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1.1   Introduction

   This report will focus on the strategic analysis of Akamai, a content delivery network company. Using the chosen case study, will be described the challenges faced by Akamai and if efficient procedures have been used to obtain an advantage over the competitors. The purpose of this report is to analyse and to evaluate whether the company’s strategies were profitable or not.
     The first part will include general information about Akamai and will describe the company scenario from the case study. These will provide a better understanding of the company's situation. Besides, details about Akamai will be useful in the second part, where a further analysis of the internal and external environments will be done. The internal environment section will include the SWOT analysis, as well as the analysis of the company's resources and capabilities. Following this section, the external environment will be studied and will include the PESTLE analysis, Porter's five forces analysis and the key factors for success.
     Finally, all the theoretical models applied to the company will be considered, and the effectiveness of the strategies used by Akamai will be established. Also, will be presented a few recommendations that could have the potential to improve the company’s situation.

1.2    Company scenario


     Akamai is an American company, founded in 1998. It is one of the largest companies in the world that delivers content network and cloud services for clients such as Microsoft, Apple, Samsung, Netflix, and Amazon. In the given case study, one of the company's goals was to provide Internet users with a superior experience, and its responsibility was to act on 30% of the internet traffic. Akamai was covering business in 35 countries, and more than 70% of the people who used it were coming into contact with Akamai’s technology on a daily basis (Lessard and Reavis, 2017). 
[bookmark: _Hlk23773256]     In the case study, the objective of Akamai is to maintain itself as a world leader. And, in order for this to be achieved, some of their resources should be invested locally. The network of proxy servers was geographically dispersed in specific data centres, delivering accurate and fast information to Internet users. The company's approach was to use a decentralized server system with which the data transfer was made more efficient and qualitative for the users (Lessard and Reavis, 2017). This procedure brought a benefit to the company, placing it ahead of the competitors. To be one of Akamai's clients, one had to pay a monthly fee and a fixed fee for the use of other functions. In return, besides the main solutions, the company offered 24/7 telephone assistance for product design and monitoring (Lessard and Reavis, 2017).
     The company had over 2300 full time and part time employees, almost half of whom worked in sales and services, and a quarter of them worked in the field of research and development. Starting with 2011, the company moved to another business model, focusing more on the Internet experience, the developing products and the mass-media. This way, the efficiency, the productivity, and the level of innovation of the company were expected to register positive changes (Lessard and Reavis, 2017).
[bookmark: _Hlk24553678]     However, there were other content delivery networks on the market, most of which were on small markets outside of America, that provided simpler and cheaper solutions locally. Also, enabling business in new countries has led to confusion when it came to the customer ownership (Lessard and Reavis, 2017). The global functions were unaware of the sales process outside of the United States, and markets in the America had no knowledge of the global customer management, such as Apple. For these challenges to be remedied, the company had to be reorganized, having to clarify the attributions regarding its global functions, as well as the local markets (Lessard and Reavis, 2017). The focus was on providing the products suited to the needs of the local customers, evaluating the local prices that were set to the value of the US dollar and developing a proposal to build brand awareness. Both the local headquarters, from the main markets, as well as the local sellers had something to assimilate regarding the products, the prices, the sales process and the brand recognition (Lessard and Reavis, 2017).

1.3 [bookmark: _Hlk25159395]   Internal environment

[bookmark: _Hlk25159428]1.3.1    SWOT analysis

[bookmark: _Hlk27404682]     In order to evaluate Akamai’s competitive position, the internal and external factors that may affect the company will be analysed first. By using a SWOT analysis can be measured the strengths, weaknesses, opportunities, and threats that the company faces (Law, 2016). One of the strengths of Akamai is that it is one of the most innovative technology companies. Their main approach was focused on providing efficient services to their customers and, at the same time, offering new experiences regarding the use of the Internet. By operating a new system that was decentralized, the servers were located closer to the users, and the data transfer was more efficient, making the whole experience much more qualitative for the clients. This allowed the company to position itself ahead the competitors (Lessard and Reavis, 2017).
[bookmark: _Hlk27404640]     On the other hand, the Akamai’s weakness is represented by the lack of communication and market awareness regarding the global functions of the company and the markets outside America. An example is the global functions set in Cambridge, where no substantial information was available about what it meant to sell products and services locally, outside the United States. To the same extent, markets outside the USA were not aware of what global customer management entailed (Lessard and Reavis, 2017). This circumstance led to situations in which the local sellers did not have the products requested by the customers, or where market demand was almost non-existent, but the products were still launched. Also, the prices of the Akamai company were set at the level of the US dollar, converted into the local currency of the countries in which it was active. This affected the company's ability to stay competitive in those markets (Lessard and Reavis, 2017). Eventually, the more the company developed globally, the greater the imbalance between the global product team and the people responsible for the local sales. Here, the weakness is found in the lack of the necessary systems to evaluate the probability of success before distributing new products or launching on new markets (Lessard and Reavis, 2017).
[bookmark: _Hlk27404628]     However, a major opportunity for Akamai is the potential of the local markets. Because the company has had many global clients, there will still be some global processes that will take place. Considering that many of the big clients are planning to offer content delivery network services and become Akamai’s competitors, a possible collaboration could be considered. However, it can be stated that the local markets could bring more long-term financial benefits. Therefore, the markets where demand is higher should be prioritized to ensure the highest coverage of customer demands.
[bookmark: _Hlk27404614]     As outlined in the paragraph above, one of Akamai's first main threats are represented by the key clients themselves. One of them is Amazon, which has become one of the competitors of the company by opening its own simple network of servers (Lessard and Reavis, 2017). Also, many other companies, including technology businesses, have started to develop such in-house services, realizing that it is more advantageous than outsourcing the content distribution needs. Eventually, more competing companies appeared, offering content delivery networks locally, in smaller markets, with far more affordable prices than those of a global company such as Akamai (Lessard and Reavis, 2017). It could be said that the most advantageous solution for Akamai would be to study and evaluate the performance of the local markets and to promote the products locally, as well, an option that has been neglected in the past.

1.3.2 Resources and capabilities analysis

     In the specialized literature, the resource is described as an asset that can be either tangible or intangible, which a company owns or controls. On the other hand, the capability is the ability of a company to make use of the resources necessary to achieve its goal (Guesalaga et al., 2018). Because both market conditions and consumer needs are constantly changing, and technology is also advancing, a company's marketing and sales tactics are becoming more and more complex. For this reason, businesses adopt different strategies to maintain good relations with the customers and, therefore, to remain competitive on the market. When it comes to customers, they represent a very valuable resource for companies, being based on trust and very difficult to imitate (Guesalaga et al., 2018).
     Tangible resources may include buildings, vehicles, equipment, or the personnel working for the company. On the other side are the intangible resources, which do not exist in physical form, and which may include patents, knowledge, skills, or brand recognition. When it comes to factors that could have the potential to bring positive changes to a business's competition strategy, intangible resources could be the most important factor (Guesalaga et al., 2018). The capabilities can also be divided into two categories: operational or dynamic. In the first category we find the elements that underlie the process of performing the tasks, while in the second category we find higher activities, which have the capacity to produce much more productive changes. As well in this case, when it comes to elements that could influence a company's actions, dynamic capabilities are recognized as useful in organizing resources and exploiting the opportunities that could arise (Guesalaga et al., 2018).
    In Akamai’s case, they have both good resources and capabilities. The tangible resources include their over 10,000 servers in thousands of networks across 78 countries, as well as the market share percentage, of 60%, along with their profits of over 1.5 billion dollars. When it comes to Akamai’s intangible resources, some examples are their knowledge in the technology industry, their reputation on the market and the innovative services they provide. On the other hand, the company's core competencies include technical solutions, customer experience, as well as the quick development process.
     When resources and capabilities are carefully analysed, the company's strategy becomes more effective. Resource efficiency is an element that is constantly used to create different products or services. While the capabilities are all the skills and experiences that a company owns. Used together, resources and capabilities can be a long-term advantage over competitors (Mohan, 2019). Factors that can generate profit from a company's resources and capabilities are those through which a competitive advantage can be established and sustained. And in order to transform resources and capabilities into such competitive advantages, the crucial ones must be identified, and the transferability and replicability must be built (Mohan, 2019). Identifying key resources and capabilities has the potential to give an idea of the advantages and disadvantages of the existing resources of a company. In addition, the degree to which the strategy of another business can be imitated can determine the potential of the company's competitive advantage. Therefore, for companies such as Akamai, it is important to note that certain factors may be easier to reproduce than others, and here two examples can be given: the technology and the human resources. While technology can be relatively easily imitated, a company's staff is more complex. The more diverse the skills of the employees, the more they can perform from different positions, and this will bring a long-term advantage over the competing companies (Mohan, 2019).
[bookmark: _Hlk27404804]     Both resources and capabilities need to be sustainable and designed in order to be used on a long term. The evaluation of these elements refers both to objective data and to the knowledge they provide, which can be useful in establishing the benchmarking standards. Benchmarking is a process by which a company identifies and applies certain practices from different international organizations to improve its performance. Therefore, this process is very important when it comes to the quantitative evaluation of the performance of a company, compared to that of the competing companies (Fba.aiub.edu, 2019). Benchmarking allows objective evaluation of a company's capabilities in relation to competition and also allows the initiation of programs that copy the more qualitative capabilities of other companies. In order for the benchmarking process to be carried out effectively, it is necessary for the company to decide which element will be the one compared to the one of the competition, which will be the partners in this research, to establish the metrics, gather the data and, last but not least, analyse the final findings. Besides this process, there are other ways through which information can be gathered from outside the company. Some examples could be: hiring qualified personnel or accumulating knowledge through new alliances. From this point of view, creativity and innovation will always be constant challenges for today's companies. But every business must maintain a competitive advantage both for the present and for the future (Fba.aiub.edu, 2019).

1.4   External environment

[bookmark: _Hlk25768524]1.4.1    PESTLE analysis

     In order to analyse the environment in which the Akamai company operates, is needed a deeper understanding of the aspects that could influence its development. By using the PESTLE analysis, can be evaluated areas such as political, economic, social, technological, legal and environmental. All these areas provide a clear vision for a company’s market planning process (Doyle, 2011). Political factors are one of the most important aspects that can affect the profitability of a technology company, such as Akamai. Because the organisation is active on several markets, from different countries, the political risks multiply (Akamai.com, 2019). These factors may include the political stability of the communications and networks sector of each country in which they operate, as well as the level of corruption in the same sector.
     When it comes to the economic factors that may have the potential to affect the Akamai company, the inflation, the exchange rate or the interest rate could be included here. Especially that the company is present on international markets, must be taken into account the stability of the economic system and of the local currency in each country, as well as the rate of economic growth (Akamai.com, 2019). Also, another important aspect is the labour costs and the economic productivity of the countries where the company operates.
     Social factors can also have an impact on Akamai. Understanding the shared beliefs of the people who are part of the countries where it operates, is a vital aspect in terms of building a strong marketing message for the consumers in the Internet industry. Some examples of such factors could be the country’s culture, the people’s  level of education and the degree at which the entrepreneurial spirit is encouraged in the society.
     As for technology, it is constantly developing and can influence all the areas of a business. That is why it is important for companies like Akamai to perform technological analysis periodically, as well as to assess and prevent the risks that could affect the business. In this case, an example of a threat may be the technological development of Akamai's competitors (Lessard and Reavis, 2017). Also, technological innovations can influence aspects such as costs and quality that are offered to the final consumers.
     Companies like Akamai should also evaluate the environmental factors that could affect them, before expanding their business. Therefore, increased attention should be paid to elements such as the weather, laws regarding pollution, waste management or the position that the markets have for recycling and renewable energy.
     And last but not least, any legislative change can affect a company's access to resources, materials, import and export of products or services. Whether a company is active on a national or international market, legal frameworks for copyright protection, consumer protection or data protection must be examined. All these aspects are vital for a company like Akamai to develop an efficient strategy on the American and international markets (Lessard and Reavis, 2017).
     It can be stated that PESTLE analysis is a procedure indicated for companies that are planning to design their business strategy, marketing strategy, organizational change strategy or human resource strategy. However, for this type of analysis to be effective and to provide a competitive advantage, it needs to be performed periodically. Also, to create a clearer picture of the company, PESTLE analysis can be used in conjunction with Porter's five forces technique (CIPD, 2018).

1.4.2 Porter's five forces analysis

[bookmark: _Hlk27405013][bookmark: _Hlk25770022]     The level of competition in a particular industry rely on five forces: the risk of new entrants, the threat of substitute products or services, bargaining power of suppliers, bargaining power of customers and rivalry among existing companies. All these elements have the potential to determine the potential of an industry when it comes to profit (Porter, 1979).
     The degree of threat of new entrants depends on the barriers on the markets and the attitude of the existing competitors towards them. The stronger the barriers and the reactions of the existing competitors, the less a threat the new entrants will represent. Among the main sources of barriers that may influence entry into certain markets, are identified the economies of scale, product differentiation, capital requirements and governmental intervention. The decision of the potential new rival to enter a certain market may also be influenced by the volume of resources available to existing competitors or by the slow growth rate of the industry (Porter, 1979).
[image: ]     







Source: Harvard Business Review, https://hbr.org/1979/03/how-competitive-forces-shape-strategy




     

     This aspect of the analysis shows that the new entrants are a clear threat to Akamai. As stated in the SWOT analysis above, there is pressure in this regard, as the once high market share of the company is influenced by new local entrants. A clear example is Amazon, one of Akamai's biggest customers, which entered the cloud computing market and became one of Akamai’s main competitors.
     The threat of substitute products or services can affect and limit corporate profits, as well as change the environment in which the companies operate. New products or services have the power to diminish the value of existing ones. If companies cannot find a strategy to improve the products or services they offer, then their development will be altered. Usually, the substitutes take advantage of the competitive advantage and it is advisable for the existing companies to measure the factors which could affect their activities. In this case, the businesses can maintain their position on the market by differentiating their products or services or by adopting a low-cost position (Porter, 1979).
     In this case, the substitutes have the potential to threaten Akamai's market share. Globally, the companies are adopting advanced technologies, and this may reduce the influence of substitutes. But on the other hand, at the local level, the substitutes represent a great threat to Akamai. A suggestive example is the strategy of the local competitors to attract more customers by offering versions of similar services that are easier to use and at lower prices. This aspect could have a great potential to seriously affect Akamai’s productivity.
     When it comes to the bargaining power of suppliers, it can be said that they have a great power to influence the productivity of certain industries. Suppliers can raise prices or restrict the quality of certain goods and services, thus limiting the freedom of other companies to make changes. The ability of suppliers to produce such consequences depends on several factors. These include the uniqueness of the products or services offered to consumers, and their degree of differentiation from those already existing on the markets. On the other hand, if the industry is relevant to the group of suppliers, then they might invest in market stability and development activities (Porter, 1979).
    A business like Akamai could be part of one of the industries that can be influenced by the supplying conditions. The suppliers in the content delivery industry have the ability to make changes in such environment. For example, some suppliers may make changes when it comes to prices, which may lead to possible changes in the prices set by Akamai. It can be stated that the bargaining power of suppliers is a moderate threat to Akamai. Usually, the force of the suppliers increases as the offers decrease. Therefore, this aspect should be considered important and Akamai should take it into account when it comes to potential threats in the content delivery network industry. 
     In the same way, the bargaining power of consumers can have a similar impact through the demand for lower prices, as well as more qualitative products or services. Consumers can be influential when buying in large quantities or when the industry offers them standard products or services. They have the power to decide which supplier they will choose and will be selective when it comes to affordable prices and quality (Porter, 1979).
     In this case, Akamai's performance can be conditioned by the satisfaction of its clients and their bargaining power. When it came to the lack of awareness of Akamai's market, it also included setting prices for their services. Because US dollar prices have been converted into local currencies, it has led to an inefficient strategy, which did not meet the demands of the local customers. For this reason, the local competitors have gained an advantage in terms of choices made by local consumers. Therefore, because of the changing prices the customers tend to become more selective. This can cause changes in their purchasing behaviour, as well, by diversifying the companies where they buy products or services from. When competing companies provide more qualitative or quantitative offers, there is a high risk that customers will be attracted to procure them.
     And finally, the rivalry between existing companies also represents a threat to the competitive environment in which they operate. Companies can compete for a better positioning on the market through tactics such as the prices they adopt, the products or services they offer or the advertising campaigns they carry out. Rivalry is the result of different aspects, such as the number of competitors and the difference of power between them (Porter, 1979). Also, if the development of the industry is not fast, then the conflicts between companies for market share can increase. Here, another influential element consists in exit barriers. Some examples of such barriers could be the high exit costs, such as the closing costs of a company. The specialized assets that are difficult to sell or the loss of customer interest also represent impediments that prevent certain companies from leaving the market. The strategies adopted by the companies, when it comes to competition, are always different and change according to the improvements they want to achieve and the determination to confront other companies (Porter, 1979).
[bookmark: _Hlk27405080]     When it comes to Akamai, in order to maintain its position on the market, it will have to remain competitive. As mentioned above, customers tend to reorient their loyalty to different companies, depending on what they can obtain. Especially nationwide, Akamai's rivals have a competitive advantage because of the features and prices of the services they offer to the consumers. From this point of view, Akamai should evaluate its decision-making strategy, and assess the ways in which they could differentiate their services from those of other competing companies. Rivalry between existing companies not only helps businesses prioritize their goals but is also a significant tool through which the presence of the companies on the market can be threatened.

1.5    Key factors for success

[bookmark: _Hlk27405135][bookmark: _Hlk26635739]     When it comes to the factors that can generate success within a company, they can be divided into several categories. First, an effective plan should include clearly established objectives and roles, accessible resources, and well-defined tasks and responsibilities. Then, the people involved in this process should have the necessary knowledge, skills and competences, to be encouraged to work in teams and, also, to be committed and rewarded when performs. Also, managers should be in control of the entire process, while at the same time proving honesty and fairness. Last but not least, the potential risks need to be carefully evaluated, so that the company can achieve its objectives (Mesly, 2017).
     One of the most important factors for success are the skills. This includes not only the skills of the staff, but also those of the manager. They must be prepared to prevent and find appropriate techniques to solve problems, to plan, to communicate and to negotiate effectively. When it comes to communication, companies should be open to employees' opinions and they should include them in the decision-making process. Through communication a better assimilation of knowledge can be ensured, and thus the staff can continue to develop and contribute to achieve the company's objectives (Mesly, 2017). Another significant element is planning. Any business must plan in advance and also explain to employees what the plans are, how they should be put in practice and why they are being implemented. For a strategy to be effective, it requires transparency from managers. Also, teamwork can support any strategy. When the employees collaborate, they can easily find solutions for certain difficulties that the company might face (Mesly, 2017).
[bookmark: _Hlk27405156]     When it comes to success, there is no general formula that can be applied to all types of businesses. And, although each company has a different development path, there some common factors that could help any business to become a successful one. The first factor is the courage to start a business. Then the commitment for that project must be passed on to all participants. The communication between the employer and the staff should be clear and trust must be built from the beginning (Shenai, 2017). Which leads us to the second factor, the agility. In this regard, companies should encourage employees to learn and develop through daily challenges. Good results are obtained with great effort and patience. Therefore, it is advisable that managers do not penalize mistakes that can be made along the way. The experience of the journey to success should be considered a useful way of developing the employees' capabilities. Also, a third factor to be taken into account, is that the employees should be placed first. In order to attract the best people and to retain the talent, a continuous collaboration is needed. Employee empowering is an efficient way to improve performance and, at the same time, one of the key elements to achieve success (Shenai, 2017).
     It is important for the company to implement its plans with all these factors in mind. To make this process easier, managers can use balanced scorecard. This way, they can measure the company’s outcomes and get clear feedback. Gathering information is vital to the decision-making process. Through this process, companies can identify barriers that impede performance and thus can develop new initiatives and strategies to add value to the organization. Therefore, determining the key factors for success must be integrated into the culture of any company. They need to be constantly revised and updated in order for the business to operate as efficiently as possible (Lucco, Weaver and Foley, n.d.).

1.6    Recommendations and conclusions

     As previously established, one of Akamai's main strategies was based on providing quality experiences to their global customers. However, the lack of brand and market awareness turned out to be a major obstacle to the company's success. The lack of knowledge regarding local markets, as well as the miscommunication between their local and global teams, has led to the loss of significant profits. There are also the key clients of Akamai, who have the potential to become their competitors in the technological market. Because more and more companies start developing low-cost content delivery network services, Akamai risks losing its own customers. As for Akamai’s prices, they were set globally, by converting the American dollar prices into the local currencies. This tactic has affected the company's ability to meet the demands of local markets and stay competitive.
     Given the growing potential of local markets, Akamai’s products and services could be further promoted there, which would bring long-term benefits to the company. However, because the company has important global customers, the processes and operational structures will continue to be global. And, although global clients could become potential future threats, a possible collaboration between Akamai and its clients would represent a smart strategy. While the collaboration with the key customers continues, Akamai could ensure a greater coverage of the demands on the markets, and also focus on the local ones. When it comes to maintaining a global position, Akamai should review its goals and focus on the local markets, as well, as they were not given the necessary attention in the past.
     When it comes to long-term actions, Akamai can use the benchmarking process. Besides the fact that it has the advantage of providing information regarding the competition, this process also allows the development and improvement of the company. However, customers are an ongoing challenge for companies because they have the purchasing power. From this point of view, companies like Akamai must constantly evaluate the innovative ways in which they can differentiate themselves from the competition. Although there is no formula for success that could be applied in any field, all businesses should consider that the competitive advantage must be maintained at all times.
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