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Executive Summary
The COVID-19 pandemic profoundly affected many industries, including the Chinese tech giant Alibaba. This paper critically analyzes the changes brought by the pandemic on Alibaba, the key drivers, and the resistance to change. It also examines change models for managing the change and assessing the effectiveness of the change programs. Internal factors, such as customers, suppliers, and competitors, and external factors, such as political, economic, social, technological, and environmental, were identified as the key drivers of change. These factors have led to radical changes, such as introducing new products and services, expanding logistics infrastructure, and sustaining innovations, such as launching an online marketplace and a donation platform. Despite the pandemic's difficulties, Alibaba has successfully adapted to the changing environment and remains a dominant force in the global technology sector. This report also examines how Alibaba utilized Lewin's Change Management Model to manage the changes brought about by the Covid-19 pandemic, including the unfreeze, change, and refreeze stages, as well as the change resistance factors and evaluation of the innovation changes. It concludes that Alibaba, its customers, and society benefited from the company's creative responses to the outbreak, resulting in a significant increase in online sales, demand for cloud-based computing services, and improved customer experience.






1.0. [bookmark: _Toc130535534]Introduction
Alibaba Group Holding Limited, commonly known as Alibaba, is a Chinese multinational conglomerate specializing in e-commerce, retail, internet, and technology services. Founded in 1999 by Jack Ma, it has been observed (O'Connell, 2020)that it is one of the world's largest companies and is considered the most valuable tech company. It is one of the world's largest internet companies, operating in over 200 countries and territories. Alibaba's services include electronic payment, search engines, cloud computing, and retail. In the early years of its operation, Alibaba operated as an online marketplace where buyers and sellers could connect and trade goods and services. It soon began to offer services such as e-commerce, payment processing, marketing, and customer service. As Alibaba's customer base grew, the company expanded into other areas, such as financial technology, logistics, and media. In recent years, Alibaba has shifted its business model to digital transformation. 
The global health crisis caused by the Covid-19 pandemic has profoundly impacted the world economy, including Alibaba's business. The company has had to change its business model dramatically to stay afloat during this challenging time. As observed by  Lu & Kubota(2022), Alibaba shifted its focus from traditional e-commerce and retail companies to digital retail, digital payments, and cloud computing services. Despite the challenges posed by the pandemic, Alibaba remains a dominant force in the global technology sector and is well-positioned to emerge from the crisis stronger than ever. This paper aims to critically analyze the changes brought by Covid 19 on Alibaba and the critical drivers of change. This paper will also examine the resistance to change and use change models to manage the transition. Finally, the report will assess the effectiveness of the change programs.

2.0. [bookmark: _Toc130535535]Impacts of Covid 19 on Alibaba
The effects of Covid-19 have been felt across many industries and businesses, including the Chinese multinational technology giant Alibaba. The first significant impact of the pandemic was a decrease in consumer demand, which led to a decline in revenue. For Lozić & Fotova Čiković (2022), as the pandemic spread, consumers became more cautious with spending, reducing demand for Alibaba's online retail services . This decrease in demand caused a decrease in revenue for the company, as fewer customers purchased products from the platform. The company had to temporarily close some of its brick-and-mortar stores due to the pandemic, resulting in further losses.
Alibaba issued a warning that the coronavirus that has killed over 1,300 people in China is having a significant impact on customers and merchants in the nation and would negatively affect its economic expansion during the upcoming quarter, observed by Al Jazeera(2020). When asked about the impact of the pandemic on economic output, Alibaba, the first big Chinese technology company to announce results since the outbreak in January, claimed that many people could not get to or perform their duties due to the virus, observed by Han et al., (2022). Consumers are cutting back on non-essential purchases like vacations and dining out.  Comparatively, the company lost 5.5 billion yuan during the same period a year ago, while it lost 16.2 billion yuan during the fiscal fourth quarter. According to Alibaba, the company's stock investments in public firms saw price declines.
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Figure 1 Alibaba Stock Price Performance (Pendulum, 2022)

As observed by Schroeder (2020), in the most recent quarter, Alibaba reported a loss of $1.09 billion in overseas assets due to the infection. This resulted in a loss of revenue for the company, as well as a loss of potential investment opportunities. Moreover,  Danilin  (2020) think that the slowdown of the Chinese economy was another. The pandemic caused significant disruption to the Chinese economy, resulting in decreased consumer spending and decreased demand for Alibaba's services. It has been observed(Chen & Feng, 2022)that this significantly impacted the company's revenue, as consumers had less disposable income and were reluctant to purchase products online.
3.0. [bookmark: _Toc130535536]The Changes Brought by Covid 19 on Alibaba
As a result of the Covid 19 epidemic, many fields and businesses had to adapt and adjust. Alibaba implemented new products and services during and after the pandemic to boost its operations.
3.1. [bookmark: _Toc130535537]Technological Change
With technological advancement, the same amount of work can provide more results. Due to the widespread nature of the Covid-19 epidemic, Alibaba took precautionary measures by implementing multiple upgrades to its services. The firm introduced innovative services to its clientele in response to changing market conditions.  It has been observed(Sun, 2021)that they included a platform for administering e-commerce sites, a platform for hosting teleconferences in the cloud, and a site devoted to selling medical equipment. Moreover, a contactless payment mechanism was created to aid in controlling the epidemic.
The firm also enhanced its use of artificial intelligence and machine learning to understand customer behavior better and improve the overall user experience. By implementing these changes, Alibaba continued its operations during the pandemic, ensuring its customers' safety and keeping its word about providing outstanding customer care in the business. In January 2020, during the height of the coronavirus epidemic, Alibaba introduced a contactless payment method. Mozur et al.,  (2020) underline that the Alipay Health Code system could tell if a person is in danger of contracting the virus by scanning their QR code. In this way, customers might pay without ever having to handle cash or a credit card. Both brick-and-mortar and virtual shops utilized the system. According to Alibaba's annual report, the company earned over 717 billion yuan (about 109 billion U.S. dollars) in 2021 and had about 1.3 billion, active annual consumers. It has been observed  (Faggella, 2022) that as of March 2022, Alibaba has an estimated market valuation of $225 billion and is traded on the NYSE.
3.2. [bookmark: _Toc130535538]Structural Change
The global economy and companies, especially the Chinese e-commerce behemoth Alibaba, were severely impacted by the COVID-19 epidemic. Businesses were forced to adapt to the new reality of social distance and fewer consumers due to the pandemic's disruption of global supply networks. As a result, It has been observed  (Zeng, 2020) that Alibaba has made several fundamental changes to how it operates, including emphasizing digital transformation and the customer experience more than before. Before the outbreak, Alibaba had previously been experimenting with a hybrid approach that included offline and online sales. But, the epidemic hastened this shift, and the business now relies nearly entirely on online sales. Because of this, The Economic Times  (2022) notes that the firm made significant investments in its logistics infrastructure, building warehouses and distribution hubs around the country to ensure timely deliveries. With the aid of the Chinese government, Alibaba and the rest of the giants in the Chinese IT sector are contributing heavily to the goal of creating a US$ 1 trillion AI business by 2030. Alibaba has seven research laboratories dedicated to developing AI, ML, NLP, and NS technologies and ensuring the safety of their networks. With machine learning and language processing techniques, Muthyala(2021) notes that Smart Selection is an AI-driven system that makes product recommendations to shoppers and alerts stores when they need to restock to meet consumer demand. Because of this, the company has expanded by working closely with clients and merchants. 
4.0. [bookmark: _Toc130535539]Types of Innovation Change in Alibaba
4.1. [bookmark: _Toc130535540]Radical Change
The coronavirus pandemic has caused massive disruption to economies and businesses worldwide, and Alibaba is no exception. The Chinese giant has had to make radical changes to keep up with the changing landscape and remain competitive. At the pandemic's start, Alibaba was hit hard, with e-commerce sales falling 30% and retail sales dropping 40%. Cheng (2023)observed that the company launched several initiatives to help businesses and consumers navigate the pandemic.  It has been observed (Rana & Horwitz, 2020)that this included creating a "Business Recovery Plan," which provided financial support to small and medium-sized businesses, and launching a "Global Aid Program" to help those affected by the pandemic. Alibaba also worked quickly to adapt its business model to the new reality. The company shifted its focus from marketing and selling consumer goods to providing essential services to help people during the crisis. This included launching a new service called "Alibaba Health," which provided medical supplies, health services and information, and an online food delivery service.
The company also expanded its e-commerce offerings, creating a new platform called "Tmall Global," allowing customers to purchase overseas products. This was a significant shift for the company, as it had previously only sold products from China (Reuters, 2022). Finally, Alibaba also changed its corporate structure, including creating a new venture capital arm and launching a new online marketplace, "Lazada." These moves allowed the company to diversify its income streams and remain competitive in the changing market (Nikkei, 2022).
4.2. [bookmark: _Toc130535541]Sustaining Innovation
One of the most significant efforts made by Alibaba during the Covid-19 pandemic is the launch of its online marketplace, Ling Shou Tong. This platform was created to help small businesses and entrepreneurs navigate the pandemic and stay afloat.  Li (2021) considered that the platform provides a one-stop shop for small business owners to list and market their products, services, and ideas. It also offers access to financing, resources, and other support services. In addition, the platform allows connecting with suppliers, buyers, and partners, which can help small businesses reduce the costs associated with running a business (Koe, 2020). Ling Shou Tong is an excellent example of how Alibaba is leveraging its existing resources and infrastructure to support small businesses during the pandemic. Another initiative Alibaba took during the pandemic was launching its online education platform, DingTalk. This platform was designed to help students and teachers stay connected and engaged during the pandemic. It allows students to access educational content, participate in online classes, and collaborate with peers. It also enables teachers to manage assignments and interact with students remotely (Banks, 2020). This platform has been instrumental in allowing students and teachers to continue learning and teaching during this time of disruption and uncertainty.
5.0. [bookmark: _Toc130535542]Key Drivers and Factors of Change
A company must consider internal and external elements contributing to organizational change. Agents of change include technological innovations, shifts in consumer preferences and government legislation, competitive strategies, and supply chain variability.
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Figure 2 Drivers of Change (Saukkonen & Kirjavainen, 2020)
5.1. [bookmark: _Toc130535543]Internal Factors
The term "internal factors" describes the surroundings close to a company and immediately affect the company's day-to-day activities (Engidaw, 2021). The main internal factors that drove Alibaba to change include customers, suppliers, and competitors.
Customers
Alibaba had to change in response to client needs during the height of the COVID-19 crisis. Several businesses went out of business, and their employees lost their job, and it was risky for anyone to venture outside. It has been observed (Deshpandé et al., 2020) that the company had to adjust to ensure its customers could feel safe utilizing Alibaba's products and services. All but critical goods and contactless deliveries were temporarily halted while warehouses were sanitized and safeguards were tightened for warehouse employees (Alizila, 2023). Despite the pandemic, Alibaba maintained normal operations by implementing these modifications to serve its consumers better.
Suppliers
During the COVID-19 pandemic, suppliers were significant in driving Alibaba to change. With many businesses worldwide shutting down due to the pandemic, the e-commerce giant had to ensure it could continue providing customers with the needed products. To do this, according to Sun (2021), Alibaba had to find ways to continue sourcing products from existing suppliers. Alibaba shifted its focus to finding new suppliers and expanding relationships with existing suppliers. This allowed it to ensure that its customers could still access their needed products. In addition, Alibaba also launched a "Supplier Support Fund" to help suppliers struggling due to the pandemic. This fund provided financial assistance to suppliers to help them continue operations and access other resources such as market intelligence and business training (Alibaba Cloud, 2020). 
Competitors
Alibaba's primary rivals include the web retailers such as Amazon, JD.com, Walmart, eBay, and Tencent. They force Alibaba to change with competitive pricing, improved customer service, and new product development. Alibaba made several adjustments during the epidemic to maintain its competitive edge. One of the most significant changes that Alibaba made in response to the pandemic was expanding its logistics network. As demand for online shopping surged due to the pandemic, Alibaba was forced to upgrade its delivery capabilities to keep up with its competitors. To this end, the company partnered with logistics companies such as Cainiao Logistics and SF Express to increase the speed and efficiency of its delivery services (Zhu & Wu, 2021). Another strategy was introducing a new rapid delivery service, expanding its online transaction system Alipay, and introducing a unique platform to encourage small companies (Abonnez, 2022). Alibaba also invested significantly in AI and cloud computing to advance its online marketplace. 
5.2. [bookmark: _Toc130535544]External Factors
External factors are outside forces that influence the company in the long run. They include political, economic, social, technological, and environmental (Ebabu, 2021).
Political 
Global governments, for instance, the Chinese government, demanded that Alibaba make adjustments during the COVID-19 epidemic to ensure customers could continue receiving products and services while keeping staff safe. Because it operates on a global scale, Alibaba had to comply with laws and regulations passed by countries worldwide. In addition to adopting safety standards for warehouse staff, other measures included stricter cleaning and sanitation practices and a temporary halt in delivering non-essential items (Kharpal, 2022). As a result of these adjustments, Alibaba could keep up with customer service and keep their employees safe.
Economic
Because of the pandemic's effect on consumer spending, Alibaba's revenue dropped significantly. The firm responded by enhancing its digital marketing and expanding its online product selection to satisfy consumers' shifting preferences. According to Wicherts (2021), inflation caused by the epidemic affected Alibaba's manufacturing costs and operations expenditures. For financial reasons, Alibaba reduced its marketing and advertising budget and provided discounts to customers. The epidemic also depressed the Chinese yuan compared to the US dollar, which affected Alibaba's operating expenses (Hoskins, 2022). The firm diversified its income streams and increased its emphasis on international markets to mitigate the impact of currency fluctuations.
Social
One of the most significant changes was the shift in consumer behavior. With the pandemic, many consumers became more cautious about spending and sought ways to save money. Alibaba responded to this shift in consumer behavior by offering discounts and promotions on its products and providing more payment options and flexible delivery services that help customers save money. Additionally, the pandemic caused an increase in online shopping, and Alibaba capitalized on this trend by offering more online services, such as live streaming and virtual events. These events allowed Alibaba to engage more with its customers, build relationships, and promote its products.
Technological
During the Covid-19 epidemic, Alibaba modified its business strategy in part owing to technological advancements that made it possible to ensure the speedy delivery of crucial goods without sacrificing customer safety. One example of how these technological factors enabled Alibaba to pivot during the pandemic is the company's ability to quickly switch to online and digital operations. For example, retail sales of physical products declined significantly due to the pandemic, and Alibaba responded by shifting to a more digital model. This has included offering more online products, such as groceries and delivery services, through its Ele.me platform. In addition,  Yi  (2020) underlined that Alibaba has also developed its virtual reality platform, Taobao Live, which allows customers to shop remotely while viewing a real-time video feed of the store.
Environmental
The COVID-19 pandemic significantly impacted Alibaba, and the company had to adjust quickly. Due to the rise in the popularity of digital and online purchasing during the pandemic, demand for Alibaba's services skyrocketed. In response to these changes, Alibaba implemented several measures to benefit its business partners and end users. To help businesses reach new customers, it launched initiatives like reduced-interest loan programs, price reductions on services and products, and online marketplaces (Kharpal, 2022). It has also invested in cutting-edge technologies like artificial intelligence, cloud computing, and machine learning to improve the user experience while reducing overhead costs.
6.0. [bookmark: _Toc130535545]Change Management during the Pandemic
Alibaba utilized Lewin's 3-stage Change Management Model in managing change during the pandemic. The model comprises three steps: unfreeze, change, and refreeze (Burnes, 2019).
[image: ]
Figure 3 Lewin's 3-stage Change Management Model (Burnes, 2019)
Unfreeze Stage: The Unfreeze Stage is the first stage of Lewin's Change Management Model, and it involves identifying the need for change and creating a sense of urgency. Alibaba Cloud saw increased demand for Cloud services after implementing COVID-19 Circuit Break procedures, particularly among smaller and medium-sized enterprises (SMEs). As the city's broad mobility halted during the lockdown, companies were forced to adopt innovations to continue operating, and demand for these products and services increased by more than 50% (Heyes, 2021).
Change Stage: The Change Stage is the second stage of Lewin's Change Management Model, and it involves creating a vision and a plan for how to achieve it. To do this, Alibaba focused on improving its online payment system, Alipay, and developing a "smart logistics" system to facilitate the delivery of goods. They also invested heavily in cloud computing, artificial intelligence, and big data to optimize customer experience and improve customer service. These changes were designed to make it easier for customers to shop online and enhance their overall experience (Liu et al., 2020). 
Refreeze Stage: The Refreeze Stage is the third and final stage of Lewin's Change Management Model, and it involves reinforcing the changes made. For Alibaba, this stage involved providing additional training and support to their employees and customers and developing new customer service initiatives such as a "one-click refund" system. It also continued investing in technology to improve customer experience and maintain customer loyalty. By reinforcing its changes, Alibaba successfully navigated the pandemic and maintained its customer base.
7.0. [bookmark: _Toc130535546]Change Resistance Factors
Alibaba faced various levels of change resistance during the COVID-19 pandemic. Some of the factors that have contributed to this include:
Lack of Proper Digitalization: It has been observed  (Antony Das et al., 2020) that Alibaba was slow to adopt digitalization across its operations. This made it difficult for the company to shift to online operations, making it more challenging to adapt to the pandemic. For example, many of Alibaba's retail stores were not fully digitized, meaning they could not offer a full range of online services. Furthermore, the lack of digitalization hindered the company's ability to respond quickly to changing customer needs and demands.
Cultural Resistance: Alibaba had to deal with cultural resistance from different stakeholders, including its employees, customers, and suppliers. This made it difficult for the company to implement changes and fully adapt to the new situation. For example, many of Alibaba's employees were reluctant to embrace the latest digital tools and processes needed to cope with the pandemic. They feared the strategies would fail the company. Similarly, customers and suppliers were reluctant to embrace the new technologies and processes, making it difficult for the company to implement changes.
Financial Constraints: The pandemic caused a decrease in revenue and profits for Alibaba, making it difficult to invest in digitalization and other changes (Antony Das et al., 2020). This resulted in the company scaling back its investment plans and focusing on cost-cutting initiatives. For example, the company had to lay off several employees to reduce costs.
8.0. [bookmark: _Toc130535547]Evaluation of the Innovation Changes
Alibaba, its clients, and society benefited from the company's creative responses to the Covid-19 outbreak. According to the China Internet Network Information Centre statistics, online sales through Alibaba's marketplace increased by 32.2% in 2020. Demand for the company's cloud-based computing services increased by 40.7% after the epidemic began (Lin & Sebastian, 2020). As a result, the firm's bottom line improved. With these advancements, Alibaba's products became more accessible to consumers (Lin & Sebastian, 2020). Due to contactless payment technology, customers can now shop without physically interacting with a cashier or another shopper. An added perk of the drone delivery
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Figure 4 Alibaba Performance (Lin & Sebastian, 2020)
9.0. [bookmark: _Toc130535548]Conclusion
In conclusion, the Covid-19 pandemic profoundly affected the global economy, including the Chinese technology giant Alibaba. The company had to radically change its business model to stay afloat during this challenging time. These changes included technological innovation, structural change, radical change, and sustaining innovation. The key drivers of change for Alibaba are internal factors such as customers, suppliers, and competitors and external factors such as political, economic, social, technological, and environmental factors. Despite the challenges posed by the pandemic, Alibaba remains a dominant force in the global technology sector and is well-positioned to emerge from the crisis more robust than ever. Alibaba's utilization of Lewin's Change Management Model enabled the company to quickly adapt to the changing environment and develop initiatives to meet the needs of its customers during the pandemic. The model allowed the company to identify the need for change, create a vision and plan for achieving it, and reinforce the changes made. These changes have resulted in numerous benefits for Alibaba, its customers, and society, including improved online sales and increased demand for cloud-based computing services. Furthermore, the company's contactless payment technology and drone delivery services have made shopping easier and more accessible for consumers.
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6 Unfreeze

. Recognize the need for
change
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change
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1. Changes are reinforced
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