George Howell 	Organisational functions of Apple	

Introduction  
This essay aims to study Apple's organisational functions and establish Apple's approaches to manage these functions. This document will discuss several areas related to organisational functions. The areas include organisational context, work satisfaction, and perception and communication. Analysing Apple's organisational functions will provide insight into which managerial theories and models are most relevant to the business. The reader will have a greater understanding of how Apple operates and will be aware of its organisational and management structure. 

Apple is a multinational organisation that specialises in technological products and services. Apple was founded in 1976 and has established itself as one of the leading businesses within the technology industry. Apple designs, manufactures and sells consumer electronics, computer software and digital services. Apple has created several successful products and services such as the iPhone smartphone, Mac personal computer and iTunes. It is estimated that 1.5 billion Apple products are actively used worldwide. (Tech Network, 2009)
In 2020 Apple reported revenue of $275 billion and a market capitalisation of $1.5 trillion. (Statista, 2021). Apple headquarters is located in California and currently has 510 retail stores operating across 25 countries. As of 2020, Apple has 147,000 full-time employees worldwide. (Statista, 2020)


Approaches to organisation and management 
The industrial revolution led to substantial economic and social change. Businesses grew at unprecedented rates, and large organisations emerged. Consequently, as organisations expanded, they became more complex and challenging to manage. This prompted theorists to study organisational behaviour to establish different management approaches. The four main approaches to organisational structure and management are:
· The classical approach.
· The human relations approach.
· The systems approach.
· The contingency approach. 

(Great Managers, 2018)

The classical approach empathises the importance of a hierarchy and the centralisation of authority. This approach focusses on the need for set principles and rules throughout the organisation to ensure work is carried out effectively. Max Weber was an influential theorist who developed the bureaucracy approach. The approach emphasises the importance of authority within an organisation and the necessity of a standardised approach to work. 

The human relations approach focuses on employees as individuals and analyses what motivates and cultivates their workplace achievements. The systems approach acknowledges that organisations consist of several components and recognises the range of variables within an organisation. The system approach emphasises the importance of forming strong relationships within an organisation.  

The contingency theory argues that there is no best way to organisational structure and management. This system suggests it is important to apply different managerial approaches in different situations to maximise overall performance. (Future Learn, 2019)
Since the industrial revolution, organisations have evolved, and society has changed. 
However, many elements of the main approaches to organisation and management are still relevant today and form the basis of management theory in the modern era. 

Apple is in the private sector. Therefore, its core objectives are to meet its consumers' needs and maximise profits for its shareholders. Apple’s website states its main purpose is to deliver the best user experience to its customers through its innovative hardware, software and services. (Apple, 2019) Apple puts user experience at the centre of its design process and expects employees to develop products that create an excellent user experience.

In 2009, Apple revealed its long-term vision statement. The statement outlined the business's core values and established the main characteristics of Apple’s organisational culture. The four characteristics that best describe Apple’s culture include excellence, creativity, innovation and secrecy. (Panmore Institute, 2019) Firstly, Apple expects excellence from individuals within the organisation. Apple understands it must foster talent and employ the best individuals to help achieve its core purpose. To encourage excellence, Apple has several programs that reward employees for their individual work. For example, the ‘Apple Design Awards’ is an annual event hosted by Apple that recognises the organisation's most creative work. This is an effective method for motivating employees as it ensures their work is acknowledged and appreciated.
(Developer, 2020)

Secondly, innovation and creativity are deeply embedded in Apple’s culture. Apple encourages collaboration and debate within the organisation. Through collaboration and debate, employees are able to challenge conventions and create innovative products that disrupt the market. For example, the iPhone revolutionised the smartphone industry and created an entirely new market for application developers.  

Finally, secrecy is a key component of Apple’s culture. Apple values confidentially within the 
organisation and trusts its employees to not spread information outside of the business. 
Apple operates in secrecy when developing a new product and will announce minimal information in an attempt to generate interest from national media and create excitement among consumers. This strategy allows Apple to protect valuable information and ensures that competitors do not adopt ideas.

The organisational structure of Apple is designed to help the business achieve its aims and objectives. Moreover, the organisational structure allows Apple to preserve its cultural identity. Historically Apple has adopted a classical approach to management. For example, former Chief Executive Officer ‘CEO’ Steve Jobs ensured he had the final say on all strategic and product-based decisions. (Panmore Institute, 2019) Adopting a classical approach limited innovation to a certain extent as it slowed down the decision-making process within each business function. Interestingly, the organisation has adapted its structure and has become less autocratic in its management approach. 
In 1998, executives at Apple made significant changes to its organisational structure. Previously, each department within Apple had its own profit and loss targets. Divisions within the business competed for resources and were pressured to reach sales targets. Apple decided to alter this system and operate under one profit and loss. This put less emphasis on short-term financial goals and more focus on research and development. (Reuters, 2011) Apple wanted innovation at the centre of its business model rather than profits. 
This structure has allowed Apple to create many new products over the past 20 years and has enabled them to enter new markets. For example, the creation of the iPod revolutionised how consumers listened to music and created a new market for digital streaming. 


Business Research Methodology conducted a report which analysed the organisational structure of Apple. The diagram below illustrates the structural format of the organisation. 
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 (Business Research Methodology, 2021)

It is apparent that Apple has a hierarchal structure with clear levels of authority and responsibility. Higher levels of management have tight control over all aspects of the business. Apple uses function-based grouping to organise each division and to manage specific elements of a product or service. No function within the business is responsible for a product or service on its own. Instead, each function manages a specialised area.
Consequently, cross-function collaboration is a key component of Apple's organisational structure. 

For example, the software engineering division is responsible for the development of iOS and macOS software. In comparison, the hardware engineering division focusses on areas such as camera and battery technology. These functions collaborate and work in unison when developing a product or service to ensure it meets its target market's needs. 
Senior vice presidents manage each function and report to the ‘CEO’. Each function consists of several teams which senior team leaders manage. Senior team leaders within each function communicate with middle and lower levels of management. (Harvard Business Review, 2020)
This structure allows higher management to delegate responsibilities to lower-level employees. This is an effective system for conveying organisational objectives throughout the entire business. 

Under previous management, all strategic decisions were made by the CEO. Apple has become less rigid in its structure, and senior vice presidents have more authority to make some decisions. However, each function is still controlled through the CEO's decisions and other executives within the organisation. A downside of this structure is that it prevents lower management levels from implementing rapid changes that address current market trends. However, a hierarchal structure is necessary for an organisation of Apple’s size as it establishes a clear direction and ensures the business maintains its organisational culture.

Apple has a unique approach to management compared with other large organisations. The managerial philosophy within Apple is experts leading experts. Instead of employing general managers to manage each faculty, Apple employs individuals with functional expertise. For example, Roger Rosner is Vice President of Apple's software applications. He has 20 years of electrical and computer engineering experience and is responsible for a team consisting of 1,000 employees. (LinkedIn) Employees are trusted to carry out tasks independently and also encouraged to learn from other experts within the organisation. Apple uses a human relations approach for management and recognises the importance of experts leading the organisation. This structure is less centralised than 20 years ago and enables rapid decision making throughout the organisation. 


Work motivation 
Motivation is defined as the mental process that influences an individual to take action in the pursuit of a specific goal or goals. (Verywell, 2020) Chartered Management Institute ‘CMI’ describes motivation as “the creation of incentives and working environments that enable people to perform to the best of their ability”. (Chartered Management Institute, 2012, P. 1)
Motivation is the force that drives people to engage in specific behaviour. Understanding which factors influence motivation can help an organisation to increase productivity and improve operational performance. Managers should be aware of the main theories of motivation to help engage employees and boost team morale.

Several theories aim to explain the nature of motivation. The study of motivational theory is divided into two categories. Content theories analyse what factors motivate employees to perform to the best of their ability. In contrast, process theories examine how motivation is initiated, directed and sustained. 

Maslow’s hierarchy of needs is a motivational theory that was originally published in 1943. The model consists of five stages of basic human needs. All of the needs are structured into a hierarchy, and one must achieve the first level of needs before progressing to the next stage.
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Maslow’s model suggests that organisations should offer incentives to employees to encourage them to fulfil each need. If a business can help an individual achieve these needs, that individual will be motivated to work to a high standard and help the business achieve its aims. A downside to Maslow's theory is that different countries have different cultures. Therefore, not all cultures are necessarily motivated by the same needs. 

In the 1960s theorist, Douglas McGregor developed theory 'X' and theory 'Y'. McGregor suggests that a manager's belief about what motivates their employees will impact their management style. (MindTools, 2018) Theory 'X' assumes that employees dislike their work and do not feel motivated whilst at work. In this scenario, a manager will adopt an autocratic approach, and employees will have little freedom to make decisions independently.
In contrast, theory 'Y' refers to managers that are optimistic about their employees and adopt a participative management style. Employees enjoy their work and are motivated to have successful careers. Therefore, a manager will develop a trust-based relationship with employees and will encourage individuals to develop their skills.  


One reason for Apple's success is the organisations' ability to motivate the workforce and retain employees. Apple appears to use a mixed approach for motivating its employees. Firstly, Apple appears to use Maslow's hierarchy of needs theory to some extent. For example, Apple meets its employees' basic physiological and safety needs by offering competitive salaries and providing a safe working environment. According to Indeed, the average salary for a data engineer at Apple is £108,000. (Indeed, 2020) This figure is approximately £30,000 more than the national average. By offering competitive salaries, Apple can employ and retain the best minds within the industry. This benefits the business and helps to create innovative products and services. 

Secondly, Apple meets employees’ social needs through its strong sense of community and organisational culture. Apple aims to build a strong relationship with employees and creates a sense of belonging within the organisation. For example, Apple hosts an annual event, 'Beer Bash', where employees are invited to celebrate their efforts and mingle with each other. (Compt University, 2016) By fulfilling employees social needs, Apple has created an environment where individuals build meaningful relationships. 

Finally, Apple employees feel a sense of pride and accomplishment because they work for a successful organisation. Apple’s core objective is to create easy-to-use products and services that add value to the user. For example, the iMac is used by many business professionals and enables individuals to complete their work effectively. Creating products that enhance people’s lives is incredibly rewarding and a significant motivator for employees. 

Apple also appears to use an element of McGregor’s theory ‘Y’ to motivate their employees. An article published by ‘Business Insider’ revealed that Apple employees are not micro-managed and are trusted to carry out work independently. (Insider, 2016) Apple expects employees to be pro-active and completely immerse themselves in their work. Employees across all functions of the business are encouraged to collaborate and debate during projects. This allows the business to create unique products, enter new markets, and develop their employees' skills. 


Perception and communication 
Perception is described as the mental function of processing and giving significance to sensory information. (Very Well, 2020) Perception is how an individual interprets the world and makes sense of information that is presented to them. All individuals see things differently and have their own perception of the world. Consequently, people often misinterpret and distort information so that it coincides with their perceived view of reality. 

Theorists have studied perception and communication to help gain a deeper understanding of how the perceptual process operates and how it influences specific behaviours. Understanding perception can also improve communication. A manager's perception of employees will influence their management style. Similarly, how a manager communicates with their employees will depend on how they perceive the workforce. Therefore, organisations must be aware of relevant perception and communication theories. 

Eric Berne was a theorist who developed the transactional analysis theory. The transactional analysis model encompasses personality, perception and communication. Berne suggests that personality consists of three ego states. These are:
· Adult ego state.
· Parent ego state.
· Child ego state. 

(Good Therapy, 2016)

The adult ego state refers to a mindset of objectivity and rationality. In this mindset, an individual makes assumptions based on facts without any bias. The parent ego state refers to behaviours or thoughts copied or taught by a significant figure in an individual's life. The child ego state refers to behaviours that an individual remembers as a child. 

Understanding Berne's theory can benefit managers as it provides insight into human behaviours and perception. An understanding of the theory can encourage managers to perceive situations differently and improve their communication skills. 

Apple understands the importance of developing the communication skills of its employees. For example, all employees are required to complete an extensive training programme when they join the business. Apple offers a range of internal training programmes which focus on various topics. One training programme, 'communicating at Apple' teaches the importance of effective communication throughout the organisation. (New York Times, 2014)
Apple realises it must educate employees on communication to ensure employees have the necessary skills to overcome perceptual problems. 


Conclusion 
To conclude, Apple adopts a mixed approach to manage its organisational functions. The essay explains how Apple has a hierarchal structure with clear levels of authority. This enables the organisation to implement a precise strategy for achieving its aims and maintaining its culture. It is apparent that cross-functional collaboration is a vital element of Apple’s structure. This structure allows Apple to develop products and services that meet the needs of its target market. 

Evidence also suggests that Apple appears to use a human relations approach for management. Managers are encouraged to trust employees and allow individuals to work independently. Giving employees the freedom to work in this environment encourages innovation and creativity. Both of these characteristics are instrumental in helping the organisation to meet its objectives. Finally, Apple appears to use Maslow’s hierarchy of needs and McGregor’s theory to motivate its employees. Both of these theories are valuable models for ensuring that employees are engaged in their work.
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