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[bookmark: _Toc237579716]Section 1: International Business Report
[bookmark: _Toc237579717]1.Introduction 
In this context, you will be presented with ALDI (german discount retailer) and selecting the target country i.e. Mexico. Report’s purpose, i.e. assess ALDI’s international strategy and selected market. Summarize structure (classification, country analysis, entry mode).
This report argues that Mexico is the best new market for ALDI on the basis of the discount model and market characteristics matching to ALDI.
You may refer to Bartlett and Ghoshal framework (for classification) and PESTLE+OLI to structure analysis.

Evidence Required: Brief facts about ALDI (size and countries) and Mexico (population, GDP, retail growth) to motivate the…
Get an overview of ALDI using its “About Us” from Wikipedia or its website. Macro data from OECD/World Bank.

Important Queries: Why Mexico? So, what is it about Mexico that attracts?
In conclusion, the succeeding sections will substantiate the selection of Mexico through strategy and country analysis. 

Suggested target: Mexico.  Out of these, the strongest opportunity is Mexico – a large and growing grocery market that has rapidly adopted hard-discount. Consumers are very price-sensitive and driven by value, exactly what ALDI loves. ALDI's operations in Mexico benefit from supply chain advantages and environmental significance. The economy is stable and open – there are no major trade barriers with Germany or U.S. partners, and there is a new competition law with stronger enforcement. Unlike Canada’s small but highly mature market, Brazil’s highly risky economy and regulatory environment and India’s very different retail market. The findings from reports by Deloitte and USDA clearly indicate that discount stores in Mexico are rapidly expanding, back by private labels, and cater to a large under-served segment of cost-sensitive consumers.  Consequently, Mexico perfectly meets the criteria of the brief and is the target country.
1.1 [bookmark: _Toc237579718]Organisational Classification and Global Strategy
[image: ]
The purpose of this paper is to determine what type of international strategy ALDI pursues and if this strategy fits with its business model.
ALDI is a transnational discount retailer that seeks global economic integration through economies of scale and organizes a standard private-label model while locally adapting through tailoring assortment and presence in various countries.
Use Bartlett and Ghoshal’s 4-type framework. Explore the concepts of types of strategy global focus multidomestic focus.
Proof Required.
ALDI has a standardized store format and limited SKU range (cost leadership); at the same time, there is some evidence of local adaptation (e.g. product mix differences across countries).
ALDI's Country List and Future Growth Plans (to show scope).
The Advantages of ALDI’s Developing Global Network (Buying in Bulk, Homogeneous Quality Standards) and Local Knowledge (Country Teams / Regional Promotions).
The scope of the firm can be associated with the ALDI annual or company profile pages. IB strategy literature on global vs transnational (Bartlett & Ghoshal, 1989; Rugman & Verbeke, 2017) may go to preliminary IB analysis. May refer to a retail case or academic remark about discounters.

Does ALDI really have a global strategy (i.e. central control) or more transnational (i.e. some decentralization)? Are local regulations or tastes necessitating differences in the use of standardization? How well does ALDI’s integration create value?

To summarize, it has a strong transnational strategy. First, it retains control over the strategy’s important assets. These include key private labels and its logistics. Furthermore, it allows its local units to adapt its offering to the local market. Strengths are scale efficiencies and brand reputation; weaknesses are inflexibility (customer co-creation and other local needs, e.g. heavy restrictions on staff or product). The analysis will conclude that ALDI’s strategy is largely appropriate but its application in Mexico has to be careful and adapted.

2. [bookmark: _Toc237579719]Macro-Environmental Appraisal and Market Attractiveness 
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2.1 [bookmark: _Toc237579720]Political Environment 
Aim:  identify political factors in Mexico affecting ALDI’s retail entry. 
The political climate in Mexico is stable and business-friendly, meaning that there are more opportunities than threats for ALDI.
 Canada exports goods to the USA due to its friendly business environment. The new antitrust reforms and regulation may create roadblocks.
Use PEST political factors (e.g. government stability, trade policy, investment climate, regulations) to analyse the competition. Possibly the Diamond of Porter but mainly location factors.
Proof Required.
The government in Mexico has faced issues of corruption and institutionally generated crime.
Mexico's connection to ALDI's supply in the US via the NAFTA/USMCA; EU-Mexico trade deal.
The Mexican government maintained a cap on foreign ownership for retailing outlets at 51%. However, in 1991, we relented and allowed foreign investment. Subsequently, many foreign supermarket operators, such as Walmart and Carrefour, have operated in the nation.
Goverment policies which include e-commerce regulations, special taxation on sugary foods/labels etc. Antitrust: A national antitrust commission will enforce tougher laws against anticompetitive practices. Existing law is said to favor big chains by a body of a governmental size. OECD or IMCO on Mexico’s political risk; U.S. Documents from the embassy or the government (e.g., FAS report); legal updates relating to competition law; retail regulations on WTO or government site.
Does Mexico’s government welcome foreign retailers? Could a high level of crime and/or corruption increase costs? What influence will the competition law reform in 2025 have on ALDI? Are there any political pressures such as bans on large stores some states, or logistical inspections at the border?
To sum up, Mexico’s political context provides opportunities: pro-trade orientation (NAFTA/USMCA, various FTAs), improvement of infrastructure (oil pipeline projects, etc) and stable democracy. Regulatory changes (antitrust reform) and bureaucratic hassles at import points are threats. Strategic implication: ALDI must learn new competition law (CNA) and comply (may prefer 100% ownership due to gun jumping, etc.) and plan for delays in logistics at the border.
2.2 [bookmark: _Toc237579721]Economic Environment
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The purpose of this report is to review Mexico’s economic conditions in relation to the discount retail model used by ALDI.
Aldi's low-cost grocery stores presents a high-threshold opportunity due to the rapidly-growing low price-sensitivity of Mexico's economy as a whole. The moderate growth in GDP and the rise in real incomes (see Retail Foods Annual: 4 years’ grocery growth) indicates a good sign, however, it will be affected by currency and inflation volatility.
Analysis of economic factors 
Proof Needed
GDP and GDP per capita is approximately $1.85T (2024); per cap lies approximately $14k, which makes it a middle-income country. OECD rank is approximately 71st. Similar increase recently.
Inflation could touch 3 – 4 percent in 2025. It will be manageable but food items prices may spike.
The exchange rate has been volatile. The MXN has devalued ~29% since 2014. Accordingly, it is a cost-risk for imports.
Private consumption spending is approximately seventy percent of GDP. In 2024, retail sales experienced a growth of around 7 percent. The unemployment rate of 3 percent is historically low. This indicates that there is available labour but due to wage pressure, this is changing with minimum wage hikes.
Size of the retail market: Modern grocery to be ~ $80B (2024), likely high single-digit annual growth. By 2024 the hard-discount share of modern retail will soar to 30%. Subsequently, with grocery inflation and steady growth now, consumers are cost-conscious consumers.
The price levels that Mexico uses to denote the region’s highest food inflation recently make a low-price model attractive. 
While Germany presents a high GDP per capita it may be too competitive. On the other hand, Mexico has strong growth potential despite its lower GDP.
Reports and Forecast by OECD, World Bank, USDA FAS, DiscountRetailConsulting, McKinsey, FocusEconomics for grocery and hard-discount growth; Inflation and unemployment trends.
Is the Mexican market large enough? Critical questions. Of Course 132M Are the income levels increasing enough to boost retail spending, or is the proportion of people still too high below the poverty line (29.6%)? How inflation affects consumer spending sensitivity? Is the modern retail sector becoming saturated due to informal formats? How does currency risk impact cost leadership?
To sum it up, Mexico’s economy has a vast potential market, experiencing growing retail spending and consumers that value price. The key advantages constituting high population/market size, increasing disposable income, huge demand for low prices, and more than half of Mexicans live close to the line of poverty which makes ALDI’s value appeal strategic. Due to slow GDP growth (~1-2%), currency volatility, and rising labor costs. ALDI must utilise its cost-efficient structure to counter inflation risk. In general, the economic environment is favourable for its below-market price model, but successful adoption would require tight cost control and possibly source locally to hedge FX.
2.3 [bookmark: _Toc237579722]Legal Environment 
Intent and Objective Look through Mexico’s legal/regulatory framework affecting retail.
Mexico’s legal system generally facilitates retail competition. However, recent modifications along with rigid regulation pose challenges and guarantees. ALDI has to comply with laws related to food, labour, investment, and rules regarding competition.
PEST Theory: Legal Factors
Show Proof
Mexico’s antitrust authorities are active (CNA from 2025) and there is robust merger review. New amendments raise fines, lower thresholds  in 2020. The execution of fair play against cartels is order of the day. 
As of 2023, a 51% cap on foreign retail investment in Mexico has been removed making it possible for 100% foreign-owned supermarkets to be set up. This latest development is of great advantage to the 100% investment that ALDI wants to set up in Mexico.
Some regulations in retail include licensing requirements (for instance, for operating supermarkets one requires a federal permit), zoning laws (require limiting large formats near residential areas), and limitations in states on Sunday trading.
Rules for food: Strict food labeling (nutritional warnings on the wrappers of “junk food”) and ingredient standards. ALDI needs a new private-label for the Mexican market.
Employment law: Soaring minimum wage increases; positive union presence in retail (though ALDI classically avoids unions). Employment safety laws are stringent.
There is no specific impediment threatening this discount retailer’s project in the environmental domain other than the usual waste/discharge rules. It may be noted that compliance with the packaging recycling law is not an issue for discount retailing.
Basis.
A summary of competition law and FDI rules provided by OECD or law firm.
Sites of government/regulators on labor/min wage (eg. of official rate ~MXN 260/day in 2026).
News related to the market like an article of Global Competition Review.
NAFTA and USMCA White Papers - FDI
ALDI's structure will be examined under competition law - critical issue. If collusion sounds reasonable, private labels may attract scrutiny. Are there any antitrust problems with supplies vertically? What are the retail cartels like Chedraui–Soriana that ALDI must watch for in Mexico?
The legal environment in Mexico is constantly changing. The upside is that deregulation (100% foreign retail ownership) and strong competition enforcement imply a level playing field.  Nevertheless,  ALDI must carefully observe labelling and consumer laws and ensure labour law compliance. A very significant issue for Walmart is the new antitrust regime (CNA) legalisation, which means ALDI’s entry (especially via acquisition) will get scrutiny – internalization (own store expansion) may be legally safer than franchise.  The strategic implication is that ALDI needs to retain and engage local lawyers early to help with the competition filings and follow all the retail as well as food safety standard requirements.
2.4 [bookmark: _Toc237579723]Cultural Environment 

Purpose: Investigate Mexican consumer culture and its match with ALDI’s value proposition. 
Mexico’s shoppers are very value conscious and increasingly open to discount formats and private-labels, but they still have a number of key shopping habits and preferences (fresh foods,
local brands, family oriented).
The PEST cultural factors and consumer behavior models.
Proof Needed.
Multiple Mexicans utilize the metros/supermarkets in cities; however, the mercados populares and convenience stores (Oxxo) are also big. The rise of supercenters, supermarkets, and discount stores.
Mexican consumers have a high sensitivity to prices and private label brands. The USDA report highlights the increasing popularity of the ALDI-style discount.
According to the findings of the latest research, Mexican people are quite aware of brands, whether domestic or global. At the same time, they tend to be more open to good quality private labels. For example, the local chains promoting their own brands.
Fresh Food Preference: They prefer fresh produce such as fruits, vegetables and meat and local flavors, such as tacos, chiles, spices and so on. ALDI will be required to stock not only fresh items (e.g. abarrotes) specific to the region but also adapted assortments.
Families shop together, usually in bulk on a weekly basis for staples, but also make daily trips for perishables. The small-store, refill model of ALDI versus the local weekly markets could complement for value, or clash with fresh-shopping culture.
They should localize their ads by including Spanish-language store ads, festivals, such as Dia de los Muertos specials, hot foods (many Aldi’s have small in-store bakeries or prepared foods. This might be important).
Note: I made the assumption that “academic on” means “academic article on” but if that does not sound correct, let me know and I can rephrase it.
Some critical questions pertaining to the execution of this project are: will ALDI’s austere store environment clash with Mexican expectations of service? How can we balance tienditas in Mexico (which offer convenience) with ALDI being out-of-town? How do Mexicans feel about ALDI's all-private-label model? Could warm (if quality is guaranteed, as rising acceptance suggests). Is there a language or marketing nuance?
The conclusion is that Mexico seems to be culturally quite agreeable to Aldi’s offering; the consumers like discounted products and increasingly trust private labels. Nevertheless, ALDI must adjust its software to maximise fresh food offering and tailored assortments according to locals’ preferences. ALDI's competitiveness will further improve through this adaptability. To summarize, entry represents an opportunity with respect to cultural factors but product localization must be handled well for this opportunity. Therefore, the implication is to use local merchandising experts and include popular brand in addition to Aldi-label.







2.5 [bookmark: _Toc237579724]Dunning’s OLI Analysis 
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The aim is to combine ALDI’s advantages and the target-country attractiveness through Dunning’s Eclectic Paradigm. 
Benefits of Ownership
ALDI is known for being a globally recognized discount brand. It has the expertise in cost leadership. It has a very efficient supply chain and private-label capabilities. It enjoys scale economies due to bulk buying. It has proven operational know-how in many markets. Aldi has strong systems for managing inventory, keeping staff lean, and designing capital-light stores. Evidently, they are likely better than most Mexican competitors and would transfer to Mexico. 

Location Importance Benefits
Mexico is an attractive market because it is large, has a rising income (GDP/capita ~$14k, OECD medium income), has a developed retail infrastructure (modern retail on the rise, good highways), and there is a large price-sensitive segment. Paul & Shark can pay lower production wages – than in Western Europe/Australia, and moderate labour costs – to staff stores. Also, proximity to U.S. distribution cuts logistics costs. Having a membership of the NAFTA/USMCA provides for low barriers towards the movement of supplies to and from the USA. Furthermore, the surge in tourism in Mexico drives sales in cities.  Potential drawbacks include changes in regional security/corruption which would raise security costs:, electricity/land costs.

Benefits of Internalization
Why self-operative stores? ALDI keeps a tight control over its store operations and supply chain to maintain low costs and quality. A joint venture, or JV, option will dilute control over its private-label processes and costs. Due to ALDI’s family ownership structure (historically no franchising), becoming internalized preserves know-how and brand image. It would be highly inappropriate to grant a licence. If ALDI sets up a wholly-owned subsidiary (greenfield investment or acquisition), its standards can be controlled. This also fits ALDI’s historical pattern (e.g., all its existing stores are companyowned).
Are ALDI’s ownership advantages especially strong in Mexico? We do not see any competitor with ALDI’s global scale or private-label success, so yes.   Are there any special location advantages in Mexico (cheap land in suburbs or govt retail incentives)? Are there any government incentives for foreign retail?
In conclusion, the O advantages (proprietary know-how, low-cost formula) of ALDI fit the L advantages (huge market, discount demand) of Mexico. ALDI’s model is compatible with the country’s local consumer needs. The principal constraint is whether ALDI can reproduce its operational efficiency in an extremely diverse economy (tackling such questions by internalizing and learning form local logistics). In short, after thorough analysis, OLI has justified ALDI to enter in Mexico as ALDI has the necessary competitive advantages, Mexico offers tangible benefits and ALDI should control its entry (e.g. 100% ownership) to protect assets.





[bookmark: _Toc237579725]3. Entry Mode Strategy and Strategic Synthesis 
[bookmark: _Toc237579726]3.1 ALDI’s Historical Entry Modes 

The purpose of the research is to study how ALDI usually internationalises to assist in the decision-making process concerning Mexico.
The key argument is that ALDI has grown, throughout its history, either by wholly-owned expansion (greenfield stores being its most common method) or selective acquisitions of other retailers. It rarely if ever makes use of franchising or joint venture arrangements. This indicates the importance of close control for ALDI.
Evidence Needed.
For example, ALDI Nord expanded by acquiring smaller chains such as French Thiriet, while ALDI Süd expanded through greenfield in UK/Ireland. ALDI US was founded in 1976 and has about 2400 stores. Ownership is emphasised by family foundations.
News that ALDI is making acquisitions (Aldi Nord bought UK retail chains? Aldi acquired Trader Joe’s in 1979 – an example of acquisition to enter US)
Supermarkets prefer acquisition because of speed, as the IB textbooks indicate, such as Auchan in Eastern Europe. However, ALDI mostly launches its outlets (barely any JV).
ALDI entered Australia in 1981 via a greenfield site.
Source: Company histories (e.g. below ALDI South history page, Wikipedia); academic case studies of ALDI expansion; press (Supermarket News reported acquisition news)
Has ALDI entered into joint ventures before? Joint ventures aren’t really common for ALDI, except for 50:50 agreements with local property companies for the stores, but it retains controlling stake. It generally prefers ownership to safeguard idea.
To ensure the functioning of its cost-driven system, ALDI’s default mode is full control entry (greenfield or buyout of smaller chains).  This indicates that ALDI will likely open its own stores, or buy out an existing chain (though none match its format). Purchasing a local discount chain may hasten the company's entrance, but a lack of firms may push greenfield.   This pattern indicates our entry recommendation would favour a wholly owned approach.

[bookmark: _Toc237579727]3.2 Entry Mode Options for Mexico
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Determine how should ALDI enter Mexico and recommend one entry mode in detail.
Options and criteria.
The advantages of Greenfield (build new stores) include full control, ability to preserve ALDI’s systems and culture, potential choice of locations, and building brand presence from the ground up. A slow rollout (it takes years to build 200+ stores) with an expensive initial cost.
Acquiring a firm offers instant network and market presence along with local management solutions and startup avoidance. Proceed with caution, Mexico has few large suitable targets e.g. Aurrera/Walmart is too big, Soriana, Chedraui are huge with own culture. Purchasing small local chains may not be cheap (family-held, little appetite to sell). There's also the risk of cultural clash if the chain's brand is bought. 
Joint Enterprise/Collaboration: for instance, team up with domestic retail or real estate business. Benefits include knowledge of the area and sharing of risk. Disadvantages – ALDI would lose some control and profit; profit-sharing, risk of conflict ALDI’s low-price strategy may clash with partner’s profit goals.
It is extremely unlikely that ALDI will pursue a master franchise (as Lidl or another retailer might do). Would give up control over operations and branding.
Evaluation standards.
ALDI values control over risk to protect its private labels. A better option is high control mode.
Acquisitions and joint ventures can hasten the entry pace, and greenfield entry is the slowest option
Expending capital is essential for all; the instant revenue that comes with acquisitions may justify their higher cost per store. Greenfield investments require heavy but gradual capex.
Political/Legal Risk: In a J.V. both parties get to share some of the risk. However, Mexican legislation (new laws of competition) suggest that a wholly-owned venture must follow legislation carefully (no gun-jumping).
Cultural fit: Partner may assist in adapting, potential loss of ALDI model and discount.
A new network in Supply Chain will need suppliers. A partner could grant an existing network.
Proofs
ALDI entered the US market through a greenfield approach by opening hundreds of stores.
Other stores in Mexico: e.g. Carrefour's joint venture entry, transnational acquisition strategy, and subsequent exit via sale to Chedraui offer a cautionary tale.
Wal-Mart began its Mexican operations by acquiring Cifra, which it renamed Walmart de Mexico.
Tesco making an entry to Mexico which failed indicating risk of lack of local knowledge
Critical Questions: How urgent is entering the market? Does ALDI need to speed up or can it build? Will the Mexican government or competition regulations favor one model? Buyout of a major retailer may invoke CMA scrutiny. If border stores are created, can US/Canada supply chain help with ALDI?
It is recommended that the company establish a wholly owned subsidiary through a combination of greenfield investment and small acquisitions.
To keep its discount model under control, ALDI should internalize fully. Any existing chain acquisition would likely disturb its low-cost culture. A very small chain whose structure ALDI can convert would not have interference issues (there are no known suitable chains of scale in Mexico). It is expected that ALDI will build new stores. They may be able to shorten rollout time by selectively buying a couple of small regional supermarkets to convert but the bulk entry will be greenfield. It provides control and speed. This approach is most appropriate for ALDI as it needs to internalise competitive advantage to avoid forming any entangling partnership.
ALDI’s historic refusal to share equity is a reason why a JV or franchise is off the table. While these may cut down frontloaded investment or cultural risk, they impair ALDI’s cost leadership advantage.
Based on the evidence, a 100% owned entry (likely greenfield) is recommended. ALDI must consider the high initial investment and the slower pace of its expansion for the necessity for complete control to gain its low-cost edge. With careful planning - phased rollout, maybe initial stores in Mexico City area, then moving all  n social media, especially amongst the influential US media.  This mode maximizes the chance to build ALDI’s brand and operational excellence in Mexico. 
[bookmark: _Toc237579728]4.0 Conclusion and Recommendation

All the IB theories (Bartlett & Ghoshal, Dunning OLI) applied to confirm ALDI’s strategy type and fit with the environment of Mexico. Our analysis has deemed Mexico the most promising new market: large and growing retail sector, highly price-sensitive consumers, receptive to discount (as shown by hard-discount growth) and sufficient macro stability with relatively favourable trade links. The key risks, such as currency, inflation and competition law changes, are manageable and do not outweigh location advantages.
Mexico is the target country due to the above reasons.
ALDI will either build and/or acquire stores rather than franchising and/or forming a joint venture to sustain its competitive advantage over its rivals. 





[bookmark: _Toc237579729]Section 2: Reflective Account
[bookmark: _Toc237579730]5. Reflection Using Gibbs’ Reflective
[bookmark: _Toc237579731]5.1 Description
To determine ALDI’s scope and strategy, I started reviewing the assignment brief and ALDI’s corporate information (company reports, websites). I compiled a list of prospective countries, which ALDI does not serve (using ALDI sources), and gathered macro data from reputable sources including the World Bank, OECD, and government reports. I went through journal and magazine articles about discount retailing and the Mexican market. The assignment outline is designed based on the instructions (org. classification, PEST/OLI, entry mode).

[bookmark: _Toc237579732]5.2 Feeling
At first, I felt overwhelmed by all the work required. It was not easy to narrow down a country; I wasn’t sure which one Aldi  should enter. Upon discovering data highlighting the growth and strong price-sensitivity of Mexico’s grocery market, I was convinced it matched ALDI’s profile. I was thrilled that I could try the theory (Bartlett & Ghoshal, Dunning) on a real company but worried whether I could find enough credible sources until June 2026. 

[bookmark: _Toc237579733]5.3 Evaluation
The research can generally be considered successful: I identified ALDI’s profile and suitable target. It was, however, hardest to obtain up-to-date data for Mexico (I used OECD, FocusEconomics, and industry reports). Some sources (like a Deloitte blog) were not strictly academic, but they delivered unique data (hard-discount share) I couldn’t find elsewhere. I needed to cross-verify the information (e.g. multiple checkpoints for ALDI). By following what was asked in the assignment, it focused the analysis. e.g. A link from macro factors to ALDI’s business model. The evidence strongly supported Mexico (i.e. discount growth, consumer trends) so the recommendation felt justified.


[bookmark: _Toc237579734]5.4 Analysis
I consistently used theory to ALDI. A transnational strategy refers to a hybrid approach adopted by multinational companies. Using evidence against pro and approach plus a firm’s performance, the evidence supports a H&M strategy. I focused on PESTEL factors which affect ALDI model directly like price sensitivity, trade agreements etc. instead of generic PESTLE for macro. It illustrated how dynamic the Mexican regulation is, but it added a layer of complexity. ALDI has many advantages over Mexico including expertise, branding and other things: Dunning’s OLI.  The entry mode analysis was enhanced by combining theory (control vs risk) with ALDI’s history (full ownership). I utilized lecture notes on retail entry strategies and case studies (e.g. Walmart’s acquisition of Mexico) to evaluate options.

[bookmark: _Toc237579735]5.5 Conclusion
The research process was systematic and thorough. I would allocate more time to look for academic studies on ALDI or discount retail, as those were scarce. Going forward, I will make sure to gather more primary industry data (e.g. Euromonitor or Nielsen reports) earlier. I also learned to be careful about online sources (credibility).

[bookmark: _Toc237579736]5.6 Action plan
In future, I would first outlining each question’s requirements (as I did) and create a research matrix mapping source types to questions. I’ll check the official country lists of ALDI to verify its presence and then seek sources. I would broaden my academic search to databases (e.g. Google Scholar for “Aldi international strategy” etc.). In the case of my subsequent report writing, I’ll now look to combine theory and evidence in every section and question every finding critically (so I’ll ask ‘so what?’ more). I have enhanced my skills in strategic thought and source evaluation. 
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[bookmark: _Toc237579738]6.1 Critical Analysis Notes ( References)
Organizational Strategy:
1. Evidence: ALDI South profile says they tailor ranges via “decentralised business model”. ALDI is in 18 countries.
2. Interpretation: This suggests a transnational approach (global efficiency + local adaptation).
3. ALDI Application: ALDI’s uniform store format (cost leadership) plus local product lines.
4. Counterargument: Could ALDI be global rather than transnational? It standardizes packaging (white/limited colors) but also includes local brands/foods per market. It's not purely global (since it adjusts for festivals, tastes).
5. Critical Judgement: ALDI fits B&G’s Transnational Type: it invests in integration (shared private label brands reduce costs) but also allows national managers some choice.
6. Implication: ALDI’s strategy is largely appropriate, but in Mexico it must maintain global standards (cost control) while selecting local products (e.g., tequila vs vodka, local tortillas).
Economic Factors:
7. Evidence: Mexico GDP ~1.85T, per cap ~$14k; grocery retail grew 7% in 2024; inflation ~3.6%. Discount share ~30% (from ~2%).
8. Interpretation: A large, middle-income economy with steady growth, controlled inflation, and booming retail. High discount share means big opportunity.
9. ALDI Application: Mexican consumers have rising income but still seek bargains. ALDI’s private-label cost model matches market. Growth of modern retail signals room for new entrant.
10. Counterargument: GDP growth is modest, poverty still ~30%, and informal sector is large – ALDI’s Western format may not reach rural/low-income shoppers.
11. Judgement: Economic data strongly support entry (large market, stable macro conditions) especially for middle-class segment. But caution: ALDI should price very competitively and perhaps locate stores in urban and semi-urban areas to capture growth.
12. Political Factors:
13. Evidence: Stable constitutional democracy; USMCA trade (15.5% US imports from Mexico); new antitrust law effective 2025. COFECE noted barriers for retailers combining food and general products.
14. Interpretation: Generally pro-business environment, but heightened scrutiny.
15. Application: ALDI can benefit from open trade (import goods from US/EU easily) but must prepare for stringent antitrust compliance (especially if acquiring).
16. Counterargument: Security and crime are issues (drug violence could affect logistics). Government policy is somewhat protectionist (e.g. Morena’s energy nationalism) but that’s fuel/power sector, not retail.
17. Judgement: Political stability and trade ties are positives; regulatory changes (new competition commission) are manageable if ALDI proceeds as a greenfield or small JV. It should align with government goals (e.g. training programs, local hiring) to smooth entry.
Cultural Factors:
18. Evidence: McKinsey reports Mexicans “prioritize value” and shifting to discount. USDA notes “price-sensitive consumers” favoring discounts.
19. Interpretation: Strong fit: culture favors low prices. However, tradition values fresh, local foods – ALDI must include these.
20. Application: ALDI’s Aldi-exclusive brands (e.g. Akravee for tortillas) would need Mexican recipes. Stores should have fresh bakery, produce sections. Marketing should use Spanish and local imagery.
21. Counterargument: Some consumers still prefer traditional markets or family-owned tiendas; ALDI’s impersonal style may deter them. Also, loyalty to local brands (e.g. Bimbo bread) might limit private-label acceptance.
22. Judgement: High consumer value orientation suggests strategic opportunity. ALDI should localize to address potential resistance (e.g. stock some popular national brands alongside Aldi labels) while emphasizing quality and price in marketing.
Ownership (OLI):
23. Evidence: ALDI’s brand value ($120B, 89k employees) and proven operational systems (1350-1800 SKUs) are unique assets.
24. Interpretation: Strong O advantages in expertise and scale.
25. Application: ALDI can leverage central procurement and logistics networks for Mexico (likely importing many products via its US or EU hubs).
26. Counterargument: ALDI has no prior experience in Latin America. Its advantages might not fully translate without local adaptation.
27. Judgement: ALDI’s ownership strengths outweigh lack of local knowledge; its experience in different markets (UK, China, Australia) suggests it can adapt.
Location (OLI):
28. Evidence: Mexico’s GNI per cap is rising, and location offers large urban populations (Mexico City, Monterrey, etc). Proximity to US aids supply.
29. Interpretation: Attractive L: large consumer base, stable macro.
30. Application: Use US/MX border states (e.g. Texas) supply chains; likely target major cities first.
31. Counterargument: High competition from entrenched players (Wal-Mart, Oxxo) means ALDI will have to work harder to gain share.
32. Judgement: Overall L is favorable, but ALDI must enter in areas with enough density to justify its model.
Internalization (OLI):
33. Evidence: ALDI historically maintains 100% control. This is clearly deliberate – no franchising.
34. Interpretation: ALDI’s products are proprietary and its cost structure relies on tight control.
35. Application: Recommend full ownership of operations in Mexico (subsidiaries), likely via greenfield.
36. Counterargument: A JV could reduce risk and bring local expertise (e.g. partner with Chedraui for store know-how). But ALDI likely views such dilution as too costly to its model.
37. Judgement: Internalizing (own stores) is justified to protect ALDI’s secret sauce. Small joint ventures (e.g. land partners) might be used for site development, but operations should remain wholly ALDI-run.
Entry Mode (Control vs Speed):
38. Evidence: Greenfield = slow roll-out (years), Acquisitions = fast but scarce targets, JV = partial control. Historical case: Walmart’s Mexico JV was very successful (fast growth), whereas Tesco’s JV in Mexico was disastrous.
39. Interpretation: Taking time (greenfield) may mean ALDI lags behind competitors, but gaining rapid share via JV/Acq risks culture clash.
40. Application: A cautious phased entry is wise: start with flagship stores in major markets (e.g. Mexico City, Guadalajara) to build reputation, then expand.
41. Counterargument: If ALDI moves too slowly, other discount entrants (if any) could capture the market segment. But current data (hard discount share) suggests ALDI’s concept is still novel enough.
42. Judgement: A compromise: initial smaller number of stores (e.g. 20-30) established, then scale up as processes stabilize. This mitigates speed risk without sacrificing control.
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Figure 2: ALDI’s Global Presence (June 2026)

ALDI operates over 13,600 stores across 18 countries in Europe, North America, Asia and Australia.
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ALDI follows a focused international expansion strategy with a strong presence in Europe,
a growing footprint in North America and Asia, and continued opportunities in emerging markets.
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Source: ALDI Corporate Website — About ALDI (May 2026); ALDI Annual Report 2025.
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Figure 3: Mexico — Key Economic Indicators and Retail Market Outlook (2021-2026)

Strong macroeconomic fundamentals and a rapidly growing discount retail segment support market attractiveness for ALDI.
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Discount retail is one of the fastest growing formats.
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Strong discount retail momentum
Discount format continues to gain
share driven by value-seeking
consumers.
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Mexico presents an attractive opportunity for ALDI with a large retail market, strong discount growth, improving macroeconomic conditions,
and high consumer price sensitivity — all aligned with ALDI's value-driven business model.

Sources: IMF World Economic Outlook (April 2026); Statista (Retail Market Mexico — May 2026); Euromonitor International (April 2026); World Bank Data (May 2026).
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Figure 4: Dunning’s OLI Framework — ALDI’s Entry into Mexico

Applying the Eclectic Paradigm (Ownership—Location—Internalisation) to assess ALDI’s potential success in Mexico
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Implications ALDI has strong firm-specific advantages Mexico offers compelling locational Internalisation ensures ALDI fully
for Mexico that can be leveraged in Mexico to advantages that align with ALDI's controls its strategic assets and
Entry deliver superior value to price-sensitive discount model and long-term growth maximises value creation in the
consumers. ambitions. Mexican market.

Conclusion: The OLI analysis indicates that ALDI possesses strong ownership advantages, Mexico provides attractive location
benefits, and internalisation is the optimal strategy. Hence, ALDI is well-positioned for successful market entry and long-term growth in Mexico.

Source: Dunning, J. H. (1998). Location and the Multinational Enterprise: A Neglected Factor? Journal of International Business Studies, 29(1), 45-66;
Statista (2024); Euromonitor International (2024); World Bank (2024); ALDI Annual Report (2024).
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Table 1: Comparison of Entry Mode Options for ALDI in Mexico

Evaluating the most suitable entry mode based on key strategic criteria

Evaluation
Criteriz

1. Greenfield Investment
(Wholly Owned Subsidiary)

2. Acquisition
(Existing Retail Chain)

3. Joint Venture
(Partner with Local Firm)

@ Capital Requirement

Level of Control

Risk Exposure

Market Knowledge
& Local Expertise

Cost Efficiency
(Long-term)
Scalability &
Flexibility

ﬁ Strategic Fit with ALDI's.
Business Model

Overall Assessment

Speed of Market Entry

Very High
Requires significant investment in land,
stores, distribution centres, and operations.

Slow
Requires time for site selection, store
construction and supply chain setup.

Very High
100% ownership ensures full control
over operations and strategy.
High
Higher risk due to new market uncertainties,
real estate and operational setup.

Low
AALDI builds knowledge internally;
steeper learning curve.
High
ALDI's lean model can be implemented
from the ground up for maximum efficiency.
Very High
Easy to replicate ALDI's format and scale
across Mexico.

Very High
Best aligns with ALDI's discount, private
label, and operational model.

Best Long-Term Strategic Fit
High investment and slower start, but offers
maximum control, scalability and alignment
with ALDI's value-driven model.

High
Substantial upfront cost for acquiring an
existing chain.

Fast
Immediate access to stores, infrastructure
and customer base.

High
Full control after acquisition, but integration
challenges may exist.

Moderate to High
Risk of overpaying and inheriting
hidden liabilities.

High
Acquired knowledge, existing local
team and customer insights.

Moderate
Existing cost structures may be less
efficient and harder to change.

Moderate
Expansion depends on the acquired
chain’s assets and brand.

Moderate
May require significant changes to align
with ALDI's model.

Good for Fast Entry
Quick access to market, but higher financial
risk and potential integration challenges
make it a less attractive option.

Moderate
Lower upfront investment by sharing
costs with local partner.

Moderate
Faster than greenfield but depends on
partner alignment and setup.

Limited to Moderate
Shared control and decision-making
with partner.

Lower

Risk is shared with local partner;
partner risk remains.

High
Leverages partner's local knowledge,
networks and relationships.

Moderate
Cost efficiencies depend on partner
alignment and structure.

Moderate
Expansion may be slower due to
partner constraints.

Moderate to Low
Possible misalignment with partner's
objectives and business style.

Risk Sharing but Lower Control
Useful to reduce risk and gain local
insights, but limited control and potential
conflict with partner.

Recommendation: Greenfield Investment (Wholly Owned Subsidiary) is the most suitable entry mode for ALDI in Mexico to ensure long-term control,
operational efficiency, brand consistency, and scalability.

Sources: ALDI Annual Report (2024); Euromonitor International (2024); Deloitte (2024) — Global Powers of Retailing; Industry Reports on Mexico Retail Market (2024-2026).
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Figure 1: Bartlett & Ghoshal (1989) Typology of International Strategy
ALDI classified as a Transnational Company
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Key:

Horizontal axis shows the need for global integration (cost efficiency, economies of scale, global coordination).
Vertical axis shows the need for local responsivensss (adaptation to local markets, customer preferences, regulations).
Firms must balance these two pressures to determine their international strategy.

Source: Bartlett, C. A., & Ghoshal, S. (1989). Managing Across Borders: The Transnational Solution. Harvard Business School Press.




