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Executive Summary
Nowadays most of the business organizations are moving forward to step out of their comfort zone and operate business in the international market. The concept of globalization has influenced many entrepreneurs to operate international business by using the latest technologies. The growth of internet has resulted in bringing the internal companies closer and thus making the international business smaller and easily accessible. However operating across the national borders is somewhat troublesome because the business men have to face certain drawbacks and challenges while operating in the international market. Thus the proprietors have to formulate certain business strategies in order to operate successfully in the international market. The following report aims to present the different marketing and management strategies that would help the business organizations to overcome the challenges of international business operation and therefore run the business smoothly in the international market. In this context, ‘The Alibaba Group holding limited’ has been selected as the most suitable example to describe the aspects of strategic management. In this report the readers would be able to understand the broader concept of organizational culture, leadership skills, structure of the organization which will help in implementation of strategic management in the best suitable way. In order to sustain the progress of the business organization, there is requirement of continuous development of skills and innovative ideas which is also essential to foster the profitability of the business organization. The present market position of the business organization has also been evaluated in the given report. The strategic management implementation will also help the business organization to develop their competencies to operate in the international market. 
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In the current business world, the owners of the business organizations are switching to the latest and innovative technologies in order to operate their business in the international market and upgrade their business products or services to a higher level so that the international customers are satisfied appropriately. In the following report, the digitalization of Alibaba groups through strategic management in order to develop their business in the international market and serve the retailing customer promptly. However there have been some threats to the international development of the organization, which are required to be overcome by the proper implementation of strategic management (Gamble and Thompson, 2014).
The following report aims to depict the present market position of Alibaba group and the critically analyzes the development of the e-commerce industry globally. The challenges, which may arise in the e-commerce development of business, are also discussed referring to the case of China. The competencies and strategic management theory implementation of the Alibaba industries is also discussed. The corporate strategies of the company are also analyzed focusing on the setbacks of the company which needs improvisation to ensure sustainability of the organization. Certain specific strategies have been recommended in order to mitigate the inefficacies and thus operate successfully in the international market.
[bookmark: _Toc513187353]History of Alibaba Group Holding Limited
The Alibaba group holding limited has entered the e-commerce world of retailing in 1999 in China. It offers retaining business to the consumers by the accessibility of e-commerce website and online payment facilities.
Their Mission: the aim of the business organization is to provide an online business platform to various business organizations in order to help them sell their products and services through the e-commerce platform.
Their Vision: the vision of the company is to reach all the customers by expanding the products and services.
[bookmark: _Toc513187354]Analysis of the e-commerce industry
The easy accessibility of the e-commerce services helps in development of the business of the e-com websites. Generally the people in China do not get enough time to spend in grocery or any kind of shopping by visiting stores or malls. Thus the services provided by the e-com websites are very relevant for them to continue their regular shopping. To critically analyze the current condition of the e-com websites in China, the porter’s five-force analysis can be used successfully. The five forces are analyzed below:
· Bargaining power of the customers: the customers of the e-com industry are offered many options by the variety of retailers available in the e-commerce websites. Hence the customers have the power to choose the best suitable e-com site for making their regular purchases. The preference of the customers align towards the e-commerce website which offers the best suitable prices, COD or cash on delivery option, EMI option, the availability of different variety of stocks etc. since the customers have been offered higher number of retailing options therefore they can any time switch to different purchasing option according to their choice. This acts a threat to the business of Alibaba and their number of loyal customers can reduce significantly if they are unable to provide appropriate services to the customers. They must also put efforts to gather feedbacks from the customers and improvise the causes of negative feedbacks in order to provide prompt services to the patients (E. Dobbs, 2014).
· Bargaining power of suppliers: As Alibaba is a famous e-commerce, site, which provides an online platform to a number of manufacturing, companies to reach to their customers easily. Since there are a good number of manufacturers of the same product are available in China, hence the supplier’s power is limited in this case. The manufacturers or the suppliers must negotiate with the policies Alibaba or else they can switch to other manufacturing companies to sell their products in their website. 
· Threat of new entrants: the e-commerce industry is very flourishing and useful in China. Hence many new entrepreneurs are likely to join the business of e-commerce world in order to have a successful future. Establishing a new e-commerce website or platform is not much a deal because the owners just have to comply with suitable tie-ups with different manufacturing product or service suppliers. They also need to set tie-ups with the courier services and online payment organizations. So the threat to Alibaba remains huge because of the new emerging e-commerce websites. With more option of e-commerce websites to the customers, they may switch to other brands leaving Alibaba to face significant losses.
· Competitive rivalry: there are many emerging e-commerce websites in China such as Tencent, Netease, Baidu etc, which are increasing the competition for Alibaba. There are significant chances of losing the potential customers and face losses by Alibaba if they are not competitive enough in the market (Morden, 2016). 
· Threat of substitute goods: the threat to substitution to the e-commerce site Alibaba is the actual retailing stores. However, people are more aligned towards online purchasing in China because people have very limited time to visit physically for the purpose of shopping. Moreover e-commerce sites like Alibaba offers products at cheaper rates and offer home delivery services of the products which becomes more convenient for the customers. Hence the threat is nominal in this case.
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The e-commerce website organizations like Alibaba encounter a number of threats in the digital business age full of disruptions, some of which are as follows:
· Implementation of advanced technology in the business processes ensure that there is reduced data redundancy. The use of technology for the purpose of data storage also helps in data retrieval and there is less chances of losing important data. Thus switching to latest advanced technology is very important for the company however the employees are not always to accept the technological changes. This becomes a major issue to the Alibaba authorities to persuade the employees regarding the switching. 
· In order to implement the latest technology tools and equipments in the company, the organization requires huge amount of funds. This becomes another important challenge to the company authorities to switch to technology over manual efforts. The advanced technology tools are extremely expensive and hence purchasing them becomes troublesome (Morden, 2016).
· The company is seen to face challenges regarding storage of the personal details of the customers because there are chances of the data getting hacked by unauthorized hackers. Hence the organization needs to improve the security of the data of the customers in order to assure them to assure them their security and thus they should not switch to other e-commerce sites which are better secured. In order to control the expenses the organization must formulate appropriate strategies.
· After installation of the latest equipments in the organization, the employees must be trained properly for useful operation of the equipments. Hence training programs must be set for the employees. However all the employees might not be ready to comply with the organizational changes and may not readily accept to join the training. Moreover another important challenge of the organization is to hold the training programs which might cost much time and money of the company.
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In China, Alibaba is one of the most popular and trusted e-commerce websites for the people. Hence the organization is pretty successful to earn profitable revenues in the country. Critical analysis of the business operation of the organization reveals some Critical Success Factors accelerates the growth of the business organization Alibaba in China, some of which are as follows:
· The reputation of the business organization Alibaba in China is one of the leading success factors, the brand has become very popular among the common people that they can easily rely on their products and services. They have a huge work strength in the country giving good number of employment in the nation. Many people are engaged with the organization through different direct or indirect channels. They perform extensive sales to even the unreachable locations in the country making them more popular among the people (Hill, 2014).
· Alibaba culminates different reputed and popular brands of sportswear to a central platform. Their tie-ups with the brands make them able to offer high quality goods at affordable discounts which renders to their popularity among the people. They also offer a huge stock of color and size variations of the same product, which is one of the important success factors of the business organization.
· Another important factor which contributes to their success is the Unique Profit Model in which they promote their products and latest offers in different mass media through advertisements. This method has been observed to be very beneficial for the company as it earns almost 57% of the total profits of the organization.
· Another important CSF of Alibaba is that they offer the option of cash on delivery and online mode of payment facilities. This is reliable for a number of customers in China.
· The quality of the products is assured by the company before delivering them to the customers. This again builds a sense of trust and reliability among the customers rendering to their success in gaining potential number of loyal customers. The deals made are always legitimate and in case of damaged goods, the goods are offered to be exchanged in within a certain span of time from the date of purchase. The exchanging days vary from product to product.
· Alibaba also offers the customers the chance of mitigating their queries about a particular product by establishing their communication with the manufacturers or the sellers directly. In case the customers are not satisfied with the products, the policy of easy product return and easy refunding makes the shopping experience of the customers more hassle free due to which Alibaba is a more successful business venture than others.
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For any organization to become successful in the business they need to have some core competencies which are their unique factors and thus make them competitive in the market. The competencies of Alibaba which helps them to secure their market position in the e-commerce industry of China are as follows:
· Culture and the structure of the organization: in the working process of Alibaba, the employees are required to follow slat structure of organization in which all the employees are designated at the same level and hence the employees are kept better motivated in this structure of organization. The directions of the head of the authority are required to be followed by the lower level employees. All the employees are allowed to present their suggestions in the decision making which develops their sense of equality. In a flat structure of the organization, the employees are kept motivated to take part in the important decisions of the company, which has a significant impact on their productivity thus increasing the overall productivity of the organization. The working culture in the organization is also inspirational in which the employees are motivated to work together keeping aside their individual differences. The employees are trained to work with a comprehensive approach so that a positive environment is maintained in the work place.
· Leadership: important leadership skills among the managers are very important in any organization. This is important to manage the different types of employees to work together irrespective of their differences in opinions. A manager with good leadership quality helps in inspiring the employees to increase their working performance. In Alibaba the managers are chosen and recruited on the basis of their leadership qualities which ensure that they can successfully overcome the problems between the employees and hence help in maintai9ng the pace of the progress of the work going on in the organization.
· Creativity and innovation: the customers tend to align their interest towards more creative and innovative approaches of market and product development. In Alibaba, the employees give constant efforts on bringing up approaches which are innovative and thus will easily attract the attention of the customers. Innovation in the product development, and marketing approaches such as easy returns, easy refunds policies help in bringing better shopping experiences to the customers.
· Social responsibility: the Alibaba organization is always focused to run their business operations without leaving any harsh impacts on the environment. They ensure to transport their goods by means of natural fuel transport so that their carbon emission is minimum to none.  The packaging processes also are aligned to not pollute the air, land or water by any chances.
· Technology: the implementation of latest technology in the business processes efficiently help in increasing the productivity of the employees and thus the overall performance of the organization. Alibaba is always ready to implement latest technology in the business processes which helps them to secure a distinct position in the e-commerce business.
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The McKinsey’s Strategic Principle can be implemented in the business operations of Alibaba for achieving higher growth and progress in the business. The implementations of the strategic management with reference to the organization of Alibaba are discussed below:
· The implementation of digital technology in the business operations of Alibaba will definitely help in fostering the progress of the organization. A more transparent system can be achieved in the transaction. The delivery service and the after purchase services are also upgraded to a certain level in order improve the overall services offered to the customers.
· In order to sustain the market position of Alibaba, they need to be precautious about the new entrants in the e-commerce industry. The entrepreneurs in the e-commerce industry are welcomed by the government which may act a threat to the business of Alibaba. Hence the organization needs to implement better strategies in their business operations so that the entrants can not pose a threat to the business, such as offering a positive brand image to the consumers, ensuring high quality products etc (Hua, 2015).
· For the purpose of sustaining the growth of the business operation of Alibaba in China, they must look up on reducing the costs input. In order to manage the costs of the organization, they must implement efficient employees who are expertise in cost management.
· The development of the organization can be sustained and rather improved by the emergence of new competent. This is because the emergence of new competitors will help in bringing new approaches to the e-commerce industry thus improving the overall service provision of the e-commerce platforms to the customers.
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In order to achieve a profitable position in the market, the organization must be competent enough by implementing appropriate strategies which will help in uplifting the market position of the company. For the purpose the Ansoff’s matrix model is used in order to implement the four important strategies. The four strategies of Ansoff’s matrix model are discussed below:
Diversification: this strategy of marketing is used to increase the sales of the products and also sustain and protect the business from facing losses. Diversification in this respect infers to spreading the business to different sectors which helps in protecting them from any sort of failures in the business. The spreading of investments in different sectors ensures that if one of the sectors is facing losses the overall investment does not fail. Alibaba has tie-ups with different manufacturing industries across the globe according to this strategy. The customers are also satisfied by getting the diversified options from the same e-commerce site (Dawes,  2018).
Market development:  the concept of market development revolves around entering market zones which are not the usual ones. By operating business in different markets, the business of Alibaba can expand globally. Currently there are 20 countries in which it operates its business and delivery services which help them to get new customers from other markets
[bookmark: _Toc513187360]Deficiency analysis of Alibaba in comparison to global e-commerce market leaders
There are certain global e-commerce market leaders which are observed to have higher business than Alibaba because of certain factors in which they are ahead than Alibaba. The following section depicts the comparison between Amazon and Alibaba.
Business Model
Amazon’s model of business focuses on selling the goods directly to the consumers. This means that the products, which are offered in their e-commerce sites, a proportion of it, are already bought and stored in the store houses of Amazon. When a customer orders a certain product, they are shipped from the house of Amazon. However, some products are also sold by making tie-ups with certain specific manufacturers. 
 Alibaba is seen to operate in the e-commerce industry of China, and their mode of operation is based on the similar business model of eBay. In this business model, after an order is made, the product is fetched directly from the manufacturer or seller and then sent to the customer. In this case they act as the middleman of transaction and they fetch the price from the buyers and have a certain profit on the price of the product. Toabao is the site of Alibaba which is operated as a free market, in which the organization doesn’t obtain profits.
Geographic focus
The focus of operation geographically differs in both the e-commerce organizations. With respect to Alibaba their focus of business operation is mainly oriented in China which is seen to generate the most of their revenue. On the contrary, the geographical focus of business operation of Amazon is spread across the globe. There are many countries in the world in which Amazon performs their business operations. In the US market, Amazon is the leading and the most dominating e-commerce portal over the year but recently it has been observed that Alibaba is also entering the US market resulting in development of threat to Amazon. The sales comparison of Alibaba shows that 84% of their revenue is generated from China and the rest is obtained from their global transactions. The sales report of Amazon reveal that about 60 of their sales are concentrated in the market of USA and the rest is obtained by global transactions. Hence it can be observed from the above comparison that the cause of the success of Amazon is mostly because of their geographical focus which is much wider than (Alibaba Hua, 2015).
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Figure: geographical focus comparison of Alibaba and Amazon
Profit margins:
There are significant differences in the profit margins of Alibaba and Amazon which can be observed after the analysis of both the e-commerce websites. Alibaba has higher profits than Amazon. This is because the business transaction of Alibaba is solely based on providing online platform to the sellers and buyers but they are more involved in the products exchange and not in other services. On the contrary, the transactions occurring in Amazon are based on selling goods at cheaper prices to the customers to retain their potential loyal customers. In this process they are required to deal with the after purchase services too which incur them heavy costs thus rendering them lesser profit margins in the overall transaction of goods. The extra expenses are involved in the delivery transportation and also the cost of transportation of returns and exchanges of the products. They are also required to have a widespread network across their geographical focus for hassle free delivery to the customers. 
Formulation of strategies to enhance the customer satisfaction and services
In order to enhance the profitability of the organization Alibaba so that they can spread their international network better and become one of the leading e-commerce sites globally, they must put attention to their customer services to bring significant improvements. The customer values and services of Alibaba can be improved significantly by the help of Gap Model of Service Quality.
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Figure: Gaps Model of Service Quality
The following section depicts the different gaps in the services of Alibaba.
GAP 1:
The gap in the services arises in the customer services mostly because there are quality differences of the actual products and the product which was ordered. Significant changes in the product quality and the expectations of the customers can leave then unsatisfied with the services of Alibaba. Hence the management of Alibaba must look after the customer expectations through extensive market researches. This will help in identification of the gaps of the services and thus help them to eradicate the problems completely. The gap can be eliminated by recognition of customer demands and thus the products or services can be aligned towards the market demands.
GAP 2:
The diagram depicts this gap as a result of differences in the market experiences and the management of Alibaba about the customer experiences. The point of view of the management of Alibaba is quite different from that of the actual experiences of the customers resulting in a gap in the services. In order to eliminate this gap, the management of Alibaba must look after the prompt delivery of services and products to the customers with hassle-free payments. This will also help in lifting the brand image of the organization to the customers.
GAP 3:
This is minute gap which occurs between the Customer driven service expectation regarding the specifications and details of the products and the actual service of the delivered product. The authority of the organization may audit the customer experiences and expectations so that they will be aware of the differences in the product description and the actual product. This will ensure that the customer strength of Alibaba is retained and they are well aware of the perspective of the customers. This will help Alibaba to match the extent of product’s quality with customer expectations (Sivakumar, 2014).
GAP 4:
This particular gap is created in between the actual difference between the product and description of the products which was used while marketing. This is a huge gap which is formed in the e-commerce industry and thus segregates the customers to get away from the Alibaba because of their poor experiences. In order to mitigate this gap, Alibaba must ensure that they should stop exaggerating the features and details of the products so that the expectations of the customers are not raised before the delivery.
GAP 5:
This gap of customer service takes place because of the differences in the actual shopping experience and the perspective of the customers before service. In order to identify the occurrence of this gap, market surveys can be run. The point of view of the customers can be successfully assessed by this method and hence the organization can deliver services according to their perception.
[bookmark: _Toc513187361]Conclusion
After complete analysis of the report on Strategic Management of the e-commerce website of China Alibaba, the different market competencies and challenges of the organizations are made clear to the readers. A comparative study between the business operation of Alibaba and a market leading organization as reference was done in order to recognize the laggings of Alibaba as an e-commerce site. The report also depicts the different business models and strategies in order to increase the customer reliability of Alibaba.
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