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Executive Summary

The purpose of this report is to analyze and establish the reasons behind the fall of one of the biggest mobile phone giants- Nokia. SWOT analysis of the company will be provided and the main complex problems will be discussed. Different tools and techniques of problem-solving will be used in order to implement the best solution for the company. Furthermore, personal recommendation will be provided. 

Introduction
In 1984 three men, who were working for a Finland telecommunication authority came up with the idea about Nokia while enjoying a friendly meeting in a restaurant. By that year, there were only pagers invented, however, they were pocket-size communication devices, that were simple for operators, but too troublesome for users. By talking through the good and bad sides of the pager, the way it could be even better, the three men came up with the idea of a mobile device which could be used to send and receive messages by using a fit keyboard (Hakkarainen, 2010). This is how Nokia was born. The company was firstly established in south-west Finland and later relocated to the town of Nokia. The location was by the side of river Nokianvirta and the reason behind it was the rich resources for hydropower production. 
 In 1967, Finnish Rubber Works, Nokia Wood Mills and Finish Cable Works united around the production of telephone and telegraph cables, and this is how Nokia Corporation was formed. The newly formed company was ideally positioned for a pioneering role in the early evolution of mobile communications. The company quickly led its way into the global market with some iconic products like Nordic Mobile Telephone, Mobira Talkman, Mobira Cityman and GSM. In the early 90s, the company took the decision to focus mainly on the telecommunications business, which turned out to be the most important strategic decision in the whole history of the company. By the end of the decade, Nokia was the leading giant in the mobile telephone industry with launching the first GSM handset, the world’s first satellite call, a classic mobile Game-Snake, and the world’s first WAP handset.
In late 2000, the company took advantage of the fast-growing popularity of computers and mobile phones. This was the most blooming period for Nokia and by 2007 it was estimated that it controlled a whole 41 % of the global handset market (Cheng, 2014). The corporation launched the first 3G phone and introduced the next generation of multimedia devices- the Nokia Nseries.  The company was recognized as the 5th most valued brand in the worlds. 
However, the competitors were too harsh and soon Nokia lost its control over the market. This lead to bad decisions taking and the refusal to innovate, take risks and expand. Not so long after that, in 2014, Nokia mobile devices business was sold to Microsoft for only $7.2 billion (Musil, 2013). The world’s largest vendor of mobile phones, who ruled the telecommunication market for many years, famous for its reliability and high-quality phones, failed rudely. What exactly happened behind the scenes and how Nokia let this happen, are questions which answer we all have sought. In order to reach these answers, detailed analysis and evaluations should be done. 

SWOT and PEST Analysis of Nokia
A SWOT analysis is a framework which is made to establish the company’s competitive position and combines internal and external factors. The internal aspects are the strength and weaknesses of the organization and its position in the market. The external factors are the opportunities and threats that might be not only helpful but also risky and problematic (Kotler and Keller, 2009). By providing such analysis it would be easier to establish the reasons behind Nokia’s fall.
Strengths
The first point in the SWOT analysis is the strength of the company. Undoubtedly, Nokia’s biggest strength is its brand name. Throughout the years, the company managed to prove itself as a reliable, durable and creative phone provider. Another big advantage is that Nokia phones are very easy to use and most of the times they come with a variety of handy accessories. Products, made by Nokia are available in all price ranges and very affordable to the market. Last, but not least Nokia has always been an eco-friendly company, which nowadays can be considered as a very big plus.  
Weaknesses
The next point in the company’s analysis is their weaknesses. The biggest weakness of Nokia is its late entry into the smartphones industry. This, as later I explain, is the biggest mistake the corporation has done, influencing in their future. Another vulnerability of the company was its weak promotion in comparison to the competitors. Companies like Apple and Samsung completely swept the market and this partly led to Nokia’s crush. The company has always been a very good hardware inventor, however, when it came to the software they lost their innovation flair. What they did is depend on a supplier, which can be considered as one of the main weaknesses of the brand. 
Opportunities
The smartphone market is growing and Nokia can grab this opportunity by producing well designed and styled sets, as well as improvising on the quality of the camera. The company’s bet on good design, more phone features and application, battery durability and the very high-quality camera is its biggest opportunity since it got out of the phone business.
Threats
After so many competitors coming to the market, it will be almost impossible for Nokia to rise again, maintain, and expand their market share. What is more, China successfully replicated a few of Nokia’s phones literally pushing the phone out of the market. 
Due to Nokia being an international company, it is essential to focus on environmental factors. These are political, economic, social and technological factors or also known as PEST analysis. The development of such an analysis will allow the company to consider the different culture and external factors between the various countries.  It will also be essential for the company for the adjustment of a strategic plan in order to develop itself on the international market. 
Political Factors
For every company, it is essential to establish a particular kind of policies from its government. Such policies could be economic policy, technology policy and science. As a company launched in Finland, Nokia was required to advance its products. Nokia success is a result of the Finish policies which are one of the most important factors in the production of various products and services.  
The public sector is another factor which helps any modern knowledge and the technology-based company which similar to Nokia is highly specialized, internationalized and operates efficiently. The public sector also helps any rapid structure or changes a company might need. It shapes the business environment and fosters public welfare for businesses which are science and technology-based. We can say that both Finish policies and the public sector are pursued by the Finish government and the parliament and are essential for the development of the economy and the national information society. The policies include low-interest rates, stable currency conditions, and competitiveness of the tax system which forms the foundation of business growth and sustainable employment environment and all these together create macroeconomic stability. The result of all these efforts international companies like Nokia play an important role in developing an informational society in Finland and bringing technology strength to the country. 
Economic Factors
The collapse of the Russian Federation at the beginning of the 1990s reflected the Finish economics and as one of the leading companies, Nokia also faced particular problems. To avoid these problems Nokia changed its functions from a single market company to global market business and focused on the mobile phone area. For the next decade, this made it a strong and globally leading company with a stable international position in the business. Even during the first half of 2001, it continued its strong perform globally and proved its strength. However, the economic slow down in the US reflected in other regions and especially to the wireless telecommunication industry. The market deterioration that was a result of economic uncertainty continued the slowdown. Nokia tried to cope with the changing market conditions and at that time they tried to take actions in all areas of the business to aline their operations with the situations. They made moves to increase the efficiency of their company including operational changes and taking into consideration customer’s opinion, focusing on it. Although the market deterioration had a considerable impact on the sales growth of Nokia, their products were still strong and preferable and they kept their position in the market, still being able to find efficiencies, keeping firm control of their performance.  All these were able to help them exit the current slowdown of the market being stronger than before.  
Social Factors
Nokia’s aims have always been to meet all the social factors, such as customer’s demand, needs and affordability. They have worked in a way to satisfy the target groups offering them the perfect ways of communication and connection. Their products and services encouraged learning and communication between people and they have always tried to be involved with the youth. Their strengths- connecting and communicating has been used to make a difference in people’s lives.  Following their believe that prevention is better than cure, Nokia takes part in a project which helps young people to create their life and find their place in the world. 
Technological Factors
The innovation system can be affected by various factors such as sustainable development and environmental protection. Innovation also creates more new opportunities for promoting sustainable development. Through its history, Nokia has always tried to match the tendencies by producing new products. The company has always worked on the product’s improvement and development. Nokia not only develops its product line but also improve their service process and aim to provide exceptional service to the target market. 
Performance Objectives 
An organization cannot be successful unless its operations are very well managed. According to Hill (2005), the operation management of an organization is responsible for 60-70 per cent of costs, assets, and people.
Operation management is important because of its impact on an organization’s costs, as well as quality, availability, timeliness, and reliability of the goods and services produced by an organization (Barnes, 2006).  
Nokia proved itself to be a company which pays a lot of attention to all of those important criteria that lead to success. Therefore, its performance objectives are as follow the quality of the product, the objective of speed, dependability of operational management, flexibility in operation, and variation in cost.
Quality of the product: Undoubtedly, Nokia phones boost with great quality. The design, the material and components are of the highest quality and has always been an advantage for the company as it made it the most reliable and highest chosen phone brand on the market.
The objective of speed: Nokia phones have a good response for data transfer, as well as, its design is easy to use.
Dependability of operational management: Dependability is probably the biggest advantage for the company. Nokia phones have a high autonomy battery, which lasts long and will never let you down.
Flexibility in operation: The company produces cell phones suitable for every kind of person with a range of style. Different phone models have different software design. 
Variation in cost: Nokia produces a very wide range of phones which differ in price. Still, the company is one of the most affordable choices in the market when it comes to cost.
Nokia’s Four Vs
According to Slack, Chambers and Johnston (2010), every business, no matter whether it is public or private, in the service or retail sector have identical goals and aims. They are to form the best use of its operations. Another aim is to guarantee that all customers are happy with the quality of the product or service they receive, as well as its cost, availability in the market and even the quantity available. In order for a business to achieve those goals, it should focus on the efficient production of goods and service. This can b achieved through effective production, exceptional functions and excellent controls. There are various measures of optimization, such as the variety of output, the degree of operational visibility to the client, volume of the output and variation on the demand of the merchandise services.
Volume: Nokia has a medium to high volume because it produces a large number of cell phones.
Variety: The company had a very low production variety. It bets on cell phones and other software manufacturing.
Variation: There is a massive mobile phone demand and Nokia attempts to meet the requirement of the customers. The company has a big variety of cell phones, both for professional and personal use.
Visibility: Nokia is located over 100 counties and employs more than 102,000 people. The brand can be seen everywhere and is very recognizable.  


What went wrong and why Nokia lost control over the mobile devices market? 

For more than a decade, Nokia was at the peak of the mobiles market. It was producing the best range of modern technology, which was affordable for the customers and at the same time durable. However, when the era of smartphones came, the company started going downfalls. 
In 2002, Nokia introduced consumers to its Symbian OS Smartphone. For the next five years, Symbian phones worked well and kept Nokia in its leading position in the mobile phones’ world. However, in 2007, the iPhone was introduced by Apple. The company was about to launch a phone that nobody in the technology world was giving many chances. The company and Steve Jobs were way too ambitious about their new iPhone coming out.  
“Every once in a while a revolutionary product comes along that changes everything…we are calling it iPhone…a leapfrog product that is way smarter than any mobile device has ever been.”- Steve Jobs
The phone has a full touchscreen and application-based operating system which changed the definition of Smartphone (Chang, 2012) (Marian, 2013). By the end of 2007, half of all smartphones in the world were sold by Nokia, while Apple’s iPhone had only a five per cent share of the global market. Nokia, however, failed to respond to the changing trends and customers’ requests. After the introduction of the iPhone, people started to expect similar or even better features and performance from Nokia. Soon, Nokia’s Symbian software ended up obsolete in light of the fact that there were such a large number of new Smartphones available with better features and upgraded performance. The Smartphone market denoted with new and innovative smartphones as buyers were increasingly demanding phones which were mini-computers, rather than Nokia’s phones which had slow WAP browsers. In the end, Nokia was forced to sell itself out of the mobile industry. For the sum of 7.2 billion dollars, the company was sold to Microsoft as it relinquished the innovation that could have helped it in holding its dominant market share and did not stray from its triumphant strategies (Steinbock, 2013). 
In February 2011, Nokia fell dramatically and unexpectedly from its position as the world’s biggest mobile phone leader. It was massive discussed and talked in the media and newspapers that the company failed dies to the appearance of Apple’s smartphones. The company was accused of inability and even unwillingness to see this coming and recognise the threat posed by Apple to the smartphone market. To make it even worse, later Google made the things harder for Nokia by announcing the production of Android smartphones. As a result, Nokia was forced to take desperate decision and measures to compete in the new ecology formed by the iPhone and Android. Unfortunately, the damage was already done and it turned out that there was no way out for Nokia again. 
Sadly for Nokia, Apple iPhone turned out to be a classic example of disruptive technology. If, by that time, all phone designers were thinking of the device like a phone first and a computer second, Apple did the exact opposite. They viewed the handset as primarily a computer that just happened to include a phone capability. Apple came from seemingly nowhere, effectively killing Nokia. In 2011, Apple took Nokia’s number one place for smartphone sales. Not long after that, the company’s fall was dramatic and the mobile industry’s focus moved away from Europe. Nowadays, the smartphone sales are dominated by Samsung, followed by Apple and then Huawei, leaving Nokia nowhere on the list. 

What Nokia could have done differently 
Every failure is usually based on a lack of advantage of visionary and flexible thinking. The same happened with Nokia when its managers could not see clearly the trends and changes in the market. Instead of checking the demands and preferences of the customers and responding to them, they kept stuck on improving Symbian operation system and focused their energy on developing it, until they finally partnered with Microsoft. During all these efforts, Samsung and iPhone took the advantage and made a quick step towards responding to the market trends and demands. iPhone was the first who created a whole new world for the smartphones and showed what actually a smartphone should be. Samsung quickly reacted to the iPhone's vision and also entered the smartphone market. At that time, Nokia had a very effective smartphone platform but they gave it up and let Samsung overtake them adopting multiple platforms, such as Android, Windows and Bada. If Nokia had joined hands with Microsoft earlier than 2011 to introduce Windows phone than they could have turned out to be one of the most successful companies nowadays. Unfortunately, they wasted too much time being focused on Symbian and its improvement until they finally resulted in partnering with Microsoft. Apparently, the partnership was too late and could not make Lumia windows phones attractive to the market. iPhone and androids had already taken the leading place in the smartphone industry (Bouwman, et al., 2014). 
If Nokia's leaders were more visionary and innovative, the company would still be one of the leading giants in the market. They should have used Microsoft’s experience and resources earlier and by adding their own experiences they should have created a competitive, unique and original product.
Action plan and solution 
Once the situation had slipped between your fingers it is very difficult to regain your control back. But still, there are some points Nokia could take to find a solution to its problem and again gain power. The first and most important for them is to make sure they have the budget to invest in new ventures, keeping an eye on the market trends. A detailed SWOT and PESTLE analysis of the market trends combined with experts in the industry may let them create a new competitive product. It is a good idea for them to watch the competitors at the lower end of the marker like China and keep an eye on the customers who are not willing to invest into an expensive smartphone, or who can just not afford it. Another successful option for them could be to organize their phone under an umbrella trend similar to Samsung Galaxy or Xiaomi’s Read Me, which will allow them to create a memorable and recognizable brand. It will also keep consumers into rest and anticipation. What is more, this will make them a consumer-oriented brand, producing user-friendly smartphones. For all these steps to be taken appropriately, a 4Ps technique can be used. Nokia should develop a good action plan, considering their future product, price, promotion and place. Once famous for its phone’s durability and battery life, the company can easily offer a new generation phone of good quality. Considering the growing competition and the target market, Nokia needs to offer affordable phones that can beat the competitors. Another very important factor is the software of the device. The company should really think about innovative and interesting, new, and eye-catching applications and extras. More and more people are buying phones with a high-quality camera with an amazing zoom and focus ability, that is why Nokia can use this as an advantage in their future product.  Another innovation that accelerates lately is the 5G which is believed to make a revolution in the mobile phones world. If Nokia ends up producing a smartphone with all those aspects taken into consideration, they would definitely be able to come back on the market. 
Recommendations 
What is important for Nokia to do from now on in order to improve their situation is to be more open and willing to adopt new creative and innovative ideas. Also, be at the same time risk-taking enough to implement and create those ideas into a new competitive product. It is a must for all the management of the company to increase their research and development budget so that they have the resource to work and experiment freely. It is a good idea for them to develop a vast array of smartphone models, answering the demands of different target groups worldwide. They should have in mind the increasing Internet competition for recourses and pay sufficient attention to it. They should hire highly qualified hardware and software engineers who are able to incorporate their creative and innovative ideas into a powerful new product. All these changes should be made by the company globally and in all its international premises. They should orient their manufacturing process to the environment-friendly traditions which are adopted in all the world nowadays and the company should reduce their carbon footprint. In the creation of all these, it is inevitable for Nokia to stay creative due to the high competition from other companies like Samsung and iPhone. If Nokia wants to succeed on the market, they should think about their stuff by building a safe and creative environment for the employees. To summarize, there are many aspects that Nokia should consider if they want to gain back their leading position in the mobile market. It is crucial for the company to focus on software development and pay detailed attention to the demand of customers. 

Conclusion 
In summary, the story of Nokia is the best example of how a few wrong decisions can lead to disruption. Nokia, who was the leading global mobile phone producer for centuries, failed. And it failed hardly and rudely. Things, which lead to its fall are the bad decision-making, the refusal to look into the future, and the lack of innovation. If back in the time, Nokia opened to the opportunities arisen and grabbed the waves, perhaps, it would still be at its leading position.
It is crucial for every company, no matter big or small, international or not, to be able to look at the chances the modern life provides every day, develop SWOT and PEST analysis constantly, consider the target market and its demands in order to progress and develop. Otherwise, just like the giant Nokia, it will wake up being at the bottom. 
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