Prifysgol Cymru
£ Y Drindod Dewi Sant

" University of Wales
Trinity Saint David

%

Title: Assessment component - Individual report
Programme: Master of Business Administration
Student Name: Delwar Hussen Raju
Student ID: 2506700
Module Name: Strategic Management
Code: LCMB7003
Lecturer’s Name: Amare Desta Zulf Khan
Word Count: 5966

Submission Date: 015 May 2026



Contents

R [ 1 Yo [ Tod 1 [ o PR USRPPRR 4
2. Organisational Context and OVEIVIEW ...........uuuuiiiieeeeieiieiiiiiaee e e e e eeeeaiiian e e e eeeeeeeens 4
2.1 Company Background and Historical Evolution ................ccccccuiiiiiiiiiiiiiiiiiiins 4
2.2 Mission, Vision and BUSINESS MOUEI...........uuuuuuumiiiiiiiiiiiiiiiiiiiiiiiiiinieeeeennees 5
2.3 Industry Context, Competitors and Market POSItion .............cccevvvvviiiiiieeeeeeennn, 6
3. External and Internal Environment Analysis (Part A)..........ccovvvvevuiiiiiiieeeeeeeeeeiiinn, 6
3.1 Introduction to Strategic Environment ANalySiS........cccoevvvvviiiiiiiiiiie e, 6
3.2 External Environment Analysis (PESTEL) .....coovvviiiiiiiiiiieee e 8
3.2.1 Political and Legal FaCtOrS..........ccooiiiiiiiiieee 8
3.2.2 ECONOMIC FACIOIS ...ceviiiiiiiiee ettt e e e e e et e e e e e e e e eeannnnn s 8
I BB T Tl - LB e T (o ] PR 8
3.2.4 TechnologiCal FaCIOrS.........ccoiiiiiiiiiei e e 8
3.2.5 Environmental FaCtorS.........cooooieeeiiiie e, 9

3.3 Critical Success Factors and Strategic Challenges..........cccvvvviiiviieeeeieeiiiinnnnn. 9
3.3.1 Critical SUCCESS FACIOIS .....cceeeeeeeeeeeeee e, 9
3.3.2 StrategiC ChalleNgeS........coiiiieiiieeeei et e eeaanns 10

3.4 Internal Environment ANAIYSIS........coooieeieeeeeeeeeeeeeeee e 11
3.4.1 Tangible RESOUICES ........coooeiiieeeeee e 11
3.4.2 Intangible RESOUICES .......coooiiiiie 12
3.4.3 Strategic CapabilitieS ..o, 12
3.4.4 Core COMPELENCIES .....uuuuiiiieeeeeeeeeiiee e e e e e et s e e e e e e e e et e e e e e e e eeaeans 12

3.5 VRIO ANAIYSIS ...uiiii et 14
3.5.1 VRIO Framework AppliCation.............cccooeeeeiiiiiiiiiiiii e 14

3.6 The internal strength and competitive advantage of the company .................. 16
4. CSR and Sustainability ODJeCtiVES ..o, 18
4.1 CSR StrategiC AIGNMENT ........oooiiiiiiiii e 18
4.2 Sustainability Goals and KPIS. ... 19
5. Big Picture and Holistic Organisational perspective. ............ccccccuuemmmemimiiinmnnnnnnnnn. 20
5.1 Rationale Balanced Scorecard Framework. ...........cccooooiiiiiiiiiiiiiiieceeiinn 20
5.2 Apple Balanced Scorecard PerspectiVes ........ccocoevuuiiieiiiiiiiieeeeieeeeeee e 20
5.2.1 Financial PerspeCliVe.........cooiiiiiiii e 20
5.2.2 CUSIOMETr PEISPECHIVE .....uuniiiiiiie et e e e e e e eens 20
5.2.3 Internal Process PerspectiVe ........ccooooiviiiiieiiee 21
5.2.4 Perspective of Learning and Growth...........cccooeioii, 21



5.3 KPI Dashboard and Strategic Interpretation ............ccccoeviviiiiiiiiiineeeeeeeeeeinns 21

6. Strategic Choices and Implementation...................uueeiiiiiiiiiiiiiis 21
6.1 StrategiC ChoiCe RAtiONAIE..........ccooiiiiiiiiiiie e 21
6.2 Recommended StratediC ChOICE ............uuiiiiiii i 22

6.2.1 Al-Integrated Ecosystem Differentiation ..............cccoeeeviiiiiiiiiiiiiee e, 22
6.2.2 Monetisation of Services and Installed Base. .............cccccceviiiiiee, 22
6.2.3 Supply Chain DIVersifiCation .............cccoiiiieiiiiieiiiii e 22
6.3 Strategic Implementation Framework ...................ueeeiuiiiiiiiiiiiiiiiiiiiieens 22
6.4 Risks and Implementation BArriers ................uuuuuieiiimiiimiiiiiiiiiiiiiieiieeeeeeeeees 23

7. Strategic Analysis, Recommendations and conclusion. .............ccccceeveeviiiinieeeennnn. 24
7.1 StrategiC EVAIUATION .........uuuiiiiiiiiiiiiiiiiiiiiiii s 24
7.2 Prioritised Strategic RecommendationsS ............cooovviiiiiiiii e, 25
4 O30 ] Tox (1] 0] o 26

8. Reflective Account Using Kolb’s Experiential Learning Cycle ..............cccovvvvvnnnnn. 27
8.1 Introduction to Reflective Learning.........cccooeeevivviiiiiiiiiie e 27
8.2 CONCIete EXPEIENCE ....coeeeeeeeeeeeee e 27
8.3 Reflective ODSEIVALION .........ciii i 28
8.4 Abstract ConceptualiSatioN ..........coooeeeeiiii e 28
8.5 Active EXPErMENTALION .....cccoeeeieeeeeeeeeeeee e 29
8.6 Reflective CONCIUSION.........cooeiiieieiee e, 30

RETEIENCE. ... et 31



1. Introduction
Apple Inc. is in a highly innovative and strategically unstable global technology

environment where the ability to sustain competitive advantage hinges on the ability
to match internal capabilities with external forces. This report critically analyses the
strategic management of Apple in terms of its differentiation based on ecosystem,
innovation capabilities and sustainability agenda that underpin long term market
leadership. It uses major models PESTEL, VRIO, Balanced Scorecard, Porters
Generic Strategies, SWOT, and Ansoff Matrix to analyze how well Apple fits in its

environment, internal capabilities and implementation.

The report has two sections. Section 1 evaluates the organisational setting, external
and internal environment, CSR alignment, strategic decisions, and recommendations
of Apple, with a focus on the premium differentiation, ecosystem lock-in, service-based
recurrent revenue, and innovation-based resilience. One of the indicators of Apple
effectiveness is its fiscal 2025 revenue of 416.2 billion (Apple, 2025). In section 2, the
reflective cycle of Gibbs is used to analyze the research process.

2. Organisational Context and Overview

2.1 Company Background and Historical Evolution
Steve Jobs, Steve Wozniak and Ronald Wayne started Apple Inc. as a personal

computing company in 1976. Since its inception in the desktop computing sector,
Apple has strategically evolved into a consumer technology ecosystem that cuts
across smartphone, computing, wearables, cloud-based services and subscription-
based digital offerings. This change in history is a strategic one since it is a conscious
shift of product-based competition to value creation in the ecosystem. The launch of
the iPhone in 2007, the growth of new services after 2019, and the recent addition of
Apple Intelligence are key milestones that demonstrate cumulative capability building
that has now established the ecosystem lock-in and differentiation of premium (Apple,
2025; BrandHistories, 2026).



Apple Strategic Evolution Timeline
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Figure 2: Apple Historical Strategic Evolution

Source: Author-generated based on Apple corporate history and strategic analysis

The figure links Apple’s historical milestones to capability accumulation, showing how

long-term strategic investments shaped today’s competitive ecosystem advantage.

2.2 Mission, Vision and Business Model
The mission of Apple focuses on providing the best user experience, which is achieved

by a smooth combination of hardware, software, and services. Its business strategy is
strategically anchored on vertical integration, selling of high-quality devices, designing
its own chips, and recurring revenues in the form of cloud services, Apple Music, and
monetising its apps like iCloud. This flywheel model reinforces switching costs in that
the more Apple devices a customer is dependent on the ecosystem, the higher the
customer lifetime value (Advergize, 2026). This model has a strategic strength of
transforming innovation into recurrent monetisable relationships as opposed to one-

off transactions.

Table 1: Apple Business Model Components



Component Strategic Role Advantage Created

Hardware Premium ecosystem entry | Brand prestige
I0S/macOS Proprietary control Lock-in

Services Recurring revenue Margin growth

Apple Silicon Performance control Cost + innovation edge
Ecosystem interoperability | Cross-device value Switching cost

Source: Developed from Apple annual report and business model analysis sources.

2.3 Industry Context, Competitors and Market Position
Apple is in the international consumer electronics, software and digital ecosystem

sector where competition is tempered by rapid innovation cycles and intense platform
rivalry. It has Samsung, Microsoft, and Alphabet as its key rivals in device, productivity
ecosystem, and software/Al platforms, respectively. The strategic position of Apple is
unique as it does not compete as much on price and more on the richness of the
ecosystem, upscale branding, and customer loyalty. The fact that it is a market leader
in high-end smartphone products and has an impressive service growth portrays a
sustained differentiation-based advantage (Apple, 2025).

Table 2: Competitor Benchmark

Strategic Dimension Apple Samsung Microsoft

Core strength Ecosystem Hardware scale | Cloud ecosystem
Revenue logic Device + services | Volume SaaS + cloud
Lock-in Very high Moderate High

Pricing Premium Mixed Premium

3. External and Internal Environment Analysis (Part A)

3.1 Introduction to Strategic Environment Analysis
Strategic environment analysis plays a crucial role in evaluating the alignment of

internal strengths of an organisation with the external market realities. In the case of
Apple Inc., environmental scanning is especially critical because of its presence in a
dynamic global technology industry that is influenced by regulatory change, fast
innovation, geopolitical uncertainty, and sustainability pressures. The outside analysis

should be accompanied by the internal ability analysis to the strategic fit, when the
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opportunities and threats are compared with the unique resources of Apple (Johnson,
Scholes and Whittington, 2020).

Macro-environmental forces have the potential to rapidly remodel strategic priorities in
a firm reliant upon ecosystem integration, premium pricing and platform control. As an
example, the development of artificial intelligence, digital regulation, and
regionalisation of supply chains directly affect investment choices of Apple, the timing
of innovation, and the control of its ecosystem (Teece, 2018). As such, this paper will
critically analyze the main external forces that impacted the strategic resilience and

future competitiveness of Apple through PESTEL framework.
Apple Strategic Environment Scanning Logic
Macro Environment Signals

Political Economic Social Technological | Environmental Legal

Strategic Implications for Apple

Strategic Fit with Resources (VRIO)

Figure 3.1: Apple Strategic Environment Scanning Logic
Source: Author-generated based on strategic management framework design.

The figure shows how external scanning feeds directly into strategic fit analysis,

reinforcing the logic between PESTEL and the later VRIO assessment.



3.2 External Environment Analysis (PESTEL)

3.2.1 Political and Legal Factors
One of the greatest strategic risks that Apple is facing today is political and legal

pressures. The Digital Markets Act (DMA) of the EU and the more comprehensive
antitrust scrutiny of the exclusivity and control of the App Store and ecosystems that
Apple relies on as the core of its high-margin services framework is a challenge to the
company. This puts a strain on the need to re-architecture platform governance and
monetisation policies, which may diminish the revenue streams based on
commissions (Teece, 2018; Apple, 2026). Simultaneously, geopolitical tensions
between the US and China and uncertainty over tariffs are ever-increasing, further
diversifying the production of Apple products to India and Vietnam, redefining supply
chain strategy.

3.2.2 Economic Factors
Economically, inflation, exchange-rate volatility and reduced replacement cycles of

premium devices are a threat to the demand of premium devices, especially in
emerging markets. Nonetheless, brand equity and existing base of more than 2 billion
of active devices enhance the resilience of Apple to macroeconomic shocks since
customers feel increased switching costs and greater lifecycle value (Aaker, 1996;
Apple, 2026).

3.2.3 Social Factors

Social trends are very favourable to the strategic positioning of Apple. The increasing
consumer interest in privacy, digital wellbeing, and trusted ecosystem experiences are
much closer to a privacy-focused brand promise by Apple. This social legitimacy
enhances customer loyalty and helps in premium pricing both hardware and services

markets.

3.2.4 Technological Factors
The most decisive external force that is strategic is technological disruption. The

acceleration race of Al in the world, especially led by Microsoft and Google, has
elevated Apple Intelligence to strategic necessity and not a luxury innovation. The
decision to focus on privacy-first on-device Al helps Apple to maintain brand
consistency, yet slower adoption poses the risk of being seen as slow in moving

towards Al ecosystems (Maslej et al., 2025; Apple Intelligence, 2026).



3.2.5 Environmental Factors
The expectations of sustainability are still influencing the supplier governance, product

design and the circular economy strategy of Apple. The concept of carbon neutrality
and the inclusion of recycled materials has now been directly associated with the

reputation, investor trust, and compliance with the regulations.

Table 3.1: Apple PESTEL Impact Matrix

PESTEL factor Key issue Strategic implication ‘
Political US—China tension Supply chain diversification
Economic Inflation Upgrade cycle pressure
Social Privacy expectations | Brand trust advantage
Technological | Al acceleration Innovation urgency
Environmental | Carbon neutrality Supplier redesign

Legal DMA / antitrust Services margin risk

Source: Author-developed from Apple investor updates and strategic literature.
The matrix converts broad macro-environmental forces into direct strategic
consequences, making it easier to justify Apple’s later strategic choices and

implementation priorities.

3.3 Critical Success Factors and Strategic Challenges

3.3.1 Critical Success Factors
In the case of Apple, a few key success factors (CSFs) are critical to long-term

strategic success, which directly support differentiation and profitability. Ecosystem
lock-in is the most influential, as a perfect interoperability between iPhone, Mac,
Watch, AirPods, iCloud, and App Store services makes switching costs high and the
customer lifetime value high. This ecosystem coherence enhances cross-selling
efficiency and retention efficiency, as far as strategic capability is concerned (Barney,
1991).

A second key success factor is a speed of innovation and architectural consistency.
Apple should constantly incorporate the new technologies, particularly Al, silicon
design, and spatial computing, without sacrificing privacy, high-quality user
experience, and platform stability. It is not just the first to launch features, but to make

them useful in the ecosystem in a better way than competitors (Teece, 2018).



Third, supply chain resilience has turned into a strategic necessity. The China + 1
manufacturing strategy to India and Vietnam indicates that Apple had to maintain
production continuity due to geopolitical and advanced-node semiconductor
limitations. The recent Al-induced shortages of chips have enhanced this reliance on

the strong supplier coordination.

3.3.2 Strategic Challenges
Apple has a number of structural strategic challenges in spite of its strengths. The first

is the Al execution pressure, which is the most urgent. Although the privacy-first, on-
device Al model used by Apple builds trust, the slowness of Siri upgrades as well as
the slower visible rollout than Microsoft Copilot or Google Gemini presents a threat of

innovation perception lag.

A second threat is openness pressure of regulatory ecosystem. Commission
protection in App Store and antitrust scrutiny can dilute the DMA compliance and
control over default ecosystem pathways and directly jeopardize the growth of high-

margin services.

The third difficulty is saturation in the premium market. The longer replacement cycles
of smartphones, the more Apple should depend on services addition, Al-driven
upgrades, and wearables to keep the growth trend.

Table 3.2: Critical Success Factors vs Strategic Challenges

Dimension Critical Success Factor Strategic Challenge

Ecosystem | Seamless lock-in Forced ecosystem openness

Innovation Al + silicon integration | Siri / Al rollout delays

Supply chain | China+1 resilience Advanced-node constraints
Growth Services expansion Slower device refresh cycles
Brand Privacy-led trust Higher Al expectations

Source: Author-developed from Apple strategic analysis, RBV literature, and current

market developments.

This table contrasts the exact factors that sustain Apple’s advantage against the
emerging frictions that may erode it, making the transition to internal capability analysis

more logically grounded.
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Strategic Challenge Severity Assessment
Apple Inc.

Regulatory Risk

Supply Chain Degpendency

ecytion Pressure

Premium Market gaturation

Innovation Perception Lag

Figure 3.2: Apple Strategic Challenge Severity Radar

Source: Author-generated based on Section 3.3 strategic challenge evaluation.

The radar chart visually prioritises the strategic challenges most likely to affect Apple’s
future competitive advantage, especially Al delivery and regulatory openness

pressure.

3.4 Internal Environment Analysis

3.4.1 Tangible Resources
The tangible resource base of Apple is strategically strong as it facilitates the scale of

operation and continuity of innovation. The financial strength of the company, high-
level international retail infrastructure, and ownership of semiconductor factories via
its strategic foundry alliances and logistic coordination globally provide it with a solid

base of delivering premium products. Above all, the active installed base of Apple has
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now surpassed 2.5 billion devices, which is not only a sales metric, but also a
monetisable ecosystem infrastructure to facilitate the growth of services and upgrade

continuity.

The other important physical strength is the vertically integrated hardware stack of
Apple Silicon that enhances the control of costs, optimisation of devices and Al
workload efficiency. This enables Apple to lessen reliance to suppliers at the

architecture stage and hastens product performance cycles.

3.4.2 Intangible Resources
The most strategically important resources in Apple are intangible ones. These

comprise its brand equity that is globally dominant, its reputation that focuses on
privacy, patents, its software ecosystem, and customer trust. The resource-based view
suggests that such intangible assets can be more valuable since they can hardly be

duplicated by the competitors (Barney, 1991).

The ecosystem of i0OSiOS-macOS is a strategic asset in itself as it entails user
routines, subscriptions, cross-device workflows, and cloud storage. This generates
behaviour switching costs, which are not at the physical device level. The privacy-first
stance of Apple also enhances the legitimacy with high-end consumers and enterprise

users.

3.4.3 Strategic Capabilities
More than resources, the real internal strength of Apple is its abilities to turn assets

into strategic results. Ecosystem orchestration, or the capacity to coordinate hardware,
software, services, and chip design into a single effortless experience is the strongest

capability. This helps in cross-selling, retention and margin expansion.

The second key strength is services monetisation, in which Apple transforms installed-
base loyalty into recurring revenue (iCloud+, Apple Music, App Store, AppleCare, and
payments) into revenue. This ability has gained greater significance due to the

increased hardware replacement cycles (Teece, 2018).

3.4.4 Core Competencies
The above resources and capabilities are combined to form the core competencies of

Apple. These include:

. Premium ecosystem design

. Vertical innovation control
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. Privacy-led trust architecture

. Commercialisation of custom silicon in a short time.

. Smooth multi-device user experience.

These strengths give the reason why Apple has not attained a product level

competitive advantage but a system level one.

Table 3.3: Apple Resource and Capability Map

Internal element

2.5B active devices

Type
Tangible ecosystem base

Strategic contribution

Services monetisation

Brand equity Intangible Premium pricing
Apple Silicon Capability Innovation control
Privacy reputation Intangible Trust differentiation

Ecosystem orchestration

Core competency

Switching cost

Source:

Author-developed from RBV

theory and

Apple investor updates

The table shows how Apple converts individual resources into integrated capabilities,

creating a strong bridge toward sustained competitive advantage analysis in VRIO.
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Apple Inc. Capability Ecosystem Wheel

[2.585&\/@ Devices]

Apple Siiicon

Sustained
Competitive
Advantage

[Services M‘&ne\tisation]

Privaty Trust

Figure 3.3: Apple Internal Capability Ecosystem Wheel
Source: Author-generated based on Apple internal resource analysis.
The ecosystem wheel visually demonstrates that Apple’s internal strengths are

mutually reinforcing, making its competitive advantage systemic rather than isolated.

3.5 VRIO Analysis

3.5.1 VRIO Framework Application
The VRIO framework evaluates whether major resources and capabilities of Apple Inc.

create temporary advantage, competitive parity or sustained competitive advantage.
The resource-based view asserts that a resource should be valuable, rare, hard to
imitate, as well as organisationally embedded to provide long-term advantage (Barney,
1991).
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The greatest VRIO capability of Apple is the ecosystem integration architecture. The
interoperability between iPhone, Mac, Apple Watch, AirPods, iCloud, App Store, and
Apple Intelligence is seamless, which provides high switching costs, recurring
revenue, and user continuity. This is a capability that is hard to duplicate at scale, very

unique, and ingrained in Apple design and governance structures.

Another strategic resource is Apple Silicon. Although high value and relatively
uncommon, custom chip design is becoming reproducible with competitors like

Microsoft, Google and Qualcomm investing in similar technologies.

Also, Apple brand equity and privacy image qualify as VRIO, which is established
throughout decades of trust, premium experience, and ethical placement of data and
is hard to replicate (Aaker, 1996).3.5.2 Sustained Competitive Advantage
Interpretation

The VRIO analysis suggests that there is no single gadget that helps Apple to have a
true sustained competitive advantage, but rather the organisational system of
ecosystem design and brand trust, installed-base monetisation, and silicon

optimisation.

Other assets like flag ship hardware design might be a one time source of
differentiation, since the competitors will eventually be able to reduce the performance
gaps. But more profound organisational routines linking hardware, software, privacy,

and services make long-term defensibility.

This difference is strategically significant as it proves that Apple has a strategic
advantage in its architecture and systemic nature, which is more difficult to destroy
than product-level excellence. Thus, the strategic choices to be made in the future
must focus on strengthening the depth of the ecosystem and Al-driven interoperability

instead of just enhancing the performance of individual hardware.

Table 3.4: Apple VRIO Matrix

Resource / Valuable Rare Inimitable Organised Strategic outcome
capability

Ecosystem v v v v Sustained advantage
integration

15



Brand equity v v v v Sustained advantage

Apple Silicon v v [ ) v Strong temporary
advantage

Retail network v v Competitive parity

Privacy v v Sustained advantage

reputation

Source: Adapted from Barney (1991) and Apple internal capability analysis.

The matrix confirms that Apple’s strongest defensible advantages lie in ecosystem

depth, brand trust, and privacy legitimacy rather than isolated hardware features.

( CORE
&)/ compeTENCIES

o\
@ CAPABILITIES -

SUSTAINED
COMPETITIVE
ADVANTAGE

/4
y/ Privacy-led
/ User Experience

Al-enabled \
Interoperability \
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Integration

o}

Services \
Monetisation

‘ Brand Equity \

Figure 3.4: Apple VRIO Capability Pyramid

Source: Author-generated from VRIO framework application.

The pyramid shows how Apple converts its lower level resources into higher-order

competences that help it to maintain strategic advantage.

3.6 The internal strength and competitive advantage of the company
Both the internal and VRIO analysis indicate that Apple Inc is not dependent on

product excellence but on internal capabilities in converting internal strengths into
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customer lock-in, margin resilience, and strategic agility. Its highly-defensible
competitive position is built by its vertically-integrated ecosystem, which consists of
hardware, software, and services, that generate a high switching cost and user
continuity (Barney, 1991, Teece, 2018).

One of the strengths is that Apple has an installed base of more than 2.5 billion active
devices that serves as a channel of distribution of recurring services, Al upgrades,
cloud storage, and ecosystem growth. This transforms every sale of products into
long-term monetisation, which enhances services flywheel and stabilises revenues.
The services yield more than 109 billion dollars every year and have margins of more
than 75 percent, which supports the profitability moat of Apple.

Apple Silicon integration is another strength that enhances performance, cost-
efficiency, battery life and on-device Al. The ability to control chip, software, and

hardware alignment speeds up innovation.

Lastly, Apple brand equity and privacy trust contributes to high prices, particularly with
the increasing concern of data governance in the Al era (Aaker, 1996).

These strengths in combination form four direct sources of competitive advantage:

1 Higher switching costs

2 Recurring high margin services revenue.
3. Premium price defence
4

Increased ecosystem-wide innovation diffusion.

Thus, the competitive advantage of Apple can be best characterized as an ecosystem

flywheel with one internal strength building upon another layer of value creation.

Table 3.5: Internal Strength — Competitive Advantage — Strategic Outcome

Internal strength Competitive advantage created Strategic outcome

2.5B active devices Distribution leverage Services growth stability
Ecosystem integration | High switching cost Retention + cross-sell
Apple Silicon Performance + cost edge Margin resilience

Brand & privacy trust | Premium price defence Profitability moat
Services monetisation | Recurring revenue Lower cycle volatility

17



Source: Author-developed from Apple strategic performance evidence and RBV theory.
The table explicitly shows how Apple’s internal strengths are transformed into market-

level outcomes, making the logic of competitive advantage highly visible.

Services
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Figure 3.5: Apple Competitive Advantage Flywheel

Source: Author-developed from Apple strategic performance evidence and RBV

theory.

The flywheel visual explains how Apple’s internal strengths continuously reinforce one

another, turning resource advantages into compounding strategic performance.

4. CSR and Sustainability Objectives

4.1 CSR Strategic Alignment
Corporate social responsibility (CSR) is not a marginal philanthropic endeavor at

Apple, but rather it is a strategic basis of the company, governance of supply chain,
product design and stakeholder legitimacy model. Strategically, Apple aligns CSR with
its high-end differentiation approach by protecting privacy, sourcing ethically,
managing labour, designing circles, and innovating carbon-neutral. This is a sign of
the contemporary perception that CSR is a direct contributor of competitive legitimacy,

reputation protection and long-term value creation (Porter and Kramer, 2006).
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There is a specific alignment of the sustainability commitments of Apple with its brand
promise based on the ecosystem. Its Al-based privacy-first design, recycled materials
initiative, and renewable supplier energy programme all build on the trust and high-
quality reputation that is already at the core of the Apple brand. This integration
enables CSR to enhance stakeholder confidence and differentiation advantage as

opposed to merely meeting compliance requirements.

4.2 Sustainability Goals and KPls.
The sustainability agenda of Apple is based on Apple 2030, which is a science-based

pledge to achieve carbon neutrality in all its value chain by 2030. The company has
already cut global greenhouse gas emissions by more than 60 percent compared to
2015, and it is continuing to grow devices and services. In 2024, suppliers prevented
21.8 million metric tons of CO 2e, 24% of product materials were recycled or made out
of renewable materials, and supplier sites diverted 3.6 million metric tons of waste to
landfills.

These objectives serve three competitive objectives, which are strategic:

1. Reduced regulatory risk in the long run.
2. Greater attractiveness of ESG investors.
3. Brand reinforcement of premium consumers who are environmentally

conscious.

Table 4.1: Apple Sustainability KPI Dashboard

KPI 2024/25 Progress Strategic significance

Emissions reduction 60%+ vs 2015 | Regulatory and reputational
baseline resilience

Supplier renewable | 17.8 GW online Supply chain decarbonisation

electricity

Recycled/renewable 24% of shipped | Circular design credibility

materials materials

Waste diverted 3.6M metric tons Operational efficiency

Water savings 14B gallons in 2024 | Resource stewardship

legitimacy
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Source: Developed from Apple Environmental Progress Report 2025
The KPI dashboard shows that Apple has a measurable, strategically embedded, and

operationally and reputational performance-based CSR agenda.

5. Big Picture and Holistic Organisational perspective.

5.1 Rationale Balanced Scorecard Framework.
The Balanced Scorecard (BSC) is a holistic and detailed strategic control system that

converts the general strategic goals into performance measurements in interrelated
organisational dimensions. In the case of Apple, this framework is especially
appropriate since the competitive advantage of the company relies on the alignment
of the financial performance, loyalty to the ecosystem, innovation processes, the
sustainability goals, and organisational learning. Instead of concentrating on revenue
expansion, the BSC allows Apple to track the effectiveness of its ecosystem-driven

differentiation strategy in the entire value chain (Kaplan and Norton, 1992).

The scorecard is strategically useful in the case of Apple as the four perspectives are
causally interconnected: better learning capabilities in Al and silicon design can lead
to better internal processes, which in turn can result in customer trust and retention
and, consequently, strengthen financial performance. The BSC is very relevant in this

causal logic to assess the sustainability of the strategic advantage of Apple.

5.2 Apple Balanced Scorecard Perspectives

5.2.1 Financial Perspective
The financial approach is about the capacity of Apple to maintain high profitability and

repeat revenue growth. The main indicators are the growth in services revenue, the
stability of the gross margin, the free cash flow, and the upgrade conversion rates with
Al. Such KPIs are strategically significant as the ability of Apple to monetise its
installed base to grow its business increasingly relies not on the new hardware cycles
only (Apple, 2026).

5.2.2 Customer Perspective
On the customer side, Apple has to track ecosystem retention, Net Promoter Score

(NPS), perception of privacy trust, and adoption rates of multi-device. These measures
indicate the intensity of switching costs and emotional validity of the Apple brand.
Customer loyalty is core since it transforms integration of the ecosystem into long-term

monetisation.
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5.2.3 Internal Process Perspective
This viewpoint embodies the effectiveness of the strategic engine of the Apple

differentiation. The most important indicators are Apple Silicon release cycle
performance, diversification of supply chain progress, milestones on carbon neutrality,
governance on App Store compliance, and speed of Al feature deployment. Such
indicators are the direct indication of the operating capacity of Apple to maintain

strategic consistency.

5.2.4 Perspective of Learning and Growth.
The ability to refresh knowledge and talent is the key to Apple resilience in the long

term. Thus, strategic KPIs are R&D intensity, retention of Al engineering talent,
development of privacy design capability, and speed of innovation commercialisation.
It is this learning layer that will underpin future ecosystem benefit (Kaplan and Norton,
1996).

5.3 KPI Dashboard and Strategic Interpretation
Table 5.1: Apple Balanced Scorecard KPI Dashboard

Perspective KPI Strategic purpose

Financial Services revenue growth Installed-base monetisation
Financial Gross margin Premium moat defence
Customer Ecosystem retention rate Switching cost strength
Customer Privacy trust index Brand legitimacy

Internal process Al feature rollout speed Innovation responsiveness

Internal process Carbon neutrality milestone % | ESG execution

Learning & growth | R&D intensity Future innovation pipeline

Learning & growth | Al talent retention Capability sustainability

Source: Author-developed from Balanced Scorecard theory and Apple strategic
priorities.
The KPI dashboard demonstrates how Apple’s strategic success is measured across

short-term financial performance and long-term capability development.

6. Strategic Choices and Implementation

6.1 Strategic Choice Rationale
According to the PESTEL, VRIO, competitive advantage, CSR, and Balanced

Scorecard analyses, the best strategic path that Apple should take is the Al-integrated
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ecosystem differentiation with services monetisation and supply-chain resilience. This
option provides the best strategic fit since it utilises the strengths of Apple VRIO-
qualified, namely, the integration of the eco-system, privacy trust, Apple Silicon, and
installed-base monetisation, and directly responds to the external threats outlined in
Sections 3.2 and 3.3, especially Al competition, regulatory openness, and geopolitical

supply risk (Barney, 1991; Te

Other variants like forceful price-based growth or pure hardware-volume development
would undermine the premium moat of Apple and go against its brand architecture.
Thus, the suggested plan should maintain the distinction but enhance the use of the

ecosystem.

6.2 Recommended Strategic Choice

6.2.1 Al-Integrated Ecosystem Differentiation
The first strategic option is to incorporate Apple Intelligence as a multi-device layer

that is smooth across iPhone, Mac, iPad, Watch, and Vision products and services. It
is not just the feature competition, but the goal is to establish privacy-led Al
interoperability that is not easily copied by the competitors. This enhances switching
cost, user productivity and a perceived ecosystem intelligence.

6.2.2 Monetisation of Services and Installed Base.
The second pillar of the strategy is to prioritize the monetisation of the installed base

with Al-enhanced subscriptions, higher tiers of iCloud and developer ecosystem
offerings and enterprise productivity integrations. This helps directly in margin
resilience and decreases reliance on slower hardware replacement cycles (Apple,
2026).

6.2.3 Supply Chain Diversification
Continued China+1 manufacturing diversification, especially in India and Vietnam is

the third strategic option. This minimizes the geopolitical concentration risk and

enhances the regulatory flexibility and continuity of production in the long term.

6.3 Strategic Implementation Framework
It should be implemented in three stages.

Phase 1. Capability Alignment (0 -6 months)

. Engineering talent growth of Al.

. Privacy architecture reinforcement

22



. Chip—software coordination

. Supplier transition contracts

Phase 2: Ecosystem Rollout (6-18 months)

. Al-native Siri relaunch
. Cross-device productivity workflows
. High-quality Al services packages.

. App Store developer Al toolkit.

Phase 3: Scale and Optimisation (18-36 months)

. Expansion of enterprise Al ecosystem.

. Installed-base monetisation acceleration
. Optimisation of supply chain risks.

. Scorecard KPI review

Implementation of leadership should be aligned in the form of cross-functional
ecosystem governance, which involves hardware, software, services, legal, and

sustainability teams.

6.4 Risks and Implementation Barriers
The key implementation risks are:

. Slow adoption of Al by consumers.

. Privacy backlash in case implementation seems unsteady.
. Regulatory limits to ecosystem bundles.

. Semiconductor bottlenecks

. Slow supplier relocation implementation.

. High Al talent competition

These obstacles demand strict milestone control and review controls in terms of

scorecards.

Table 6.1: Strategic Implementation Milestone Framework

Timeline Key milestone Success KPI
Capability 0-6 months | Al i supplier | Al talent retention
alignment readiness
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Ecosystem rollout | 6-18 months | Siri + Al workflows Feature adoption
rate
Scale optimisation | 18-36 Services monetization | Al subscription
months growth

Source: Author-developed from Apple strategic fit and BSC integration.

The milestone framework converts the strategic recommendation into a measurable

implementation pathway with clear execution checkpoints.

Phase 1: Capability Alignment Phase 2: Ecosystem Rollout Phase 3: Scale Optimisation
0-6 Months 6-18 Months 18-36 Months

- » )
. @ Al Talent Acquisition & Upskilling . ° Siri Relaunch Launch ® @ Global Al Services Growth
. o Siri Relaunch Preparation ) * IS8 Premium Al Subscriptions ) . '.:*\‘ B2B Enterprise Integration »
O iti in Diversificati U . Optimized Supply Ch
Q':: Initial Supply Chain Diversification e Enterprise Expansion c;':; ptimized Supply Chain
. ". Supply Chain Transition . }l Advanced Al Capabilities Sustained Ecosystem
M ull Leadership

Figure 6.1: Apple Strategic Change Roadmap

Source: Author-generated from Section 6 implementation framework.

The roadmap image explains why the strategic decisions of Apple need to be
implemented in sequential order with time, to create as much feasibility as possible

and as little implementation risk as possible.

7. Strategic Analysis, Recommendations and conclusion.

7.1 Strategic Evaluation
The suggested plan of Al-based ecosystem differentiation with services growth and

diversification of supply-chain is strategically robust since it shows high suitability,

viability, and acceptability.

The strategy is suitably aligned to the external threats that have been identified in the

PESTEL analysis and strategic challenge analysis, especially competition in Al,
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regulatory openness, and saturation of the hardware cycle. Recent market
commentary also indicates that the safe Al strategy used by Apple could start to pay
off by 2026 as Siri continues to upgrade, devices-level Al implementation, and

integration of services enhance the value of the ecosystem.

Feasibility wise, the plan is very realistic since it uses the current VRIO strengths of
Apple: lock-in in the ecosystem, Apple Silicon, privacy trust and 2.5B+ installed base.
These resources that are already in place lower the uncertainty of executing as

opposed to venturing into other markets that are unrelated (Barney, 1991).

In terms of acceptability, the strategic direction is similar to the expectations of
shareholders to stay afloat on the margin, growth in recurring services, and reduced
geopolitical concentration risk. The good services economics and disciplined
allocation of Al capital further enhances investor confidence in the suggested pathway

at Apple.

7.2 Prioritised Strategic Recommendations
According to the analysis, the following strategic urgency recommendations are

classified as follows:
Priority 1. Make Al-Native Siri and Cross-Device Intelligence Accelerated.

The focus of Apple should be on the quick implementation of a full task-performing Siri
layer across iPhone, Mac, Watch, Vision and enterprise workflows. This
recommendation is the most urgent as the current reputational and ecosystem risk is

the greatest due to Al perception lag.
Priority 2: Develop Al-Enhanced High-Margin Services.

Apple needs to create high-quality Al subscriptions in:

. iCloud+

. Health+

. Productivity workflows

. Developer APIs

. Enterprise ecosystem tools

This suggestion enhances recurring revenue and less dependence on hardware.
Priority 3: Enhance Supply Chain Regional Diversification.
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Diversification of manufacturing in India, Vietnam, and other ASEAN nodes, should

further minimize geopolitical and advanced-chip bottleneck exposure.

Table 7.1: Strategic Recommendation Priority Matrix

Recommendation Strategic impact Feasibility Priority
Al-enhanced services bundles High Very high | 2
Supply chain regionalization High Medium 3
New hardware adjacency expansion | Medium Medium | 4

Source: Author-developed from SAF evaluation and Apple 2026 market
developments.
The priority matrix helps convert multiple strategic options into an executive decision

hierarchy, making the final recommendations highly actionable.

7.3 Conclusion
To sum up, Apple has not been competitive in the short term due to its isolated

hardware leadership, but because of its capacity to build on the intelligence of its
ecosystem, privacy-led trust, and monetisation of the installed base. The external and
internal analyses of the report showed that Apple is still in a good strategic position,
but competes decisively with Al, open regulatory environment, and declining hardware

replacement cycles.

The suggested direction of Al-integrated ecosystem differentiation, services-based
monetisation, and supply-chain resilience provides the best strategic fit since it utilises
the already-qualified capabilities of Apple in VRIO and responds directly to the most
critical environmental risks. When properly adopted following the staged roadmap and
Balanced Scorecard controls, this strategy will probably further support Apple in
developing a sustainable competitive advantage, ESG legitimacy, and shareholder

value creation.

This last strategic direction is particularly timely because the 2026 Al roadmap of Apple

is progressively becoming the core of the ecosystem leadership and investor trust.
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8. Reflective Account Using Kolb’s Experiential Learning Cycle

8.1 Introduction to Reflective Learning
Postgraduate strategic management is an essential aspect that involves reflective

learning as it helps to translate theoretical analysis into professional development. In
this evaluation, the Experiential Learning Cycle by Kolb has been chosen as the most
appropriate reflective model since it focuses on experience learning, critical
observation, conceptual learning, and experimentation in the future (Kolb, 1984). The
research and analysis of the strategic position of Apple enabled me to go beyond mere
application of the frameworks and have more robust judgement in evidence selection,
synthesis of strategic thinking, and implementation. This reflection is about how the
experience of writing the strategic report has helped me to grow as a future

management professional.

Concrete
experience

Active Reflective
experimentation observation

Abstract
conceptualisation

8.2 Concrete Experience
The learning process was initiated by the choice of Apple as the organisation to

analyse strategically. This offered a very topical and demanding context due to Apple
being a company that is rapidly changing in the global environment through artificial

intelligence, competition in an ecosystem, regulation, sustainability expectations, and
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uncertainty in the supply chain. The practice entailed the analysis of academic strategy

theories and annual reports, sustainability disclosures, and existing market evidence.

The most feasible aspect of the experience was to use various frameworks, PESTEL,
VRIO, Balanced Scorecard, CSR analysis and strategy implementation planning to
one integrated business case. Initially, much information was present on Apple, and it
was challenging to determine which information was strategically relevant. This made
me concentrate on the distinction between descriptive information and strategic
evidence that is relevant to decision-making, which proved to be a very useful learning

experience.

8.3 Reflective Observation
Reflectively, | have come to understand that the best thing I did in my work was the

capacity to develop a logical flow between the environment analysis and strategic
recommendations. | could not work with frameworks on a case-by-case basis, but
instead, | could relate the PESTEL results to VRIO strengths and translate them into
Balanced Scorecard controls and implementation milestones. This made me
appreciate the fact that strategic management requires integration and sequencing of
analytical tools to be effective.

One of the challenges was in assessing the Al direction of Apple. Various sources had
opposing arguments, with some saying that Apple was falling behind its rivals, and
others that its privacy-first ecosystem model could generate greater long-term value.
This paradox enhanced my critical thinking since it demanded further comparison of
the credibility of the sources, the relevance of the strategies, and the implications in
the long term. | was able to learn that strategic decisions can be made with ambiguity,
when there is no certainty.

The other lesson that | learned was the realisation that Apple is not competitive based
on individual products but rather the ecosystem that brings switching costs, trust and

recurring revenue together.

8.4 Abstract Conceptualisation
This step made me build a more sophisticated knowledge of the collaboration of

strategic frameworks. | came to know that external analysis is not enough, unless it is

coupled with internal capabilities and implementation systems. The synthesis of
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PESTEL,VRIO,Balanced Scorecard and strategic implementation made me have a

better understanding of strategic fit and sustainable competitive advantage.

One such important conceptual understanding was the realization of how CSR and
sustainability goals can directly support competitive strategy. The privacy-focused Al
design and carbon-neutral supply chain commitments, as well as governance of
suppliers, showed that the legitimacy and the trust of stakeholders are now strategic
resources instead of the marginal ethical issues. This transformed my thinking about
strategy to be more of a short-term profitability based view to a long-term value

creation one.

Table 8.1: Kolb Reflective Learning Summary

Kolb stage Key learning from the Apple report Professional value
gained

Concrete experience | Applied multiple strategic | Better evidence filtering
frameworks to one case

Reflective Managed contradictory Al | Stronger judgement

observation evidence under ambiguity

Abstract Connected strategy, CSR, and | Systems thinking

conceptualisation implementation capability

Active Planned future use in | Transferable

experimentation banking/consultancy managerial skill

Source: Author-developed from reflective learning synthesis.

The table lists the contribution made by each step in the cycle of Kolb to academic

learning and future development of professional capability.

8.5 Active Experimentation
The experience will have a powerful impact on my future academic and professional

strategic work. | will apply a more elaborate evidence-screening process in future
projects, as | will be less likely to choose frameworks without a better fit between the

environmental concerns, internal resources, and the possibility of implementation.

This learning can also be very transferred to my future career as a banker, consultant,
or strategic leader. To illustrate, in my future work in the financial sector, including my

internship, | will be able to use the same logic to assess the digital transformation,
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customer retention, ESG performance, and strategic service innovation. The
possibility to convert analysis into quantifiable KPIs and implementation stages is

particularly useful in the managerial decision-making.

Above all, triangulation of conflicting market assertions by more substantial academic

and official evidence will enhance my future work.

8.6 Reflective Conclusion
To sum up, the use of Kolb Experiential Learning Cycle on this assessment helped me

to become a more effective strategic thinker, evidence-based judge, and integrator of
a framework. The experience enabled me to go beyond theory memorisation and to
thinking practically as a manager and apply the same in the future. Consequently, |
am now more confident to approach complex strategic issues both in academic and

real-life organisational settings.
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