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Task (2) – International Business Plan Just Eat
Michael Gale – 1705934
1. Executive Summary:
The following business plan will outline how Just Eat should launch into the competitive food delivery service market in China, the business plan will discuss options for the business structure, give an overview of the market in China, conduct a SWOT and PESTLE analysis, discuss the strategy for launching in China and then the marketing approach.
The final section gives five recommendations for how Just Eat should launch into China:
1. In regards to HR, Just Eat should adopt a mixture of convergence and divergence so include some HR practices from the main headquarters but also practices that suit the culture of China. (Section 2)
2. Just Eat should launch a wholly owned subsidiary in China, in line with the company’s existing practices when expanding in Canada, Australia etc. (Section 6)
3. Just Eat such utilise red in any logos due to the positive connotations the colour has in China. (Sections 4 and 7)
4. The strategy of Just Eat should focus on CSR and being the environmentally conscience food delivery service company, as well as recruiting high quality staff through better remuneration. (Section 6) 
5. Peer-to-peer marketing via social media influencers and customer referral promotions will have the most impact for Just Eat.

2. Corporate Global Vision:
“We operate a leading global hybrid marketplace for online food delivery, providing customers with an easy and secure way to order and pay for food from our Restaurant Partners.”
							(Just Eat, 2019)
Currently operating across 13 countries, with four power brands (Just Eat, 2019), Just Eat has the benefits of leading-edge digital technology and a global brand (Just Eat, 2018) to expand further. The focus on being a restaurant champion sets Just Eat apart from competitors as scale is used to help them grow their businesses and save money, this alongside the leading hybrid model ensures customer demand matches available courier capacity (Just Eat, 2018). 
Just Eats’ three strategic pillars will drive the company forward and help to launch into China:
1. Enhancing our unrivalled marketplace foundation
2. Targeted world-class delivery to complement our marketplace 
3. Highly experiences team, supporting extraordinary local customer experts 
						(Just Eat, 2018).





3. International Business/Organisational Structure:	

Expanding internationally is a huge leap and there are no right or wrong ways to expand internationally, but understanding the risks is essential (Bearne, 2016), which are covered in section 5, for the expansion into China.  

An area Just Eat needs to focus on for the expansion into China is human resources (HR). According to Agarwal and Qouyatahi (2018), HR is becoming the most essential aspect of a globalised organisation and that success of businesses today depends on the success of managing abroad. 
Globalisation is the increased interconnectedness of national economies referring to the integration of markets in the global economy (Economics Online, 2018). There are three spheres to globalisation – economics, politics, and culture (Edeos, 2011). The pace of globalisation has increased for reasons including: developments in ICT; transport and communications; the rise of social media; and increasing capital mobility (Economics Online, 2018). For some companies’ globalisation can bring many benefits, such as: access to larger markets leading to benefit from economies of scale; the sharing of knowledge and technology (Economics Online, 2018). Globalisation has meant that multinational corporations rose from 7,000 in the 1990’s to 65,000 in 2011 (Edeos, 2011).
For Just Eat, globalisation requires that the organisation increase its ability to learn and collaborate, and to manage ambiguity, complexity and diversity (Armstrong, 2012). As briefly discussed already, a key consideration has to be that of international human resource management (IHRM) with the main contrast between national and IHRM being the need to see the bigger picture (Armstrong, 2012). IHRM is the complexity of operating in different countries with employees varying in nationalities (Griffiths, 2018). Just Eat will need to consider some of the main challenges of being based both nationally and internationally such as managing different cultures, understanding different countries legal proceedings, recruiting and selecting, retention of employees in a globalised environment and effective leadership (Agarwal and Qouyatahi, 2018). Companies need to decide whether to adopt convergence or divergence in regards to HR policies and practices internationally, convergence is where an organisation implements similar practices across countries, whereas divergence is adapting HR practices to suit local conditions (Armstrong, 2012). A key focus for this decision is understanding cultural differences, areas such as giving face to face feedback, pay systems, understanding of social justice, approaches to structures, and what makes an effective manager (Armstrong, 2012) vary across the world and need to be factored into any decision on HR practices. 
According to Mead and Andrews (2009), there are four strategies for expanding internationally; operating a subsidiary, by joint venture, by direct acquisition and by franchising. The model adopted will need to help achieve Just Eats’ long-term goals such as increasing income, safeguarding financial basis, and expanding into new markets (Mead and Andrews, 2009) amongst others. 
Risk varies with each expansion option, with franchising viewed as the option involving the least risk (Mead and Andrews, 2009), as the resources of franchisors are not used but they can enjoy the benefit of expansion and increased market share (Sun and Lee, 2019). Franchising has advantages in regards to speed of growth, capital and motivated management, as those purchasing a franchise will be more motivated to make it a success due to having a financial stake in the organisation (Siebert, 2015). A subsidiary provides more risk than a franchise as this would mean Just Eat owns more than 50% stock in the company in China and is the parent company, Just Eat could hold 100% stock and this is referred to as a wholly owned subsidiary (Chen, 2019). The subsidiary would have independent taxation, governance and liabilities and a separate and distinct legal entity from Just Eat (Chen, 2019). The subsidiary would also benefit from the resources of the parent company including financial systems, marketing, admin systems and a framework to base its operations on (Quain and Thompson, 2019). Although separate legally, the parent company would be heavily involved and have significant influence over the governance, principles, vision and strategy of the subsidiary (Quain and Thompson, 2019). There are large costs with setting up a foreign-owned subsidiary so a feasibility study would need to be conducted (Quain and Thompson, 2019). Another expansion option is that of a joint venture and these have tightly defined and limited aims, a joint venture is an alliance with another company with both looking to satisfy strategic goals through the joint venture (Mead and Andrews, 2009). If Just Eat were to form an international joint venture with another company it would be created with resources from both companies, with a separate legal entity and would not belong to either parent company (Mead and Andrews, 2009). There would be a high element of risk with a joint venture as they are not always immediately profitable with around 50 percent failing with normally early termination or withdrawal by one company the reason (Mead and Andrews, 2009). Acquisition is the final option for expansion, according to Kenton (2018), this is where one company purchases most or the entirety of another company to take control. An acquisition can help to achieve cost reductions, greater market share, increased synergy and economies of scale (Kenton, 2018) but according to Smith (1998), many acquisitions fail for reasons such as not enough planning, over paying, and poor attitudes post acquisition. If Just Eat were to acquire a competitor in China, a thorough evaluation process would need to be undertaken with how to finance the acquisition looked at in detail. 
4. Chinese Market Research: 

According to Wuttke (2006), China is a challenge to the imagination due to its vastness and 1.3 billion people, it is viewed as second only to the United States in regards to having a strong economy (Ang, 2019). The country is an attractive market for expansion due to the growing economy and the advantages of doing business such as; cheaper manufacturing rates, lower staff costs, Government investment in infrastructure, productive workforce and quality technology (Ang, 2019). The inhabitants of China also make it attractive due to the large numbers and the fact they have lots of cash to spend and little debt (Kittaneh, 2017). 

Culture has a profound impact on expanding internationally as it affects how people communicate, behave and think, it also affects how negotiations are approached and the kinds of transactions made (Salacuse, 2004). Expanding into China and the differences in culture needs to taken into consideration by Just Eat as the values and systems are not fully understood by most Western observers (Kittaneh, 2017). China is an autocratic country with a communist political structure (Wuttke, 2006) with a society that believes inequalities are acceptable, amongst people but the culture is highly collectivist (Hofstede Insights, 2019). This means that values held could be different to that of the Western world as Chinese culture places individual accomplishments or desires behind societal, organisational or familial responsibilities (Kittaneh, 2017). Colours are very important in Chinese culture and choosing the right colour is a key consideration, red is associated with good fortune, while white is associated with death (Kittaneh, 2017). Facebook has been banned since 2009 (Waltner, 2019), so marketing methods will need to be investigated and understood before launching. Chinese consumers are very canny and will pay close attention to price and quality (Rae and Witzel, 2004) so the product and price needs to be correct. Rules, regulations and conditions will vary by location with local Government involvement and negotiation expected, agreements with Beijing could still be thwarted by local Government (Witt, 2012) so relationships need to be built at a local level. Just Eat needs to ensure robust planning is in place and accounts for the fact that doing business in China takes twice as long and costs twice as much as originally planned (Rae and Witzel, 2004). In regards to how Chinese companies operate businesses, the country has taken on board ideas and methods to suit its own needs, Western methods of finance, accounting and marketing have been learned and utilised by businesses that are Chinese in style and outlook (Rae and Witzel, 2004). 

As discussed, expansion into any country has huge potential benefits for a business but for Just Eat, launching into China could be a very lucrative market. According to Deresky (2017), a reason for expansion is due to lower costs with the minimum wage in China at £0.71 (Prynne, 2014) compared to anywhere from £6.15 to £8.21 in the UK (Gov.uk, 2019). Another reason for international expansion is to enter a lucrative market (Yoder et, al. 2016), with 256 million people in China using a food delivery service in 2016 with the market expected to grow to £346 million (Tao, 2017), so there is certainly the customer base for Just Eat to try to infiltrate.  

The challenge for Just Eat is competing in a crowded market where the three largest companies (Ele.me, Meituan Waimai and Baidu Waimai) dominate over 80% of the food delivery market (Shi, 2019). After its recent acquisition of Baidu Waimai, Ele.me claims to have over 50% of the market, reporting delivery order numbers nearing 300 million (Shi, 2019). Meituan Waimai claims to have 40% of the Chinese food delivery market and is in direct competition with Ele.me (Shi, 2019) but users of food delivery services is only around a quarter of the country’s population with the market in 1,300 cities (Tao, 2017). There are also smaller delivery companies trying to compete with the big players but doing so via a unique business model including delivering products from supermarkets, providing a restaurant guide and table reservation service, and allowing users to sell home cooked meals (Shi, 2019). A potential unique business model for Just Eat will be discussed in section 6.

5. Risk Assessment:

To aid the expansion, Just Eat needs to address any changes that have arisen or any changes that could be predicted to arise (Cadle et. al, 2010) within the business environment of food delivery services. Changes occur constantly and if Just Eat does not identify and respond to the changes then there is the risk of failure or encountering serious problems (Cadle et. al, 2010). 

One technique that could be used to analyse the potential changes or threats to expansion into China is the SWOT analysis, which looks at strengths, weaknesses, opportunities and threats (Zalengera et. al, 2014). SWOT is used to consolidate and summarise the key issues when analysing an organisation and its business environment (Cadle et. al, 2010). A SWOT analysis for Just Eat expanding into China is below:

	Strengths 
	Weaknesses 

	· 221.2 million orders 2018
· Just Eat is a leading hybrid market place for online food delivery
                                      (Just Eat, 2018)
· 1.4 billion people in China (Waltner, 2019)
· Low labour costs (Prynne, 2014)
· Enter a lucrative market (Yoder et. al, 2016)
	· 2 companies dominate the market (Tao, 2017)
· 5 other established companies (Shi, 2019)
· Nationally proud (Wuttke, 2006)
· Takes longer and costs more to get things done (Rae and  Witzel, 2004)

	Opportunities
	Threats

	· High number of delivery order service users (Tao, 2017)
· Consumers have little debt and cash to spend (Kittaneh, 2017)
· Red associated with good fortune (Kittaneh, 2017)
· Government pro business (Wuttke, 2006)
· Niche approaches could work (Shi, 2019)
· One approach could be to focus on reducing waste and environmental sustainability  – increase of 1.3 million tonnes of waste from 2015 to 2017 (Song et. al, 2018)
	· Local Government heavily involved in local businesses (Kittaneh, 2017)
· Challenge of a very different culture (Salacuse, 2004)
· Chinese consumer very canny (Rae and Witzel, 2004)
· Number of companies in the market already (Shi, 2019). 



Another management framework that will help to analyse the expansion is the PESTLE analysis, which stands for political, economic, social, technological, legal and environmental (Zalengera et. al, 2014). This analysis provides a framework for analysing and investigating the environment for an organisation with a focus on the external environment. The focus is on two criteria; that they are outside the control of the organisation and that they will have an impact upon it (Cadle et. al, 2010). 

Political: China has a communist political structure and remains an autocratic country with Chinese authorities pro business (Wuttke, 2006), no company is China is disconnected with politics with governmental agencies involved in everything (Kittaneh, 2017). The local government expect to be involved in decisions with a business even if agreements have been put in place with Beijing (Witt, 2012), this means that local government workers will be more involved than the central Chinese authority (Kittaneh, 2017). It is essential Just Eat studies the political landscape of the region or regions expanding into and builds relationships with the local government. 

Economic: China is a country with an economy that is viewed as one of the strongest in the world, developing and growing quickly (Ang, 2019). The economy is very open and China has a large private sector with many prices fixed or artificially low, which can cause problems in the supply chain with things such as oil and gas (Wuttke, 2006). Benefits of launching a business in China include; cheap manufacturing rates, high-quality technology, lower staff costs, well-established trade routes, a productive workforce (Ang, 2019) and having the second-largest consumer market in the world (Kittaneh, 2017). 

Socio-cultural: According to Wuttke, (2006), there will be an ageing problem in China that will start after 2020, having an impact on potential consumers for Just Eat. The Chinese consumer, although having adopted elements of western lifestyles, is more nationally proud than ever (Wuttke, 2006) and is a very canny consumer, knowing how to assess price and quality (Rae and Witzel, 2004). 

Technological: One of the benefits of running a business in China is access to high-quality technology (Ang, 2019), which removes some of the competitive advantage Just Eat has or had in the UK. The food delivery service is worth over $37 billion so companies are already well established with utilising similar technology to Just Eat. 

Legal: Launching a wholly owned subsidiary can take a couple of months for approval with applications going through four different authorities such as The Ministry of Commerce and Local authorities (Chen and Jun, 2019). A new company law came into force in 2018 meaning that all wholly owned subsidiaries must submit annual reports to authorities, who will then publish these for general information (Chen and Jun, 2019). Further research will need to be conducted before launching with the focus on Just Eat gaining as much knowledge on China as this is seen as the best way to deal with understanding the culture (Rae and Witzel, 2004). 

Environmental: Waste from food packaging, due to increased usage of food delivery services, surged by 1.3 million tons from 2015-2017 generating significant environmental concerns due to plastics containers, utensils and bags that come with every order (Song et. al, 2018). 
	
6. International Business Strategy:

There are many options available for Just Eat launching into China but the most realistic ones are acquisition or a wholly owned subsidiary. As previously discussed, an acquisition is where Just Eat would purchase most or all of a company (Kenton, 2018) already in the food delivery service, therefore taking over the existing market share of said company. An acquisition would mean Just Eat takes over a foreign firm including its assets without expunging its separate legal identity and would be attractive if it was cheaper than launching its own subsidiary (Mead and Andrews, 2009). According to Kenton (2018), an acquisition could be the easiest and only viable way to enter a foreign market due to the purchased business already having staff, structures, processes and a customer base in place. There are challenges with acquiring an existing food delivery service in China, mainly due to the size of the industry and the fact that two big players dominate the market (Shi, 2019). Just Eat would need to be comfortable with a very large outlay to purchase an existing food delivery service company. 

Just Eat could continue its current model of launching new subsidiaries in other countries such as Skip the Dishes in Canada and MenuLog in Australia (Just Eat 2019) by launching a new subsidiary in China. This could allow systems, effective for Just Eat, in other countries, to be rolled out in China (Mead and Andrews, 2009), but as already discussed the cultural differences will need to be taken into account to ensure systems will work. Just Eat could operate a highly centralised organisation approach with the main headquarters retaining greater control or a decentralised organisation approach with the subsidiary in China giving greater freedom (Mead and Andrews, 2009). 

The business strategy for Just Eat to launch a subsidiary into China should focus on

1. Corporate Social Responsibility (CSR) – This has been a term used since 1923 and is exercised by organisations when they conduct their business in an ethical way, focussing on areas such as environmental and economic impact (Armstrong, 2012). As previously discussed, the food delivery service market is very crowded in China so for Just Eat to succeed it will need to find a niche, which could be a focus on CSR particularly environmental issues. The huge increase and demand for takeaway food has seen a surge in plastic containers, bags and utensils that generate significant environmental concerns (Song et. al, 2018). Just Eat could launch as the company that uses environmentally friendly food packaging, reusable cutlery given to every first time customer, electric vehicles and no plastic bags. Just Eat could promote reuse and recycling behaviour, develop education materials and incentivise food delivery companies and consumers for using recyclable food packaging (Song et. al, 2018). This would make Just Eat stand out against the existing market. 
2. Recruiting high quality staff – Due to the much lower minimum wage in China over £5 per hour less (Prynne, 2014), Just Eat could launch its subsidiary paying staff more than its competitors. This would help with promotion, due to the peer to peer aspect, as well as having a committed workforce who value working for Just Eat. The company already operates well economically with a business model based on much higher wages than those in China so this could be a viable option. 

7. International Marketing Plan:

Over the years concepts and approaches to marketing have changed due to the evolution of technology such as social media, but what has remained consistent is the use of the marketing mix via the 4Ps (Martin, 2014). The 4Ps are Product, Pricing, Place and Promotion with all marketeers using these 4Ps as a basis with additional P’s such as People, Process and Physical Evidence (Martin, 2014) included when required. The key for after choosing any marketing mix is to ensure that the right level of resources are allocated and to ensure the mix is balanced appropriately for the target market (Doyle, 2011).

When any organisation expands globally, they need to consider the global marketing mix and whether it should be standardised or adapted, a standardised approach would be to use the same approach as the home country whereas adapted would be to change the marketing approach (Wade, 2016). Due to the complexities and very different culture of China, an adapted marketing mix would be the most effective option; the following is the proposal for the marketing mix for Just Eat launching into China.

Price: Launching a new food delivery service company requires a strong start and for the company to ensure consumers are aware. Due to the canny nature of the Chinese consumer and the fact that they know how to assess price and quality (Rae and Witzel, 2004) a discount or special offer will need to be a major part of the marketing mix. 

Product: As previously discussed, Just Eat would need to find a niche approach with the environmentally friendly approach recommended. This approach would make the product stand out with environmentally friendly packaging, reusable cutlery and electric vehicles for delivery drivers. A red logo is also recommended as the colour is associated with good fortune (Kittaneh, 2017) so would appeal to Chinese consumers. 

Place: The food delivery business is well established in China with the market valued at $37 billion (Tao, 2017). This means that the place for the trading subsidiary is set as it will function and operate in Chinese cities, where there is already an established food delivery service market.

Promotion: According to Martin (2014), differentiation and a desirable brand image is a key goal to attract new and repeat customers. The recommendation for Just Eat to become the environmentally friendly company will help to create a unique brand image against the established food delivery companies. 
An essential aspect of the promotional campaign for Just Eat expanding is to focus on peer-to-peer marketing. Consumers are more influenced by recommendations from family and friends than content shared by brands with 92 percent of people stating that while making a purchase they are influenced by peers and 60 percent influenced by a blog post or social media review (Jackson, 2019). One approach to peer-to-peer marketing is to adopt techniques used by Uber, who gave out thousands of free rides in order to get people addicted to using their service (Bhasin, 2019), Just Eat could offer a similar promotional scheme offering free or discounted food when an order is placed by a referred customer. Another option is to find a social media influencer with the key criteria being that they have an engaged and large following, their style and tone fits with the brand and they are relevant to Just Eats potential customers (Jackson, 2019). 
As Facebook has been banned in China since 2009 (Waltner, 2019), alternative social media platforms popular in China, such as WeChat, and Weibo (Newsbeat, 2017) will need to be utilised, with social media influencers recruited from these platforms.

8. Recommendations:

[bookmark: _GoBack]The following five recommendations outline the key areas for Just Eat expanding into China, the section reference where a more detailed explanation on the recommendation is also included.
1. In regards to HR, Just Eat should adopt a mixture of convergence and divergence, including some HR practices from the main headquarters but also practices that suit the culture of China. (Section 2)
2. Launch a wholly owned subsidiary, in line with the company’s existing practices when expanding in Canada, Australia etc. (Section 6)
3. Utilise red in any logos due to the positive connotations the colour has in China. (Sections 4 and 7)
4. The strategy should focus on CSR and being the environmentally conscience food delivery service company, as well as recruiting high quality staff through better remuneration. (Section 6) 
5. Peer-to-peer marketing via social media influencers and customer referral promotions will have the most impact.
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