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Abstract: In order to be able to participate in the activities of cross-border e-commerce for the Southeast
Asian market, H-city, as an important central city in northern Jiangsu, has proposed a research method for the
development of H-city for cross-border e-commerce in Southeast Asia under the policy background of "Belt
and Road ". Using PESTEL analysis model and Porter five-force analysis model to analyze the "externa envi-
ronment" of thisindustry, to explore the existing opportunities and threats; using Porter value analysis model
to analyze the "internal environment" of related enterprises, to explore their own advantages and disadvantag-
es, to construct a high-order SWOT quantitative analysis model to find a strategic focus; to establish a devel-
opment strategy model, H-oriented Southeast Asia cross-border The development path of e-commerce should
take "striving strategy" as the leading direction, and give relevant development suggestions around the two
key points of "overcoming disadvantages' and "utilizing opportunities".
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1. Introduction

Southeast Asia is an important economic hub of China's
"Belt and Road" strategy. Although its economic volume
is smaller than that of the United States, the European
Union, Japan and other mgjor international trade coun-
tries, but the adjacent geographical location, similar his-
torical and cultural background, give it a great potential
for development of trade cooperation with China. Figures
released by China's General Administration of Customs
and the Ali Institute show that the scale of trade between
Southeast Asian countries and China has risen steadily in
recent years, with cross-border e-commerce activities
gaining momentum.

At present, the e-commerce in Southeast Asia is in the
initial stage of development, which is an excellent entry
opportunity for cross-border e-commerce in China
Jiangsu Province is at the intersection of "Belt and Road
", and H City, as an important central city in northern
Jiangsu, how to make rational use of its own location
advantage, explore scientific and efficient development
path according to local conditions, and actively partici-
pate in cross-border e-commerce activities facing the
market of Southeast Asia under the support of the policy
dividend of" Belt and Road "is an urgent problem to be
solved.

2. Exploration of Development Path

2.1. Overview of research processes

To explore the development path of H city for cross-
border e-commerce in Southeast Asia, its essence is to
locate the development strategy of this subdivision indus-
try. The specific research flow is as follows: Using PES-
TEL anaysis model and Porter five force analysis model
to analyze the "externa environment" of thisindustry, to
explore the opportunities and threats of existence; Using
“Porter value analysis model ” to analyze the" internal
environment "of related enterprises, to explore their own
advantages and disadvantages, Constructing the high-
order SWOT quantitative analysis model to find the stra-
tegic focus, Establishing the development strategy model
and giving relevant development suggestions. The above
four parts of the research flow are shown in Figure 1.

2.2. External environment analysis

Hitt, Ireland, and Hoskisson (2012), It is considered that
in strategy management, external environment analysis
mainly includes general environment analysis and indus-
trial environment analysis [1]. The former uses the PES-
TEL analysis model to analyze the political, economic,
socia, technical, environmental and legal environment in
Southeast Asia, while the latter uses the Porter five-force
analysis model to analyze the new entrant threat, the bar-
gaining power of the supplier, the bargaining power of
the buyer, the threat of alternatives, and the degree of
competition within the industry in the city of H for the
cross-border e-commerce industry in Southeast Asia.
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Figure 1. Research flow design

2.2.1. PESTEL analyse

Political environment: Southeast Asias overal political
environment is stable, but there is intermittent friction.
Due to the positive feedback brought by regional eco-
nomic integration under the influence of "Belt and Road
", Southeast Asia has a good political atmosphere of eco-
nomic cooperation for China, but in recent years, the
rising social changes within various countries, as well as
the territoria disputes between some countries and China,
have become a political hidden danger to the develop-
ment of cross-border e-commerce in Southeast Asia to
some extent [2].

Economic environment: The economic development
momentum of Southeast Asian countries is good, but the
growth rate has slowed down. Globally, Southeast Asiais
an important raw material supplier in the industrial
supply chain and an important gathering place for labor-
intensive industries in the context of industria transfer.
This has led to rapid economic development in Southeast
Asia in recent years. However, due to the recent trade
friction between China and the United States, there is a
downside risk to the economy. The World Bank's World
Economic Forecast report released by the World Bank in
the first half of 2019 shows that the economic growth
rates of major Southeast Asian countries are till ex-
pected to be higher than the average growth rate of the
world economy, but lower than the historical period.
Socia environment: Southeast Asian countries have ex-
tensive social foundations for cross-border e-commerce
development. Affected by geography, Southeast Asian
countries and China have similar cultural cognition, and
the Chinese economic groups with high social status in
Southeast Asia have a more important role in economic
development. In addition, the region's demographic divi-
dend has created a huge potential consumer market for
cross-border e-commerce.

Technology environment: Most Southeast Asian coun-
tries have weak science and technology foundations, and
some countries have developed science and technology
rapidly. According to the World Intellectual Property
Organization's National Innovation Index report pub-
lished in 2019, except for Singapore, Southeast Asian
countries ranked lower in the innovation index. Among
them, Maaysia and Thailand have increased dlightly
compared to previous years, but far behind China. It can
be considered that cross-border e-commerce products
facing Southeast Asia have certain technological advan-
tages.

Environmental protection: The environmental protection
supervision of Southeast Asian countries has intensified,
and environmental protection issues have gradualy
heated up. Liu (2018) pointed out in his research that
legal issues of environmental protection in recent years
are becoming an important factor in the failure of Chi-
nese investment in Southeast Asia. On the one hand,
cross-border e-commerce for Southeast Asia needs to
guard against environmental protection legal risks, and
on the other hand, cross-border e-commerce for South-
east Asia needs to consider the environmental protection
properties of products[3].

Legal environment: Southeast Asian countries have cer-
tain economic-related legal foundations but lack relevant
legal support specifically for cross-border e-commerce.
As far as traditiona bilateral trade is concerned, cross-
border e-commerce is obviously a new thing. When two
parties in a transaction relationship cooperate on the In-
ternet, what new security risks need to be prevented, and
once a problem occurs, it is different from the previous
subject and object How to divide and define powers and
regponsibilities requires new specific lega provisions.
Although the international trade practice has a certain
supplementary role, there are still many issues that need
to be resolved.
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2.2.2. Porter fiveforceanalysis

New entrant threat: In fact, the barrier to entry is a key
factor in determining the level of threat to new entrants.
Here, the analysis should be based on "whether to set up
a cross-border e-commerce platform by itself* as the cut-
ting point. If you set up your own platform, in fact,
Southeast Asia has already entered well-known cross-
border e-commerce platforms such as Ali Express, Laza-
da, Amazon and so on [4]. High, these increase the bar-
riers to entry for cross-border e-commerce in H City. If
you rely on these platforms, athough you can reduce the
cost of market development, for other cross-border e
commerce companies that are aso trying to rely on the
platform, these barriers to entry for these new entrants
are reduced.

Bargaining power of suppliers. For traditional suppliers,
cross-border e-commerce in H City has opened up a new
Southeast Asian consumer market, with higher expected
profits in the future, and can obtain certain policy prefe-
rences from local governments. bargaining power [5].
For platform suppliers, due to the scarcity of cross-border
e-commerce platforms for Southeast Asia, cross-border
e-commerce in H City has a higher dependence on the
platform, which improves the bargaining power of plat-
form suppliers.

Buyers bargaining power: For individual buyers, most
online individual consumers in the Southeast Asian mar-
ket have the habit of comparing prices on different plat-
forms. In addition, even on the same platform, there are
still many alternatives to the same product. Therefore,
individual buyers have higher bargaining power. For

corporate buyers, unless they are products with technolo-
gical scarcity, they aso have higher bargaining power.
Threat of aternatives: In addition to alternatives on the
same platform and aternatives on different platforms,
there are also many aternatives in the domestic markets
of Southeastern countries. Therefore, the threat of alter-
nativesis greater.

Degree of intra-industry competition: With the rapid de-
velopment of Southeast Asia, huge potential consumer
markets have gradually emerged, attracting a large num-
ber of cross-border e-commerce in other regions of China
and cross-border e-commerce in other countries [6-7].
Although cross-border e-commerce in H City can take
advantage of existing Some platforms enter the market
quickly, but the barriers to entry for cross-border e-
commerce platforms are low. Therefore, the degree of
competition within the industry is high.

2.2.3. Opportunities and threats summary

Combining the results of PESTEL anaysis and Porter's
five-force analysis, it is not difficult to find that H City
faces Southeast Asian cross-border e-commerce devel-
opment, with opportunities and challenges coexisting. A
5-point scale was used to score the opportunities and
challenges summarized above, and the Delphi method
was used to assign aweight (total value 1) to each oppor-
tunity and challenge. The final opportunities and chal-
lenges are shown in Table 1. It can be considered that the
opportunities for cross-border e-commerce in H City
outweigh the challenges and they should enter the South-
east Asian market.

Table 1. Quantification of opportunitiesand threats

Number Factor description Welight x score Weighted total score
o1 Political stability 0.25x4
02 Good momentum of economic development 0.30x5
03 Have the social foundation to develop cross-border E-commerce 0.20x4 4.30
04 Cross border e-commerce products have technical advantages 0.15x4
05 Low bargaining power of traditional suppliers 0.10x4
T1 Environmental protection supervision and punishment 0.05x3
T2 Lack of targeted laws 0.10x3
T3 High threat of new entrants 0.10x4
T4 High bargaining power of platform suppliers 0.20x5 3.80
T5 High bargaining power of individual and enterprise consumers 0.15x4
T6 Thethreat of subgtitutesishigh 0.15x4
T7 Greater competition in the industry 0.25x5

2.3. Internal environmental analysis

Hitt et d. (2012) pointed out that understanding the pro-
duction process of an enterprise is very important to find
the value creation point of the enterprise. In practice,
Porter's value chain analysis model is generaly used to
analyze the internal environment of an enterprise to find
its own advantages and disadvantages. The Porter value
chain analysis model divides the enterprise's consumer
value creation activities into value chain activities and
supporting activities. The former consists of five parts.

supply chain relations, operation management, distribu-
tion channels, marketing, and after-sales service. Eco-
nomic activities, human resources activities, and man-
agement information system activities that serve the for-
mer.

2.3.1. Analysis of value chain activities

Supply chain relationship: The cross-border e-commerce
in H City has a good relationship with its traditional sup-
pliers and platform suppliers, which enables the high-
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quality production materias and information supply that
H-Cross-border e-commerce has.

Job management: In fact, with the development of mod-
ern information technology, it has become possible for
enterprises to establish flexible production systems. In
addition, the cross-border e-commerce network platform
accurately provides market demand while reducing the
cross-border electricity supply in H City. Market re-
sponse time. These factors increase the inventory turno-
ver rate of cross-border e-commerce in H City, thereby
reducing costs.

Distribution channels: Cross-border e-commerce plat-
forms can provide existing fast sales channels for cross-
border e-commerce in H City, but on the other hand,
channel intermediation has improved the bargaining
power of cross-border e-commerce platforms. It has also
increased the cost of consumer-oriented sales of cross-
border e-commercein H City.

Marketing: Through the cross-border e-commerce plat-
form, the cross-border e-commerce in H City can provide
targeted advertising for consumers in Southeast Asia.
However, consumers in the Southeast Asian market and
the domestic market till have language differences. This
requires higher advertising design and requires profes-
sional cross-language marketing experts.

After-sales service: In view of the distance between the
producers and consumers of cross-border e-commerce
products, once there is a quality problem in the product,
time and capital costs are relatively large. In addition, the
increased qudity requirements for cross-border e
commerce productsin H City will aso be reflected in the
high requirements for the manufacturing process, which
further increases production costs.

2.3.2. Supportive activity analysis

Economic activity: The company has positive cash flow
and low liabilities, which is a manifestation of good eco-

nomic activity. In recent years, the H city government
has established an e-commerce base and provided a large
number of favorable development conditions, including
lower land rent, tax reductions, and a certain amount of
loan support. This has greatly promoted the cross-border
electricity supply in H city. The benign development of
business economic activities.

Human resources activities: Human resources are also
one of the very important value chain supporting activi-
ties. A government announcement from the Labor Bu-
reau of H City shows that cross-border e-commerce
companies in H City have good employee training and
persona career planning, which is a favorable condition
for developing human resources activities.

Management information system activities. The cross-
border e-commerce enterprise in H City is an innovative
enterprise. From the initial processing and manufacturing
to the after-sales service of the final product, it is not only
inseparable from the management information system
support, but also in the management information system
The company has developed according to the characteris-
tics of the company, and balances cost and efficiency.

2.3.3. Summary of advantages and disadvantages

The results of the Porter value chain analysis show that
the advantages and disadvantages of cross-border e-
commerce in city H coexist. A five-point system is used
to give a score to the advantages and disadvantages
summarized above, and the Delphi method is used to
assign a weight to each advantage and disadvantage (a
total value of 1). The final advantages and disadvantages
are shown in Table 2. In general, the disadvantages of H-
city-oriented cross-border e-commerce in Southeast Asia
outweigh the advantages. It needs to think carefully,
choose a reasonable strategy, and promote strengths to
avoid weaknesses.

Table 2. Quantification of strengths and weaknesses

Number Factor description Welight x score Weighted total score

S1 Good cooperation with traditional and platform suppliers 0.05x3

2 Flexible production system 0.15x2

S3 Short market reaction time 0.15x4

A The platform provides fast sales channels 0.20x5 385
S5 Highly targeted marketing 0.15x4 )
S6 H municipal government provides alot of preferential conditions for devel opment 0.20x5

S7 Good staff training and personal career planning 0.05x2

8 The construction of management information system in innovative enterprisesis better 0.05x2

W1 Increasing the cost of enterprises through intermediary channels 0.30x3

W2 Marketing needs professional cross language experts 0.10x3 420
W4 After sales service time and capital cost arelarge 0.30x5 ’
W5 High quality requirements for cross-border e-commerce products 0.30x5

2.4. Construction of high-level SWOT quantitative
analysis model

The high-level SWOT quantitative analysis model is a
two-dimensional coordinate system with the horizontal
axis as advantages and disadvantages and the vertical
axis as opportunities and threats. In the first step of con-
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struction, we need to draw points based on the weighted
scores obtained from the analysis of the externa envi-
ronment in Section 2.2 and the internal environment in
Section 2.3, and draw the strategic quadrilateral as shown
in Figure 2.

Opportunity
430

Advant
Inferiority vantage

420

3.85

[
-

3.80

Threaten

Figure 2. The preliminary construction of the SWOT
strategic quadrilateral

The second step of the construction is to calculate the
position of the center of gravity of the strategic quadran-
gle, the strategic cube angle, the strategic strength, and
the strategic vector through calculation formulas.
Calculation of the center of gravity position:
P(xy) =(é_ Lo%'é n yl) :(3.85- 4.2+0+0’
0+0+4.30- 3.80
4
Cadlculation of strategic cube angle;
y), 180
3.14159
Calculation of strategic strength coefficient:
(= Positive srategic strength
Strategic positive strength + Strategic negative strength 3)
- 430" 385
O S+T"W 430" 38+380° 420
Calculation of strategic vectors:
a =(r ,q) =(0.50125°) 4
At this point, the construction of a high-level SWOT
guantitative analysis model is complete, and the devel-
opment strategy model is needed to further analyze the
details of the current H-city's development strategy for
cross-border e-commerce in Southeast Asia

=0 4 4
) = (- 0.0875,0.125)
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»125° ()]
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2.5. Development strategy model construction

It is generaly believed that the four quadrants of the
high-level SWOT quantitative analysis model correspond
to the pioneering dtrategy (the first quadrant, the OS re-
gion), the struggling strategy (the second quadrant, the
OW region), and the conservative strategy (the third qua-
drant, the TW region). And a counter-strategy (fourth
quadrant, TS area). The position of the strategic vector o
in the development strategy model is shown in Figure 3.

Further analysis shows that the strategic vector a (0.50,
125°) in the second quadrant belongs to the strategy of
competition, and because it favors opportunity O, it indi-
cates that it belongs to a more positive trend in the strate-
gy of competition. In addition, the strategic strength coef-
ficient is 0.5, which is not very large. In general, H-
Border cross-border e-commerce needs to further gain
market share in Southeast Asia, actively overcome disad-
vantages and take advantage of external opportunities.

Striving .
strategy Opportunity  pjoneering
strategy
0(0.50,125¢ )
Inferiority \ Advantage
Competitive Conservative
stratcgy Threaten ~ styategy

Figure 3. Development strategy model

2.6. Supplementary research

In addition to the literature review mainly used in this
study, the research materiads were expanded through
guestionnaire surveys and case studies to deepen the un-
derstanding and description of the conclusions. These
supplements have been reflected in the analysis of exter-
nal environment and internal environment.

3. Development Strategy Recommendations

According to the above analysis, it can be concluded that
the development path of H-city's cross-border e
commerce in Southeast Asia should be dominated by the
“striving strategy”, while focusing on the two key points
of “overcoming disadvantages” and “utilizing opportuni-
ties.

3.1. Overcomethe disadvantages

Compared with other cross-border e-commerce, the time
for H-cross-border e-commerce to enter Southeast Asiais
shorter, and it needs to rely on the existing cross-border
e-commerce platform. This is acceptable in the initial
stage, but with the development of time, the cost disad-
vantage of cross-border e-commerce in H city will grad-
ually become apparent. Therefore, when the business
reaches a certain level and has accumulated certain con-
sumer loyalty and related data, you can try to set up a
cross-border e-commerce platform in paralel to achieve
partial de-intermediation, thereby reducing production
and sales costs [§].

In marketing, H-city cross-border e-commerce needs to
consider cooperating with local advertisers in Southeast
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Asia. In addition to breaking the single promotion model
of the origina cross-border e-commerce platform, it can
further design to fit consumers in Southeast Asia. Lan-
guage, culture, belief, lifestyle and other marketing me-
thods will lay the foundation for the further development
of cross-border e-commercein H City.

In addition, the city's cross-border e-commerce aso
needs to pay attention to the quality of the product, which
can effectively reduce the cost of after-sales services. Itis
also possible to consider setting up after-sales mainten-
ance pointsin Southeast Asiaand recruit local employees
for training and work. Effectively reduce later mainten-
ance costs.

3.2. Take the opportunity

Southeast Asia is a huge consumer market that is con-
stantly growing. Cross-border e-commerce in H City
should seize the opportunity to actively explore and gain
market share. In view of the old overall, Chinas cross-
border e-commerce products have certain technological
advantages. While seizing this opportunity, the cross-
border e-commerce in H City thinks about how to use
points to connect with others, such as accumulating a

large number of related products in smart interconnection.

Consumer data, and then develop differentiated products
that can bring more value to consumers, thereby consoli-
dating the competitive advantage of their own products.
In addition, the city's cross-border e-commerce can con-
sider forward integration of material procurement to ob-
tain a more stable and cheaper source of materials.

4. Concluding Remarks

The Southeast Asian consumer market is a vast blue
ocean. Cross-border e-commerce in H City should seize
this excellent entry opportunity. Based on the analysis of
opportunities and threats in the externa environment and
the advantages and disadvantages of the company's inter-

nal environment, it will strive for a strategy. As the guid-
ing direction of its own development, seize opportunities,
overcome disadvantages, strengthen strengths and avoid
weaknesses, and actively participate in cross-border e-
commerce activities for Southeast Asian markets.
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