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[bookmark: _Toc92448384]Executive Summary 
The outbreak of COVID-19 has particularly influenced the external business environment for almost every organisation. Most of the companies, because of this global pandemic, has observed a negative impact on their business performance indicators. Specifically, for Apple, the social and economic changes are likely to influence sales. At the same time, the technological outlook of the market is driving a cut-through competition, which is an additional challenge that the company may face in the future. In this paper, a macroenvironmental analysis of the company has been conducted to understand the impact of external factors on Apple. Based on this, the major drivers of change in the organisation have been identified. Building on that, COVID-19, market competition, and organisational structure have been highlighted as major areas of concern. Considering these, and using the available literature, the paper has been concluded with recommendations for the company. 
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[bookmark: _Toc92448385]Introduction 
The contemporary business environment of today requires business organisations to critically evaluate their internal and external business environment for staying ahead of their competition (Fifield, 2012). The market strategy of an organisation should ideally be aligned with its internal strengths and weaknesses while explicitly considering the external threats and opportunities (Baker, 2012). When it comes to the external environment, the political, social, and technological factors play a major role. Depending upon the sector in which an organisation operates, the impact of each of these factors may vary. Besides this, the economic factors will always be controlling the overall business conduct as they would not only be controlling the investment opportunities but will also influence the revenue by controlling the purchasing power of the consumers (Fifield, 2012). Recently, the outbreak of COVID-19 has particularly influenced the external business environment for almost every organisation. Most of the companies, because of this global pandemic, has observed a negative impact on their business performance indicators. Nevertheless, some sectors, such as pharmaceuticals, might have observed a temporary growth in their business (Saadat, Rawtani and Hussain, 2020). In general, COVID-19 and associated social, political, and environmental changes have influenced almost every sector. This impact is not only visible on the market or financial side of the business, but the internal culture of the organisations has also observed a notable change. After the pandemic, businesses across the globe have initially observed lockdowns to limit social interaction. Nonetheless, to adapt to the “new normal”, remote working started to gain popularity across all the businesses (Stenseth et al., 2021). This strategy provided helped to ensure business continuity during that period; however, it has influenced the organisational culture, employee engagement, motivation, work-life balance, and other internal issues notably (Foss, 2020). Through the course of this paper, factors including external environment and COVID-19 will be critically reviewed in the context of a business organisation. The objective of the paper would be to understand the impact of these factors on the organisational culture. For this purpose, tools including PESTLE analysis and Porter’s five forces analysis will be used. Besides this, key drivers of change for the chosen 
organisation will be evaluated based on the available industry reports. An overview of the ethical dilemmas will also be provided to conclude on the impact of all these factors on the organisational culture and business performance consequently. Based on the key arguments, the paper will be concluded at the end. 

[bookmark: _Toc92448386]Background of the chosen organisation
Based in California, United States, Apple was founded in 1976 by Steve Jobs and Steve Wozniak. Starting its journey from a simple computer, the company has made history by setting the trends in the market of information technology (Heracleous and Papachroni, 2016). Apple was the very first company, which developed a user-friendly interface of computers, which was a revolution at that time. Focusing initially on the market of personal computers, the company extended its horizon in other markets, including smartphones, tablets, online music, iPods and other products. With its start from the United States, the company expanded itself exponentially over the period and as of now, it owns more than 125 stores in the United States and other parts of the world. The products of the company are being sold almost everywhere around the globe (Podolny and Hansen, 2020). Besides being an innovation leader, Apple is the largest global company in terms of its revenue. In 2021, the company was also declared the world’s most valuable company. 
Apple has undoubtedly been recognised as a market leader when it comes to innovation and technological advancement. The company is said to set the trends, and the competitors often follow the same (Podolny and Hansen, 2020). Nevertheless, in each of its market segments, the company has now started to face cut-through competition both in terms of product features, quality as well as prices (Heracleous and Papachroni, 2016). Apple typically works on a skimming price strategy, and almost all of its products come with a premium price tag. With the launch of Google Android, many smartphone makers entered the market, and due to the support of software, many smartphones have started to offer tough competition to Apple in the smartphone market (Tien, 2019). Similarly, in case of the personal computers, Microsoft and other personal computer manufacturers are among the major competitors for Apple. Nevertheless, the company still manage to avoid any major negative impact of the competition by maintaining its brand value (Minakhmetova and Savchenko, 2015). In the following sub-sections, an environmental and organisational analysis of the company will be presented in the context of the recent changes driven by the pandemic of COVID-19. Based on this, key drivers of change in the organisation will be presented to draw out meaningful conclusions and recommendations for the company.  



[bookmark: _Toc92448387]Environmental and organisational analysis
[bookmark: _Toc92448388]PESTLE analysis 
For each of the components of the PESTLE framework, a critical overview of Apple’s market has been presented below: 
[bookmark: _Toc92448389]Political factors 
The following are the major political factors shaping the overall industry in which Apple operates: 
1. As mentioned earlier, Apple is the biggest global organisation in terms of its revenue. Based on the United States, where income inequality is the major challenge faced by the government, it may face an increased rate of taxation in the coming years(Clarke and Boersma, 2017). 
2. In terms of manufacturing, Apple has been majorly relying on China. During the existing government in the United States, the political tensions between China and the United States increased (Litzinger, 2013). If this continues, the company might have to face challenges in manufacturing as well. Besides this, with a gradual increase in the labour cost within China, the company may also be facing an impact on its cost. 
3. Apple being an American corporation, may also face challenges in markets like China and Japan in the presence of any nationalist government (İncekara, 2020). 
[bookmark: _Toc92448390]Economic factors 
The following economic factors may possibly affect the business operations of Apple globally: 
1. Apple is extensively relying on China for its manufacturing operations, and an increase in the labour cost within China may result in lower margins for most of the products marketed by the company (Litzinger, 2013). 
2. Following COVID-19, income per capita, even in many developed economies, have observed a negative impact, primarily due to increased unemployment (Zwanka and Buff, 2021). This may negatively affect the purchasing power of the consumers leading to lower revenue for the company. 
3. For many of its key markets, including the United Kingdom and China, an exchange rate also plays a critical role. A strong US Dollar would adversely affect the penetration of the company and profit margins in these markets (Dolata, 2017). 


[bookmark: _Toc92448391]Social factors 
The following are the social factors shaping the market dynamics for Apple: 
1. Analysing pre-COVID social issues, the world is expecting to observe a major increase in consumer spending within Africa. Unfortunately, the company has little or no presence in most of the African region, which will result in an opportunity loss and slow growth (Clarke and Boersma, 2017). 
2. With its manufacturing facilities within China, the company may also face challenges in addressing the concerns related to ethical manufacturing (Clarke and Boersma, 2017). Although social compliance has observed improvement within China, for many consumers in the UK and US, this can be a serious concern. 
3. The competitors, including Samsung, Huawei and others, along with many new entrants, are specifically targeting the young consumers (Kim, 2018). Due to this, the company might not be able to retain its brand value in the coming generation. 
[bookmark: _Toc92448392]Technological factors 
The following are the technological factors that may include the external outlook for the company: 
1. With extensive technological advancement, the competitors are able to quickly replicate the products of Apple, and in some cases, their products also surpass Apple’s quality. For instance, Google Pay, in many cases, performs well to Apple Pay. Similarly, Samsung Galaxy series smartphones also offer tough competition to Apple’s iPhone (Whitney, 2014). In a nutshell, the technological factors are enhancing the level of competition in the market. 
2. With an increased dependency on handheld devices and smartphones, Apple’s conventional products such as MacBook and personal computers may observe a decline in sales (Whitney, 2014). 
3. Google offering an open-source licence to its software and operating system has resulted in limitless possibilities and features as compared to Apple, where the proprietary operating system offers many restrictions to the users (Bradley, 2013). 
[bookmark: _Toc92448393]Legal factors 
The following legal factors majorly influence Apple’s market: 
1. With its entry into the financial market after launching Apple Pay, the company is likely to face dynamic financial regulations carrying higher business risk (Ceil, 2018)
. 
2. The company is also rumoured to enter the automobile sector, which is highly regulated and carries the same risks (Harris, 2015). 
3. The intellectual property laws and patents might also be the key legal factors affecting the reputation as well as the financial performance of the company (Cohen, 2015). 
[bookmark: _Toc92448394]Environmental factors 
The environmental factors are as hereunder: 
1. The disposal of electronic devices, specifically those carrying lithium batteries, is one of the key environmental concerns that the company may face in the coming years due to increased awareness and environmental regulations (Clarke and Boersma, 2017). 
2. With the higher focus of China on reducing emissions, the company may also face increased manufacturing costs due to possibly expensive green energy (Clarke and Boersma, 2017). 
[bookmark: _Toc92448395]Porter’s five forces analysis 
Porter’s five forces analysis is used to assess the competitiveness of the market by critically reviewing different aspects. This includes the bargaining power of the customers, bargaining power of the suppliers, the threat of new entrants, threat of substitute products and overall market rivalry (FME, 2011). For Apple, the following table provides Porter’s five forces analysis: 
 
Table 1: Porter's five forces analysis
	Bargaining power of the customers
	Bargaining power of the suppliers

	The bargaining power of the customers, if analysed collectively for the market of Apple, is higher due to lower switching costs. For almost all products offered by the company, substitute products are available and switching cost is low (Marketing Minds, 2015). The company tends to manage this force by investing heavily in research and development. 
	The bargaining power of the suppliers is relatively moderate for Apple. If analysed based on the supplier availability, it is abundant and might not be a problem for the company. However, the switching cost for the company, specifically when moving production facilities from one country to another, might have challenges along with higher costs (Riesenberg and Arehart-Treichel, 2012). 

	The threat of new entrants
	The threat of substitute products

	The threat of new entrants within the industry in which Apple operates is relatively low. This is primarily because of higher barriers to the market entry along with the higher cost to establish the brand name (Mallin and Finkle, 2011). The entry into this market requires a high amount of capital, which makes it difficult for the new entrants. 
	In terms of products in direct competition, the threat of substitute products is higher (Jurevicius, 2013). Nevertheless, if analysed in the context of Porter’s analysis, a substitute product is the one replacing the functionality of the product. In that case, the force under consideration can be rated at a moderate level. 

	Competitive rivalry

	Overall competition in the industry is extremely higher, specifically in terms of innovation and on the price point as well. Manufacturers including Huawei, Samsung along with other key players such as Google and Microsoft, are offering a cut-through competition to the company (Podolny and Hansen, 2020). In the smartphone market specifically, these companies are specifically targeting young consumers, which is likely to affect the emotional connection of the future consumers with Apple’s brand. 



[bookmark: _Toc92448396]Key drivers of change 
Based on the macroenvironmental analysis conducted in the previous section of the paper, the following are the key drivers of change for Apple: 
[bookmark: _Toc92448397]Social and economic changes led by COVID-19
As discussed in the earlier analysis, COVID-19 has resulted in many reversible and irreversible changes in the economic and social categories that are likely to influence the performance of the company. In the economic category, due to increased unemployment, changing nature of jobs and other financial issues, COVID-19 has substantially reduced the income levels (Donthu and Gustafsson, 2020). This would alternatively affect the purchasing power of the consumers. This impact is more visible in the developed market such as the UK and US, which is likely to adversely affect the revenue of the company. On the other hand, social changes include a shift of the consumers from conventional personal computers to handheld devices as COVID-19 has promoted digitalisation (M et al., 2020). This change is likely to negatively affect the sales of personal computers by the company and will be positively affecting the revenue against smartphones and tablets. 
[bookmark: _Toc92448398]Technological advancements
Technological factors are among the major forces shaping the dynamics of the overall industry in which Apple operates. Technology is working as major support for the companies to have a competitive advantage (Koen, Bertels and Elsum, 2011). As a result of this, the product life cycles have been reduced, and the devices with new technologies have started to enter the market more often. In this scenario, Apple, which operates with a limited product portfolio along with the model up-gradation after a year, may influence the sales and brand value of the company in a negative way (Marketing Minds, 2015). This is primarily because the competitors are offering products under a larger portfolio and adopting new technologies quickly as compared to Apple.  
[bookmark: _Toc92448399]Political factors
The rising political tensions between China and the United States may influence the company in two ways. Firstly, as the company is relying majorly on China for its manufacturing facilities, it is likely to influence an increase in the labour cost in case these are required to be shifted outside China (Litzinger, 2013). Secondly, factors such as nationalism may influence the sales among the key markets, including Japan and China, along with other developing economies. 
[bookmark: _Toc92448400]Market competition 
Market competition is another key factor shaping the overall dynamics of the information technology industry. Although the barriers to market entry are low, the rivalry among the existing players is extremely intense, as identified in Porter’s five forces analysis. This is primarily because of the technological factors and competition on the price-points. Market players such as Google, Microsoft, Samsung, and Huawei are offering stiff competition to Apple on both fronts (Reuters, 2017). Apple is also lagging behind these companies in terms of its smartphone lines due to its restricted operating system as compared to Google Android, which is open source and attracts millions of developers to participate in the innovation (Vincent, 2017). 
[bookmark: _Toc92448401]Critical assessment of workplace culture
This section aims to conduct a critical analysis of Apple’s culture. The organisational culture is argued as a set of values and beliefs within the organisation. These values and beliefs are considered critical as they drive the actions of the employees within the organisation (Sadegh Sharifirad and Ataei, 2012). Using the questions surrounding Cultural Web (Appendix 1), the following is a critical analysis of Apple’s culture. 

[bookmark: _Toc92448402]Culture of Apple
The organisational culture is often argued to have been influenced by the leadership style adopted within the company. Apple is a perfect example to support this claim. For two of its recent leaders, including Steve Jobs and Tim Cook, both have their own distinct leadership styles, and due to the same reason, the organisational culture has also observed a shift (Kim, 2020). In opposition to the autocratic leadership style of Steve Jobs, Tim Cook has a democratic leadership style. During the time of Steve Jobs, innovation was a prime focus of the organisation, and it is still a key agenda for the company (Cusumano, 2011). However, the approach towards innovation has substantially changed. In the case of Steve Jobs, an authoritative approach had been used to promote innovation within the organisational culture. Nevertheless, recently, with Tim Cook, the employees have been involved from the grass-roots level to share their ideas, and these are considered to promote innovation within the organisation (Baer, 2015). Thus, it can be argued that the leadership style had been the major factor driving the culture at Apple. 
One of the prime aspects of Apple’s culture is its innovation capability. The company distinguished itself among the competitors based on innovation, and therefore, it had been a prime agenda of all times irrespective of the leader of the organisation. With Tim Cook’s democratic leadership style, this aspect is effectively being addressed by promoting transparency, openness, and teamwork (Baer, 2015). Besides this, after Steve Jobs, the company has also started to put a higher emphasis on the work-life balance (Miller, 2014). Currently, the employees are being valued for their contribution in the workplace, and the aspects of work-life balance are also considered critically to ensure high satisfaction of the employees. 
When it comes to the power structure within the organisation, Apple has a functional structure. In this specific structure, the positions are placed in accordance with the function rather than the products. For instance, under the position of Chief Operating Officer (CEO), vice presidents are appointed separately for engineering, marketing, and sales. These positions are not specified to any single product; rather, the whole portfolio is being looked after by the single position (Cohen, 2015). After Tim Cook, the power is also distributed across the organisational structure, and decision-making is not centred on a single authority. Both of these strategies, i.e., the functional organisational structure and distributed power structure, have their own advantages and disadvantages. On the positive side, this structure ensures participation of everyone within the organisation, and as a result, the motivation of the employees will observe an improvement (CAMPBELL, 2009). This is in line with the findings of a two-factor theory which considers the nature of the job, participation in decision-making and quality of supervision among the major motivators (Alshmemri, Shahwan-Akl and Maude, 2017). If analysed in terms of the negative impacts, a distributed power structure may increase the time to make decisions. It will also increase the chances of having a conflict within the employees, which will alternatively affect the efficiency within the organisation (EWEN, SMITH and HULIN, 1966). Overall, it can be argued that Apple’s culture is based on the values of innovation, teamwork and transparency, which is adequately driving the innovation capability and employee’s motivation within the organisation. 
[bookmark: _Toc92448403]Impact of culture on efficiency
The organisational culture critically influences the efficiency as well as the financial performance of the business organisations. As argued earlier, the culture of an organisation is primarily established on the values and beliefs promoted within the organisation. These values and beliefs alternatively drivers the actions of the employees that eventually translates into organisational performance (Sudarnice, 2020). For the case under consideration, as argued earlier, the key factors driving the culture of Apple include innovation, teamwork, transparency, functional and distributed power structure, along a democratic leadership style. These values positively influence organisational efficiency, and this is also depicted through the current market position of the organisation (Yiing and Ahmed, 2009). Nevertheless, in a long-term scenario, some of these factors might be negatively influencing the organisational performance, such as: 
· A democratic leadership style is effective to promote innovation within the organisation. Nevertheless, in some cases, this style might not be suitable to achieve the objectives against innovation. This leadership style may offer a continuing element of uncertainty along with poorly defined possible outcomes (Bititci et al., 2015). Also, reaching to consensus would be relatively difficult with this specific leadership style. 
· The functional organisational structure might be effective to ensure an alignment of the company with its vision and mission statement. Nevertheless, it will make it difficult to respond to the varying market dynamics in each segment (Kamalakannan, 2021). For instance, for a common vice president of engineering, it would be difficult to manage three different strategies for smartphones, tablets, and personal computer markets. On the other hand, from market analysis, each of the markets has its own features and must be treated differently. 
· A distributed power structure within the organisation may create problems in decision-making (Kamalakannan, 2021). This may also result in conflicts within the employees that can negatively influence the efficiency of the organisation. 
[bookmark: _Toc92448404]Ethical Dilemmas
The research indicates several ethical issues related to supply chain management, ethical reporting, environmental issues, human rights, and irresponsible marketing in the case of Apple. For instance, in 2019, a lawsuit was filed against Apple in the Democratic Republic of Congo after the death of 14 adults and children working in the cobalt mine for the company. Although the problem had been addressed later; however, this indicated a serious gap in the supply chain and ethical sourcing of the company (Podolny and Hansen, 2020). Besides this, in 2019, the company also received the worst rating on environmental reporting due to a lack of clear targets and poor monitoring of its environmental impact. Nevertheless, the company responded to the matter quickly, and the rating on the emission of pollutants has improved lately. In addition, the company is often allegedly blamed for its transparency when it comes to the payment of taxes (Clarke and Boersma, 2017). According to a report, Apple makes use of irresponsible and unethical strategies to save its taxes. This has also influenced the reputation of the company in a negative way. 
[bookmark: _Toc92448405]Recommendations and conclusion 
To conclude the discussion, it can be argued that the market strategy of an organisation should ideally be aligned with its internal strengths and weaknesses while explicitly considering the external threats and opportunities. When it comes to the external environment, the political, social, and technological factors play a major role. Depending upon the sector in which an organisation operates, the impact of each of these factors may vary. Besides this, the economic factors will always be controlling the overall business conduct as they would not only be controlling the investment opportunities but will also influence the revenue by controlling the purchasing power of the consumers. COVID-19 has resulted in many reversible and irreversible changes in the economic and social categories that are likely to influence the performance of the company. In the economic category, due to increased unemployment, changing nature of jobs and other financial issues, COVID-19 has substantially reduced the income levels. This would alternatively affect the purchasing power of the consumers. Apple, which operates with a limited product portfolio along with the model up-gradation after a year, may influence the sales and brand value of the company in a negative way. The rising political tensions between China and the United States may influence the company in two ways. Firstly, as the company is relying majorly on China for its manufacturing facilities, it is likely to influence an increase in the labour cost in case these are required to be shifted outside China. Market competition is another key factor shaping the overall dynamics of the information technology industry. Although the barriers to market entry are low, the rivalry among the existing players is extremely intenser, as identified in Porter’s five forces analysis. The key factors driving the culture of Apple include innovation, teamwork, transparency, functional and distributed power structure, along a democratic leadership style. These values positively influence organisational efficiency, and this is also depicted through the current market position of the organisation. Nevertheless, in a long-term scenario, some of these factors might be negatively influencing organisational performance. To respond to most of the identified challenges, the company needs to critically focus on its supply chain and options other than China should be immediately explored. Besides this, an assessment of the corporate and environmental reporting along with the review of the supply chain must be conducted to avoid any negative impact on the reputation of the organisation. 




[bookmark: _Toc92448406]TASK 2
Reflective Essay 
This module came with a lot of new learning opportunities for me. Starting from the understanding of the concept of organisational culture, I have managed to understand this concept with all its details for the very first time. For me, the organisational culture was something like the culture we talk about in general. Nevertheless, with the help of this module, I have managed to understand how basic values and beliefs within the organisation can drive the actions of the employees. Also, these actions are then translated in the form of organisational performance. The module and associated readings have also helped me to understand the role of leadership in developing the culture of the organisation. For me, the organisational strategies, the behaviour of the employees in general and perception of the organisation as an employer is all dependent on the organisational culture. In setting up this, the leadership style adopted within the organisation plays a critical role. For instance, in the case of Apple, a careful analysis highlights a clear difference in the leadership style of Steve Jobs and Tim Cook. In the case of Steve Jobs, due to an authoritarian leadership style, the culture of Apple was completely different as compared to the time of Tim Cook, who is a believer of participative leadership style. This change in the leadership style and management strategies alternatively influences the innovation capability as well as the motivation level and performance of the employees. 
Besides an understanding of the organisational culture, this write-up was majorly helpful to understand the use and application of various management tools. For instance, through the course of this assignment, I have applied Porter’s five forces model and PESTLE analysis. This has assisted me to understand the application of these tools along with their effective use to draw out meaningful conclusions in a business context. With this learning, I am quite sure that I would be able to practically understand various external problems that can influence the business of any organisation. Along with this, a critical overview of the businesses and external markets in the context of COVID-19 also remained helpful to understand the effects of the pandemic on the business in general and for Apple specifically. I have managed to understand how COVID-19 has influenced the political, social, economic, technological, and environmental fronts that are alternatively affecting the overall business operations. This critical assessment has improved my analysis skills and would help me in my professional career to evaluate the business performance in changing external environment alongside the strategies to improve the situation. Lastly, the opportunity to write this paper has also improved my writing, formatting, and referencing skills. In the earlier version of the same paper, my tutor had highlighted problems in referencing. I am very grateful for the kind guidance that I received on the purpose of reference, and this has helped me to produce a better version of the report with correct referencing. Overall, the module came with a different experience and had a lot of new learnings for me. 
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	Dimension 
	Questions

	Stories
	What do the stories of employees communicate?
What are the generic norms reflected through the behaviour of employees?
How do the stories communicate the strengths and weaknesses of Apple and its employees?

	Symbols 
	What are the symbols that represent Apple?
How does the company reveal itself publically?
What is the relationship of these symbols with the internal norms of the organisation? 

	Power structure 
	How is the power distributed within the organisation? 
How does an employee perceive the power?
How empowered are the employees?

	Organisational structure
	What is the organisational structure of Apple?
Does the structure ensure collaboration among employees?
How organic is the structure?

	Control systems
	What is the control system implemented within Apple?
How is performance-driven within the organisation?
What are the concepts related to punishment and reward within the company?

	Routine and rituals 
	What is embedded in the history of Apple?
What are the dominating norms and rituals within the organisation?
What is the emphasis on the training programs?
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