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ABSTRACT 

Business internationalization become a common trend in different industries.  

Logistic industry plays important role in the world for the process of 

internationalization. It also a fast-growing industry in these days. Many companies 

have set up their business in other countries. This case study is about GN Express 

internationalization to Malaysia. GN Express is one of the biggest logistic company 

and providing comprehensive of services in China. It operates for 25 years in China 

while only seven years in Malaysia. Today, GN Express services coverage more than 

200 countries. Based on “belt and road” initiative has cross to Malaysia, so Malaysia 

is one of the important markets for GN Express to exist with provide the cost-

efficient services. The research of GN Express expands market to Malaysia is using 

several analysis methods. As a result, recommendation of GN Express more on 

marketing and services expansion.   

INTRODUCTION 

In recent years, logistic industry is booming due to international business and e-

commerce become common in 21st century. Besides, China is one of the biggest 

countries enrolled in to globalization in these years. One of the largest logistic 

company in China, the subsidiary of GN Holding Co., Ltd, GN Global Express (M) 

Sdn Bhd will be analysis by using several analysis models such as SWOT, PESTEL, 

Michael porter's five forces, VRIO and STP. Besides, there are some 

recommendations for GN Express to have a better operation in Malaysia.  

COMPANY PROFILE 

GN Express Group Co., Ltd. (GN Express) is a China based multinational company 

in cargo and logistics industries. This was a good started by founder, Fang Wei 

launched GN Express in Shunhe, Guangdong Province in 1993. Currently, GN 

Express headquarter is based in Shenzhen. GN Express’s subsidiary, GN Airline 

started operating cargo airline in 2009. Besides, it started to expand international 

delivery market and set up branches in other countries. In 2011, GN Express entered 
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Malaysia as a wholly owned subsidiary and named as Global Express (M) Sdn. Bhd. 

It based in Selangor to provide express services to local as well as across the world. 

(Company Profile, n.d) Moreover, GN Express has been successfully listed on 

Shenzhen Stock Exchange in 2016 and it was officially renamed to GN. Holding Co., 

Ltd in 2017.  

Service Background 

GN Express is the second largest courier company in China and providing high 

quality logistics services around the world. Initially, GN Express provided service 

within Pearl River Delta region which are Hong Kong and Guangdong Province. 

After start-up period, GN Express began entering rapid growth period due to 

expanding the business to whole China. (Development History, n.d) GN Express 

provides a series of delivery services as their main products, classified by business 

areas. In addition to the services in China, since the strong extension to Southeast 

Asia, the United States and Australia, GN Express also has high quality services in 

these countries. In Malaysia, international services of GN Express are including 

standard express, economy express and e-parcel while domestic only courier service 

is provided. Besides, GN Express expanded services to front-end processes, 

including production, supply, marketing, and distribution, for the value chain. 

Based on the GN Express philosophy, its services not only delivery, but also the 

professionalism. GN Express’s aim to be the most trustworthy logistics-based 

business partner in world. Besides, GN Express adhere principles of integrity which 

are honest, integrity and honoring promises to customers.  

COMPANY ANALYSIS 

Michael Porter's Five Forces Analysis  

           

     

  

 

  

 

 

 
 

Figure 1.  

Porter's 5 Forces 
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Threat of New Entrants 

The threat of new entrants is moderate pressure: 

• High cost to have the facilities that can coverage worldwide. 

• Strong resource’s companies may expand diversified operation to logistics 

such as Alibaba Group, Zalora and so on. 

• Regional delivery companies carried out good market segmentation, they 

may develop international express delivery business such as ABX Express. 
 

Threat of Substitutes 

The threat of substitutes is low pressure: 

• Some items must be provided in kind to realize value through express 

delivery such as sealed cooperation agreements, certificates, invoices and 

sign-off letters. 

• Parcels must be delivered by transportation. 

Bargaining Power of Customers 

The bargaining power of customers is high pressure: 

• Buyers price sensitivity and compare the on safe and efficient of delivery 

with others. 

• Bulk shipping individual customers and other companies from different 

industries will have courier contracts to get low shipping price.   
 

Bargaining Power of Suppliers 

The bargaining power of suppliers is low pressure: 

• Suppliers of logistic companies are freight car manufacturers, cardboard 

boxes, printing factories, packaging materials factories and other suppliers 

have a high degree of industry maturity. 

• Suppliers have high competition. 

• Packaging materials source from China.  

Industry Rivalry 

The industry rivalry is moderate pressure: 

• Competitive advantage to serve in middle and high-end markets and focus 

on China shipping can account high market share.’ 

• The business coverage in the world and operation network are big gap 

compare with main competitors which are UPS, FedEx and DHL in 

international market.  
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SWOT ANALYSIS 

Strengths 

• Model of “speed is king” to operate business- high speed and safe delivery.  

• Started organizing own cargo airline – owned 48 all-cargo planes. (GN 

Airlines, 2018) 

• Comprehensive network system on internet – GN App, GN WeChat and GN 

website. 

• Door to door service available.  

• High brand reputation in China. 

Weaknesses 

• Limited of service points – Petaling Jaya, Bayan Lepas, Kuantan, Johor Bharu, 

Kuching and Kota Kinabalu.  

• Malaysian not familiar with the brand name and services. 

• High price compares to local companies.  

GN Express 

Figure 2. Price Comparison (Source: GN Express & Poslaju) 

Opportunities 

• E-commerce in Malaysia is fast growing recent years, GN market distribution 

has great potential in worldwide. 

• Strong China-Malaysia relationship, trade growth will have potential 

opportunities for GN. 

   Threats 

• Competitors – international leading companies and local companies become 

more. 

• Cost of research and development as well as innovation relatively high. 

• Limited resources to innovation. 
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PESTEL ANALYSIS 

Political 

• Malaysia is the top 20th peaceful country and 39th stable political country in 

the world. 

• In 2011, Malaysia had been ruled by Barisan National and GN started 

business in Malaysia during that period.  

• After 14th General Election in 2018, Malaysia is ruled by Pakatan Harapan but 

the relationship between China and Malaysia is still stable.  

• Therefore, GN still has great opportunities to continue doing business in 

Malaysia.  

Economic 

• Stable economic growth and Malaysia is one of the upper-middle-income 

countries. 

• Gross domestic product (GDP) is 11521.45 U. S dollar per capital in 2017. 

According to World Bank, Malaysia GDP growth in 2011 was 5.3 percent 

while in 2017 was 5.9 percent. (World Bank, 2017) 

• The currency exchange rate between Chinese Yuan and Malaysia Ringgit 

were high fluctuating from 2011 till 2018. The exchange rate of Chinese Yuan 

per Malaysia Ringgit was around 2.15 in 2011 while in 2018 is dropping to 

around 1.63. (CNY per 1 MYR, n.d) 

Table 1. Imports and Exports Volume of China and Malaysia 

 

 

(Source: Observatory of Economic Complexity) 
 

Table 1 showed the volume of imports and exports between China and Malaysia are 

increasing. From the economic factors showed GN Express in Malaysia have better 

return in future if engage with the companies. 

 
Malaysia China 

Imports Export Imports Exports 

2011 

Total: $182 

Billion 
Total: $225 Billion 

Total: $1.39 

Trillion 

Total: $2.04 

Trillion 

Largest partners 

China: 14% ($26 

Billion) 

Largest partners 

China: 14% ($34.7 

Billion) 

Malaysia: 2.5% 

($34.7 Billion) 

Malaysia: 1.3% 

($26 Billion) 

2016 

Total: $168 

Billion 
Total: $251 Billion 

Total: $1.23 

Trillion 

Total: $2.27 

Trillion 

Largest partners 

China: 21% 

($35.1 Billion) 

Largest partners 

China: 15% ($37.3 

Billion) 

Malaysia: 3% 

($37.3 Billion) 

Malaysia: 1.5% 

($35.1 Billion) 
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Social 

• Multiracial and multicultural: Bumiputra (69.1%), Chinese (23%), Indians 

(6.9%) and others (1%) (Department of Statistics Malaysia., 2018) 

• Malaysia has high English-speaking population although official language is 

Bahasa Malaysia. 

• Malaysian Chinese are able to speak Chinese and Bahasa Malaysia.  

• Chinese Enterprises Association Malaysia provide mutual understanding 

between Chinese enterprises and Malaysian society. (CENAM, n.d) 

• Malaysia has strategic location, strait of Malacca, one of the busiest shipping 

straits.  

 

GN Express need to understand the social-cultural and find better ways to adapt in 

the country. Malaysia has certain Chinese populations, to employ Chinese can 

reduce the language barrier during operation.  

Technological 

• E-commerce is booming become Malaysian buying trends. (Exporting, n.d.) 

• Secure banking system and network. 

• Several China payment methods entered Malaysia such as Alipay and 

WeChat Pay. 

• Infrastructures are well equipped: the transportation network of land, 

railway, air and water. 

 

The technological factors in Malaysia are important for GN Express to operate. E-

commerce is emerging, and the courier services are becoming more important. 

Besides, Malaysia have stable network and brought in several China payment 

methods can easier for both countries’ customers to track their items when using the 

GN Express services. GN Express can provide good courier services to customers 

due to Malaysia infrastructures are well equipped.   

Environmental 

• Environment protection- advocate green logistics and low carbon life. 

• Internal measures- environment friendly packaging materials, conduct 

energy-saving innovation and power-saving offices. 

• External measures- Promote e-bills, develop environment friendly products 

and engage in environmental protection activities. (Sustainable 

Development. n.d.) 

 

Environmental factors are concerned by people in these years. GN Express also 

advocate environmental protection from internal measures and external measures. 

Through these can help to reduce environment burden and achieve green logistics.  
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Legal 

• Ministry of International Trade and Industry (MITI) implemented Strategic 

Trade Act (STA) 2010 to control export and transshipment. (Process Flow, 

n.d.). 

• Malaysia laws and regulations: Tariffs or tax policy of imports and exports 

have made by Royal Malaysian Customs Department as well as Sharia law 

and Islamic financing. 

• Malaysia does not involve WTO Government Procurement Agreement. 

(Exporting, n.d.) 

• Malaysia - common law, judges have power to interpret the law under 

unique circumstances for an individual case. 

• Take long and expensive jurisdiction process as well as penalties if failure to 

comply. 

 

The legal factors will be important for GN Express before entering to Malaysia. 

Different countries need to apply different laws, GN Express must know well the 

laws of import and export such as STA 2010. In order to protect Malaysian 

opportunities, Malaysia not involve WTO Government Procurement Agreement. 

Therefore, the partner of the foreign company must have Malaysian. 

VRIO Model 

Table 2. VRIO of GN Express 
 

Resources Value Rarity Inimitable Organization 
Competitive 

Implication 

Brand 

reputation 
No No No Yes 

Competitive 

disadvantage 

Global 

presence 
Yes No No Yes Competitive parity 

Customer 

service 
Yes No No Yes Competitive parity 

Financial 

Stability 
Yes Yes Yes Yes 

Sustained 

competitive advantage 

Innovation Yes Yes Yes Yes 
Sustained 

competitive advantage 
 

Value 

• Brand reputation: No, Malaysian doesn’t know well about GN, hard to 

increase customer base and difficult to be valuable brand in Malaysia. 

• Global presence: Yes, GN e-parcel service is covering 225 countries will be 

valuable resources for GN more competitive than other brands. (E-parcel, 

n.d)  
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• Customer service: Yes, the valuable to improve the service quality.  

• Financial stability: Yes, valuable to have huge capital to sustain in market. 

• Innovation: Yes, valuable resource to create new market.  

Rarity  

• Brand reputation: No, other competitors have high reputation. 

• Global presence: No, DHL, FedEx and others are global presence as well.  

• Customer service: No, other companies can achieve with well training. 

• Financial stability: Yes, hard for others achieve. 

• Innovation: Yes, difficult for others to have comprehensive platforms. 

Inimitable 

• Brand reputation: No, others have better growth. 

• Global presence: No, but long terms to imitate. 

• Customer service: No, imitate to train well. 

• Financial stability: Yes, difficult to imitate in. 

• Innovation: Yes, imitate need huge investments and long times. 

Organization 

• Brand reputation: Yes, it is important to GN on sustain. 

• Global presence: Yes, GN can generate greater revenues. 

• Customer service: Yes, GN will serve better ways and gain reputation. 

• Financial stability: Yes, GN can expand different services. 

• Innovation: Yes, important for GN to gain revenue in other services. 

Segmentation, Targeting and Positioning 

Table 3. Segmentation and Targeting of GN Express 
 

Malaysia regions Business Industries Social Class 

North region 

Central region 

Klang Valley 

South region 

East coast region 

East Malaysia 

Agriculture 

Manufacturing 

Commerce 

Services 

Lower class 

Middle class 

Upper middle class 

Upper class 

User status Benefits Occasions 

Potential user 

Non-user 

Ex-user 

First time user 

Regular user 

Valuable 

Economy 

Convenience 

Prestige 

Speed 

Birthdays 

Marriages 

Festivals 

Public holidays 
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Bold: Targeting 

There are six aspects to segment GN Express in Malaysia. Geographic segmentation 

aspect is Malaysia regions, which can be divided into north region, central region, 

Klang Valley, south region, east coast region and east Malaysia. The targeting 

regions which are north region, Klang Valley, south region and east Malaysia due to 

the GN Express branches located in selected locations in Malaysia and most of the 

China enterprises located in the targeted regions. Besides, the aspect of demographic 

segmentation is business industries. There are four industries which are agriculture, 

manufacturing, commerce and services in Malaysia. GN Express services more 

emphasize on small items rather than heavy cargo. Commerce and services are the 

targeted industries in Malaysia because they involve relatively smaller goods or 

items. On the other hand, social class is the main aspect in psychographic 

segmentation. It included several classes which are lower class, middle class, upper 

middle class and upper class. The shipping price of GN Express is relatively high 

compare to other companies, but it can ensure the accurateness, punctuality, and 

safety on shipping. Thus, the consumers of middle class, upper middle class and 

upper class are the suitable to target. The behavioral segmentation has three aspects 

which are user status, benefits and occasions. The user status can divide into 

potential user, non-user, ex-user, first time user and regular user. In order to increase 

customer base, GN Express can target potential user, first time user and regular user 

in Malaysia. Besides, benefits of customers are valuable, economy, convenience, 

prestige and speed. Targeting on valuable, convenience and speed are benefiting 

that GN Express can serve to customers. The last aspect which is occasions that 

include birthdays, marriages, festivals and public holidays. As a multicultural 

country, Malaysia generate high demand on shipping service in e-commerce sector 

during different festivals such as Double 11, Hari Raya, Deepavali, Chinese New 

Year and so on. Hence, targeting on festivals in Malaysia is necessary.  

Positioning 

Figure 2. Positioning graph of logistic companies in Malaysia. 

GN 
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The positioning of GN Express in Malaysia is relatively expensive and fast. 

However, DHL and FedEx compare to GN Express are more expensive and faster.  

Current Situation 

Since 2017, GN Express just started to be active in Malaysia. The GN Express 

Malaysia official website just launched in the end of 2017. In April 2018, GN Global 

Express (M) Sdn Bhd partnered with Malaysia-China Cross Border E-Commerce 

Sharing Platform (MCESP). The purpose of MCESP is to assist Malaysian SMEs in 

entering the China market via cross-border e-commerce. GN Global Express (M) Sdn 

Bhd is providing China-Malaysia logistics solutions to merchants on the platform. 

In August 2018, Malaysia e-commerce, Photobook Worldwide has collaborated with 

GN Express to expand market wider (Facebook, 2018) . 

In October 2018, China Deutsche Post DHL Group was acquired by GN Holding. 

GN Holding will own DHL's supply chain management business, management 

team and related technology in China, Hong Kong and Macau after deal with 

Chinese Yuan 5.5 billion in cash. (Deutsche,2018) This is an important step for GN 

Holding in implementing the strategy of integrated logistics suppliers. Therefore, 

the DHL customers will be GN Express customers in that regions and the customers 

who ship to Malaysia will become larger.   

RECOMMENDATIONS 

Increase GN Express Popularity in Malaysia 

GN Express available in Malaysia for seven years. However, the popularity of GN 

Express is quite low in Malaysia. To increase the brand popularity and brand 

awareness, there are several ways may be carrying out.  

• Partner with courier service agent such as Mail Boxes ETC. 

• Establish more service points in several cities. 

• Use multilanguage to advertise and promote the available services through 

newspaper, magazines, social media and so on. 

These can expand service coverage in Malaysia as well as increase brand awareness 

of GN to customer.  

Expand Air Route of GN Airline to Malaysia 

In 2015, GN just launched heavy cargo service in China’s cities. In September 2018, 

GN airline just started new air route between Shenzhen, China and Singapore. 

Besides that, the trade volumes between Malaysia and China are increasing recent 

years. Therefore, the air route between cities in Malaysia and China can be launched 
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and it will create great revenues in this potential market. This service can meet 

customers demand in China and Malaysia.  

In 2016, GN Express started cold chain services for food and pharmaceutical sectors 

in China.  Due to facilities of GN Express are well equipped and logistic companies 

of cold chain are not saturated in Malaysia, GN have potential market to develop 

cold chain especially food sector. In food sector, there are several Halal’s rules and 

regulations need to follow before trade with Malaysia. However, non-halal food can 

be trade after applying from Department of Veterinary Services (DVS) of Malaysia. 

Besides, the intra-city cold chain services are not common in Malaysia. The e-

commerce is booming in Malaysia, consumers can buy frozen food and fresh 

vegetables through online if cold chain services available.     

CONCLUSION 

GN Express is the leading logistic company in China, it has potential to be world 

leading company because of the strong financial based, provide cost-effective and 

innovative services. Through the positioning and values of GN Express in Malaysia, 

GN Express still have a room to improve even though Malaysia and China have high 

volumes of trade.  
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