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[bookmark: _Toc19082469]1. Introduction
Changes play a significant role in organisational life. As the global market has become increasingly complex and interrelated, companies need to adapt to the changes in the market to survive and gain a competitive advantage. The need for organisational change is unpredictable and unstable. Changes can occur in all industries. It usually occurs when there is an organisational crisis (Luecke, 2003). This report aims to discuss the organisational change through a case study of Apple Inc. Apple Inc. is one of the leading technology companies in the world. The company designs and sells personal computers and consumer electronics in the global market. The major products of the company include the MacBook, the iPhone, and the iPad. Apple, Inc was initially founded by Steve Jobs and his colleagues in 1976 (Johnson et al., 2012). The company was known for innovation since it was founded. The company first introduced the Apple I and then the Apple II. In 1984, the introduction of the Macintosh computer became a big commercial success. Although Steve Jobs left Apple Inc because of the power struggle among executives, he returned to Apple after Apple, Inc. purchased his company NeXT, Inc in 1997 (Johnson et al., 2012). Since then, Jobs led the team to introduce new and innovative products such as the iPod, the iPhone, the iPad. Apple has also gained a reputation for distinctive market strategies developed by Jobs, which enabled the company to gain a competitive advantage in the market (Lee, Hwang, and Lee, 2006). However, due to the death of Founder and Chief Executive Officer (CEO) Steve Jobs, Apple Inc experienced a change in leadership. Tim Cook became the new CEO of Apple Inc. in 2011. He was previously Apple’s Chief Operating Officer (COO) and mainly responsible for the management of Apple’s supply chain, sales activities, and service and support worldwide (Apple, Inc., 2012). The change in leadership also leads to changes in other aspects such as organisational structure within Apple Inc. Although Cook did not run Apple like his predecessor, he has led Apple into a new era of success. It is worth investigating the change programme experienced by Apple Inc and critically evaluating the effectiveness of the change programme. This report will first analyze the change programme of Apple in terms of leadership based on models and theories. Following this, the organisational structural choices and design changes that Apple Inc has made will be critically evaluated. Lastly, the problems of the current organisational structure of Apple will be discussed. 
[bookmark: _Toc19082470]2. The definition of organisational change 
Apple Inc has experienced significant changes after Tim Cook took over the role of CEO. Scholars have developed different definitions of organisational change. Kanter et al. (1992) define organisational change a process in which a company replaces old patterns with new patterns or reconceptualize the old patterns to develop new policies, strategies, and methodologies. Kanter et al. (1992)'s definition of organisational change focuses on the development of and changes in the patterns within an organisation. According to Senge et al. (1999), organisational change can be defined as a process in which companies to adapt internal processes to the changing external environment. Senge et al. (1999)’s definition stresses the influences of the external environment. The creation of new patterns characterizes Apple's organisational change in response to the changing environment. The most important aspect is the change in leadership. The changes cannot be avoided as the company had to look for new leadership and direction after the death of Steve Jobs, who was the brain behind Apple Inc. It was a significant organisational crisis that Apple faced at the time. Meanwhile, Apple faced new information technology trends in the industry. Technology and innovation are essential factors that determine the success of technology companies. The company has to carry out organisational change to be at the forefront of technological innovation and development. Besides, Apple Inc. faced fierce competitions in the global market. According to Linzmayer (2004), companies need to make changes to the external business environment to better deal with the relationship with stakeholders such as customers, competitors, and employees. Strong competitors posed a threat to Apple Inc. and might challenge the current market position of the company. 
[bookmark: _Toc19082471]3. The type of organisational change within Apple, Inc.  

Gilley et al. (2009) identify three major types of organisational change, including developmental, transitional, and transformational change. Among them, developmental change is the least intrusive type of change. Developmental change is a continuous, dynamic, and manageable change which is based on the growth and improvement in current business (Gilley et al.,2009). Transitional change is the most common type of change, which is a type of change driven by management. One crucial characteristic of transitional change is the minor and gradual changes in employees, organisational structure, procedures, and technology in order to improve the overall performance of companies (Gilley et al.,2009). Compared with the transitional change, transformational change is much more intrusive and disruptive. Transformational change is a fundamental and radical change, which aims to replace the existing patterns with entirely new ones (Gilley et al.,2009). In transformational change, the old patterns are dismantled and replaced by new paradigms.
Companies that decide to carry out the transformational change would probably have been through a radical change in technology trend or a significant change in supply and demand or unexpected competition. In this case of Apple, the company mainly carried out a transformational change in Steve Job era and a transitional change in the Tim Cook era. When Steve Jobs was the CEO of Apple, he implemented a transformational change that replaced the old paradigms with entirely new ones. Apple experienced a radical change in technology trend and remained at the forefront of the information revolution by providing innovative products to meet the new demands of the markets. In the Tim Cook era, Apple's organisational change was mainly driven by management level. The changes in leadership led to its organisational change. Second, the change of leadership led to a change in organisational culture and structure. Therefore, it was not merely an improvement in current business like developmental change. The third aspect is that although changes in Apple involved the introduction of new products, services, and business strategies, Apple still reinforced the core values and mission developed by Steve Jobs. Thus, the change of Apple was not radical but manageable. 

[bookmark: _Toc19082472]4. The changes in leadership within Apple Inc.
[bookmark: _Toc19082473]4.1 Steve Jobs’s Hybrid leadership Style leadership 
The leadership change is the most crucial aspect of organisational changes in Apple Inc. 
The former CEO, Steve Jobs’ leadership style can be described mainly as autocratic. It is a classical leadership style in which the leader has a complete authority and retains all power and control (Bhatti et al., 2012). The leader does not trust the abilities of the followers. The followers have to comply with the instructions and demands of the leader. They are not empowered to be involved in the decision-making process. This is in line with the power culture and person culture in the culture model developed by Harrison (1972). He divides organisational cultures into four main categories, including role, task, power, and person culture. An organisation with power culture is highly autocratic. The leader retains all the power and control over members, while the characteristic of a person culture organisation is that one individual is the source of influence for all the members (Harrison, 1972). In the case of Apple, Steve Job was the source of influence for all the employees of Apple. He adopted an autocratic leadership style, which was the source of power culture within the company. Meanwhile, Steve Jobs adopted a transformational leadership style, which is a type of leadership that raises followers to a high level of motivation and morality (Burns, 1978). This is a critical reason that Steve Jobs could successfully achieve transformational organizational change. 

The major advantage of autocratic leadership is that it enables the leader to involve in all aspects of operational activities through a centralized chain of command. This type of leadership is active when the leader is highly competent. In the case of Apple, Steve Jobs is a leader who can create and communicate the visions and values of the company. As an autocratic leader takes full responsibility for decisions and actions, Apple under Steve Jobs can quickly respond to changes in the external environment. However, abusing autocratic leadership style is problematic because the system of a heavily centralized chain of the command depends entirely on the leader. If the leader is weak and incompetent, the company will suffer from great danger. Furthermore, autocratic leadership can reduce the involvement of employee in the decision-making process and negatively influence their motivation and commitment to the company.
[bookmark: _GoBack]In fact, besides being autocratic, Steve jobs was also good at inspiring and motivating employees to achieve the goals of the company with a transformational leadership style. The combination of the two different leadership styles empowered Jobs to be able to achieve his ambitions continuously.  

[bookmark: _Toc19082474]4.2 Tim Cook’s democratic leadership 
Different from Steve Jobs, Time Cook has adopted a different type of leadership style. His leadership style can be considered democratic. A democratic leadership style is more inclusive and balanced, which emphasizes the collaboration of followers (Bhatti et al., 2012). A democratic leader empowers employees to be involved in the decision-making process and take problem-solving responsibilities. While an autocratic leadership style depends entirely on the competences of the leader, a democratic leadership style focuses more on the collective efforts of employees. It provides the employees the autonomy to question the decisions of the company and contribute to critical decision making. At the same time, employees have more freedom to contribute to creativity and innovation. It can significantly increase the engagement of employees in organisational goals and lead to improved productivity and innovation. Also, democratic leadership can contribute to other aspects of organisational change. Democratic leadership is an effective oragnisational change leadership, which is aligned with organisational support to facilitate organisational change. Harris et al. (2007) emphasize the importance of democratic leadership in organisational change. Democratic leadership is helpful to remove structural and cultural barriers that could hinder organisational change. 

[bookmark: _Toc19082475]5. The change in organisational structure 
[bookmark: _Toc19082476]5.1 The organizational structure in the Steve Jobs era 
According to Ahmady et al. (2016), organisational structure is an approach by which various activities of work factors are divided, organized, and coordinated. Organisational structure can significantly influence all the organisational process. A functional organizational structure can facilitate decision making, respond appropriately to the external environment, and resolve the conflict between different units (Ahmady et al., 2016). This report mainly focuses on the hierarchical and functional dimensions of organisational structure. 

In terms of the hierarchical dimension, Apple adopted a hierarchical organizational structure in the Steve Jobs era. Hierarchy refers to a system in which individuals are ranked according to one or more socially relevant dimensions (Gruenfeld and Tiedens, 2010). The hierarchical structure of Apple is closely related to the leadership style of Steve Jobs. As discussed above, Jobs was an autocratic leader who had complete authority, power, and control over his employees. This centralization of power can foster a hierarchical organizational structure in which decision making is concentrated at the leader rather than shared by his followers (Menon and Varadarajan, 1992). There are several benefits of Apple’s hierarchical organizational structure. First, it can solve the problem of group decision-making and increase the quality of group decision by giving the power of decision making to the most competent individuals within the organisation (Van Vugt et al., 2008). When a competent leader such as Steve Jobs can identify the needs of the market and make long-term strategic goals, he can make a better decision for the company compared with other, less competent individuals. Another advantage of hierarchical structure is that it enables different individuals to have access to resources and perform particular behavior within an organisation, which is helpful to reduce conflicts (Tiedens et al., 2007). Also, in a hierarchical structure, members who are capable of making valuable contributions are assigned a higher rank (Willer, 2009). The opportunities for promotion can motivate employees to make more contribution to the company to gain a higher rank. Considering the size of Apple (the company had employed more than 132,000 full-time employees as of 2018), a hierarchical organisational structure can be useful. Such structure ensures that the division and distribution of resources are based on the contributions of individuals. However, the hierarchical organisational structure may reduce the flexibility of companies to adapt to the internal changes as well as changes in the marketplace. For example, when Steve Jobs was the CEO of Apple, he made every significant decision for the company. If there is a change in leadership, the successors may encounter problems to make crucial decisions like Jobs.
Moreover, the hierarchical organizational structure may not fit the leadership style adopted by his successors. As the successor of Steve Jobs, Tim Cook is a democratic leader who focuses more on collective efforts of his employees. In this case, a hierarchical organizational structure may not fit his leadership style. 


One crucial aspect of organizational structure is the social structure of an organisaton, which refers to the relations between social elements such as people, positions, and organizational units within an organisation. According to the theory of social structure, organisational structure can be divided into a simple structure, functional structure, multidivisional structure, matrix structure, hybrid structure, network structure, and bureaucracy. In the case of Apple, the company adopted a functional structure in the Steve Jobs era (Yglesias, 2017). In a functional structure, organisational activities such as production, finance, and marketing are grouped according to the similarities of work functions (Awa, 2016). All the functions are created based on shared duties and goals. Individuals are divided into specific functional divisions and perform a specialized set of tasks based on their similar background and collective expertise.
Meanwhile, the functional structure is characterised by hierarchical decision making. All functional managers should report directly to the company president. As for Apple Inc., the company had a functional organizational structure in Steve Jobs era. The company had several senior vice presidents who had different responsibilities. Each functional division such as Internet software and service, software engineering, hardware engineering, and marketing had a corresponding senior vice president, who reported directly to the CEO. Employees of Apple were grouped based on their expertise and skills. There are some benefits of functional organisational structure. First, the specialization of work can reduce the time needs for completing tasks and improve work productivity.
Meanwhile, this type of structure reduces the time needed for decision marketing as the leader has the ultimate power of decision-making. Also, it eliminates the unnecessary duplication of work as each unit focuses on a specific set of tasks. However, such a structure has limitations. According to Awa (2016), the functional structure is only useful in a stable environment with minimal change in technology and business strategies. It means that the functional structure cannot deal with organizational change efficiently. This type of structure can increase the difficulties for companies to carry out significant changes in strategic direction. Additionally, the functional structure can result in a lack of communication within an organisation, which decreases flexibility and innovation.

[bookmark: _Toc19082477]5.2 The organizational structure in the post-Steve Jobs era 
After Tim Cook took the role of CEO, he made efforts to introduce some changes to Apple’s organisational structure. As mentioned above, the organisational change of Apple is a transitional change that features minor and gradual changes in employees, organisational structure, processes, and technology. Cook did not make significant changes in Apple's hierarchical, functional organizational structure. Instead, he integrated collaborative approaches into the original organisational structure to minimize the disadvantages of the current organisational structure. He created a collaborative environment within Apple. One typical example is that Cook announced several significant changes to his management team in 2012 (Guglielmo, 2012). Scott Forstall, the manager, run the iOS team behind the iPhone's mobile software, and John Browett, who runs the retail stores division, left the company. In the meantime, some members of Cook's Executive Team were given extra responsibilities. For example, the chief design officer Jony Ive was also responsible for “human interface”. Eddy Cue, who was the head of the iTunes division, was in charge of Maps and Apple's Siri voice technology. Cook stated that this management change aimed to encourage more collaboration between hardware, software, and services teams at all levels of the company (Guglielmo, 2012). The collaboration between different teams can facilitate communication between different groups and improve organizational flexibility. It is helpful to increase innovation. The company introduced the iPad mini, the iPad retina, and the Apple Watch in the post-Steve Jobs era. Under the leadership of Cook, Apple achieved massive success and remained one of the most valuable companies in the world.  

[bookmark: _Toc19082478]6. The limitations of the organisational structure of Apple
[bookmark: _Toc19082479]6.1 The limitations of a hierarchical organisational structure
However, these minor changes in organisational structure of Apple have limitations. First, the company still has a hierarchical organisational structure. It means that Tim Cook has complete authority, power, and control in the company. He determines the strategies and goals of the company. Nevertheless, Cook is different from Apple in that Jobs focuses on 
constant product innovation, whereas Cook tends to focus on the development of existing products. Currently, the products introduced by Jobs remain the core business of Apple. Lacking eyes catching products is problematic for a technology company that relies heavily on innovation as its core competence. From this perspective, it is suggested that Apple should shift from a hierarchical organisational structure to a flatter one. A flat organisational structure refers to a structure with few layers or only one layer of management between management and lower-level staff (Rishipal, 2014). It means that the control of the leader over employees reduces, and employees have more autonomy to implement their ideas and are more deeply involved in the decision-making process. A flat organisational structure is characterized by decentralized management approaches, flexible boundaries between work and units as well as a strong focus on customers (Rishipal, 2014). A flat organisational structure has unique advantages compared with a hierarchical structure. According to Anderson and Brown (2010), a steeper hierarchy works well in a stable and straightforward condition which requires little innovation, whereas a flatter structure is more helpful in a complex, rapidly changing condition that requires more creativity and innovation. Tran and Tian (2012) argue that organizational structure should be adapted to a company external environment. Steep hierarchy is more suitable for a stable market and may fail in an ever-changing market (Tran and Tian, 2012). In the case of Apple, the company currently faces various challenges. For example, the life cycle of technology products decreases. The sales of Apple's core products in the global market has declined, and its annual profits fell (Fiegerman, 2017). It requires the company to be always innovative and launch new products to meet the demands of the changing market. Considering the challenges Apple faces, a flat organisational structure may be more suitable for Apple to increase innovation. A flat organisational structure is also in line with the democratic leadership style of Tim Cook. Besides, there are other advantages of a flat organisational structure. According to a study conducted by Shaw (1964) on the communication structure of organisations, there was a negative relationship between hierarchy steepness on member satisfaction. It means that employees can have higher satisfaction in a flat organisational structure. Moreover, Pierce et al. (1989) argue that in a more hierarchical organization, members were more likely to have a lower level of organization-based self-esteem. A flat organisational structure is more helpful to increase employees’ self-esteem and motivate them to achieve the goals of the company.  

[bookmark: _Toc19082480]6.2 The limitations of a functional organisational structure
In terms of the functional structure adopted by Apple, the functional structure only work well in a stable environment with minimal change in technology and business strategies (Awa, 2016). This type of structure can lead to poor communication between functional units and decrease flexibility and innovation. Therefore, Apple needs to make a change in the functional structure in order to adapt to the changing market. While Cook has employed collaborative approaches by giving more responsibilities to members of his executive teams, it may be not efficient in the long run. This is because the staff level employees may not be fully involved in cross-functional collaboration. One remedy for the functional structure is cross-functional project teams proposed by the Stanford University Center for Professional Development (2014).  A cross-functional team consists of individuals from different functional units within a company such as engineering, finance, and marketing. It is helpful to improve coordination at all levels of the company and span organizational boundaries. In the case of Apple, employees of the hardware unit can directly communicate with the employee from the software unit. They can share their ideas about innovative products and implement ideas with support from units. Another suggestion is that Apple should integrate some elements of multidivisional structure into the functional structure to increase the effectiveness of its organisational structure. The multidivisional structure is a higher level of the functional structure, which is comprised of separate functional structures reporting to the central staff (Ahmady et al., 2016). In this structure, each functional structure is responsible for the management of everyday operation, while the central staff supervises the functional units and make decisions in strategies. Compared with a single functional structure, a multidivisional structure reduces the control of the leader over each functional structure.  

[bookmark: _Toc19082481]7. Conclusion

In conclusion, this report has discussed the organisational change based on a case study of Apple Inc. Apple is the world' leading technology company. It was founded by Steve Jobs and his colleagues in 1976, and he became the CEO of Apple for an extended period. Tim Cook, the former COO of Apple, took over the role of CEO after Jobs passed away. Apple experienced organisational change after Tim Cook became the CEO. The company mainly carried out a transformational in the Steve Jobs era and transitional change in the Tim Cook era. One aspect of Apple’s organisational change is leadership. Steve Jobs adopted an autocratic leadership style and developed a power culture within the company. In such a leadership style, Jobs had complete authority and was actively involved in all aspects of operational activities through a centralized chain of command. As a competent leader, Jobs was capable of communicating with the employee the goals of the company and motivating them to achieve the goals through a transformational leadership style. However, autocratic leadership is problematic when the leader is less competent. Tim Cook has adopted a more democratic leadership style, which focuses more on the collective efforts of employees. This type of leadership style can increase the engagement of employees and improve employee productivity and innovation.  

In Steve Jobs ea, Apple had a hierarchical, functional organisational structure. A hierarchical structure features the centralisation of power, which can solve the problem of group decision-making. However, it can reduce the flexibility of the organisation to adapt to external changes. Meanwhile, Apple adopts a functional structure, in which organisational activities are grouped based on the similarities of work functions. The specialisation of work can reduce the time needs for completing tasks and improve work productivity. When Cook become the CEO, he introduced collaborative approaches into the original organisational structure. He intended to encourage more collaboration between hardware, software, and services teams at all levels of the company. It is suggested that Apple could adopt a flat organisational structure in the future to better adapt the new technology trend and changing demands of the market. Moreover, cross-functional project teams can be introduced to reduce the negative influence of a functional structure.  
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