disrupted.



[bookmark: _Toc98691159]4 The analysis of Alibaba’s selection
Selection is to make a choice among job candidates. It is about how to make a fair an accurate assessment of the strengths and weaknesses of applicants and how to identify the candidates who is most likely to perform well in the job (Britain, 2009, pp.15–20).
While Alibaba has its own a set of scientific system of candidates selection, some issues still exist.
· Excessively pay attention to candidates’ working experience
When Alibaba’s recruiters conduct selection process, they tend to pay too much attention to their professional skills and working experience, rarely evaluating whether their value is consistent with the corporate value. When staff’s value is against the company’s value, the consequence would be catastrophic for the company. In 2011, an announcement showed that nearly Alibaba’s 100 employees including sales staffs, manager and supervisor, had conspired to the fraud by deliberately helping fake suppliers in China to register with avoiding the company scrutiny and allowing them to defraud oversea buyers on the Alibaba’s international website (Nytimes, 2011).This issue hit the credibility of Alibaba overwhelmingly and damaged Alibaba’s core value and enterprise culture.
· Blindly pursue candidates with higher degrees 
Owning a certain number of talent with high degree is strategically meaningful for Alibaba. If the company recruits excessive high-degree employees, it cannot be  guaranteed that Alibaba can provide abundant positions which match appropriately with their talent. When employees cannot be able to work in the right positions, it would be impossible for them to perform to their best in the workplace and also this is a waste of a social human resource. Ultimately, those talent will decide to leave Alibaba.










[bookmark: _Toc98691160]5 The analysis of Alibaba’s onboarding process
Onboarding is frequently used by organizations to expedite new employees’ learning and adjustment process by which individuals assume an organizational role that fits the needs of both the individual and the organization (Chao, Maanen and Schein, 2012, pp.579–614). In Alibaba, new employees training generally consists of sales training and non-sales training. New hires are required to undergo at least two weeks of paid off-job training to learn about the company's current situation, values, products, etc. While the onboarding in Alibaba is creating a plethora of benefits for the organization itself, there are still some existing problems that need to be taken into consideration. 
[bookmark: _Toc98691161]5.1 The period of training for new employees is short 
Before entering Alibaba, new employees would participate in only two weeks of orientation training. After completion of the short-term orientation training, without a deep understanding of the business, new employees would be pushed into their workplace and quickly start to handle the business. Ultimately, they are less likely to get their job done and sometimes make mistakes at work, impacting Alibaba’s business operations negatively.
[bookmark: _Toc98691162]5.2 New employees’ enthusiasm is low
In the training process, the enthusiasm of new employees is relatively low since they hold the view that the Alibaba organizes the training for new employees entirely due to the purpose of protecting and enlarging the interests of the organization instead of focusing on employees’ personal promotion. In that case, new employee’s negative emotions would come out, which negatively affects the implementation of the training plan of the Alibaba.  Subjectively speaking, new employees lack a deep understanding of training or they do not have a explicit career planning. Alibaba does not pay attention to employees' future planning which new staff are most concerned about, resulting in employees lacking a deep understanding of themselves. Because of this, new employees tend to have a low sense of accomplishment and low enthusiasm.  
 
[bookmark: _Toc98691163]6 Recommendations 
Considering Alibaba still have a plethora of weaknesses among its recruitment, selection and onboarding, this report has proposed some practical recommendations to enhance this priority area.
[bookmark: _Toc98691164][bookmark: _GoBack]6.1 Recommendations for Alibaba’s recruitment
Considering new employees often have a high turnover rate, Alibaba is supposed to provide them with enough care and tolerance. For example, Alibaba should consider offering them another chance of changing their position after a year or half a year of their entry based on their personal interest, which I believe helps Alibaba to retain more young employees who is expected to make a real difference in the future. Secondly seeking an appropriate balance between external recruitment and internal recruitment is significantly crucial for Alibaba. Before planning to conduct external recruitment, Alibaba should take a survey about its whole staff’s willingness for the new opening positions in advance and carefully consider whether they are eligible in order to eliminate internal employees’ resentment and disappointment for the company.
[bookmark: _Toc98691165]6.2 Recommendations for Alibaba’s selection
Alibaba is supposed to enhance its strategy of selection and focus more deeply on the compatibility of value between candidates and company. If the candidates’ value is more or less against the corporate core value, the recruiters should not take them into consideration even though they are perfectly qualified for the opening positions. Plus. setting a serious assessment of candidates’ morality should be a key part of the selection process and the recruiter is suggested to investigate the candidates’ background in a great detail and identify whether the candidates have a criminal background or other acts against the law over the past few decades. However, a potential risk of this recommendation is that it can inevitably violate the candidate’s privacy and trigger their antipathy.     

[bookmark: _Toc98691166]6.2 Recommendations for Alibaba’s onboarding process
As this report has mentioned, Alibaba’s training period is unreasonably short for new employees. Therefore, it is suggested that Alibaba should appropriately extend its employees’ training time so as to ensure every employee is fully trained and they can be able to smoothly finish their work. Apart from which, considering different employee have different capability of learning and understanding new things, a set of personalized training would be needed, especially for those with poor learning ability, which is showing to them that they are really important for the company and hence their loyalty and commitment would be boosted significantly. Nevertheless, One potential risk that Alibaba needs to consider is that personalized training for some employees possibly adds up their psychological burden as they tend to feel shameful if they require longer time of training as compare to others who don’t. 

On the other hand, helping new employees establish an explicit career planning can be equally crucial for the company. When those employee has established an clear career planning, they would feel that training is meaningful and can be one of the steps for their success in the future. This cognition encourages employees to get involved in the training process more enthusiastically and enhance the outcome of the training.      
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