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JD.com: Comprehensive Analysis of China's E-commerce Giant
Luo Xiao
Tianjin Foreign Studies University

Abstract: This study integrates multiple theoretical frameworks and analyzes the logic of building competitive barriers
through JD.com's $12 billion logistics infrastructure investment, based on financial data and industry indicators from 2018
to 2023. Using a mixed research method, it finds that JD.com's "Iron Triangle" logistics model has significant advantages,
but its high-end positioning leads to insufficient penetration in the sinking market, and compliance costs have surged by
210% since 2020. The study proposes an "infrastructure paradox" framework to explain the contradiction between capital
investment and profitability, and puts forward a four-pillar growth strategy, providing a reference for digital platforms to
enhance competitiveness under strong supervision. The core lies in JD.com's transformation from an infrastructure operator to
a platform enabler.
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