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Introduction
The following report will provide a strategic analysis of Google Inc. The analysis will depict how the company has addressed central issues and obtained a competitive advantage by applying different strategic management methods. Various models and theoretical frameworks will be applied throughout the report. The macro and micro environmental analysis of Google will be conducted. Internal analysis of the company will also be performed through the application of relevant theoretical tools. In addition to this, the company’s strategies for competitive advantage and key growth strategies will be discussed in the report. Google Inc’s green strategy and CSR policy will also be highlighted to demonstrate the company’s commitment to environmental sustainability. Lastly, recommendations will be provided based on the analysis of Google Inc’s activities and the impact of different forces on its operations. 
Background
Google Inc. is an American search engine company established by Sergey Brin and Larry Page in 1998 (Hall et al., 2023). Google Inc. is a subsidiary of Alphabet Inc. Google currently owns more than 70% of the global online search requests (Hall et al., 2023). Undoubtedly, almost everyone is familiar with Google as one of the most prominent search engine companies. The headquarters of Google Inc. are located in California. 


Figure 1 Google (Google,  2023)
As a search engine, Google helps users to search for relevant information on the Internet based on an image or word search (Schmidt, 2019). Many people now use the term ‘googling’ to indicate searching for content online due to the immense popularity of Google. A major chunk of Google’s revenue is associated with online searches and advertisements that are displayed on the web pages (Schmidt, 2019). Google’s Gmail was the most-used email server, and Android was the most-used operating system in the world in 2018 (Schmidt, 2019). Over the years, Google has diversified its portfolio by introducing a wide range of products and services to meet the needs of service users across the world. 
As presented in the below figure, Alphated was operating with 190,234 full-time workers in 2022 (Bianchi, 2023).. These figures were reported as Google Inc’s employees until 2015 (Bianchi, 2023). In October 2015, Alphabet was founded through Google’s corporate restructuring. Alphabet is now recognised as Google’s parent company along with its previous subsidiaries, including Sidewalk Labs, X, Calico and Capital G. 

Figure 2 Google employee (Bianchi, 2023)
Google’s financial position has improved over the years. As shown in the figure below, Google’s revenue was more than $74.3 billion in the second quarter of 2023, jumping from $69.1 billion in the same period of 2022 (Bianchi, 2023). Google has also recorded its all-time highest value by obtaining an annual revenue of over $279.8 billion in 2022 (Bianchi, 2023). The revenues are mostly powered by marketing and the network of Google.  

Figure 3 Google's revenue (Bianchi, 2023)
Mission and Objectives
Google's mission is to organise global information and make it useful and accessible for all people in the world (Google, 2023). The company's vision is to ensure that global information is available to people in just one click. 
Google's mission and vision statements indicate the company's commitment to connecting the world through the internet by making information more easily accessible to people across the globe regardless of their geographic location. 
Macro-Environment Analysis
The macro environmental analysis of Google Inc. will help in determining the impact of external environmental forces on the company's performance. The macro environment of Google Inc. will be analysed using PESTEL analysis. 
PESTEL Analysis
A PESTEL analysis will be applied to understand the impact of political, economic, social, technological, environmental and legal forces on the performance of Google Inc (Grab et al., 2018). 


Figure 4 PESTEL analysis (Grab et al., 2018)
Political
The global political environment has shown conflicting situations in recent years. From the Russia-Ukraine war to increasing tension between the United States and China and emerging conflicts between different economies, the situation only leads to more restrictions and policies for businesses. Carnegie Corporation of New York (2023) has highlighted some of the potential political problems that can impact business performance in the present year. According to Carnegie Corporation of New York (2023), China’s coercive pressure towards Taiwan is likely to increase, the conflict in Ukraine due to Russia’s attack can potentially escalate, and a highly disruptive cyberattack can threaten the critical infrastructure of the United States. In addition to this, as an international company, Google has to comply with the policies and regulations of different countries. For example, Google had to suspend its operations in China due to the country’s censorship policy on the Internet (Waddel, 2016). 
Economy
Economically, situations are not in favour of Google Inc. The global inflation rate is predicted to increase by 6.9% in 2023 (Liuima, 2023). However, the rate will reduce to a moderate level of 4.4% in 2024. Nonetheless, price growth will slow down due to slower economic development but improvements in supply chain and product prices (Liuima, 2023). Global growth is predicted to decline from 3.5% in 2022 to 3% in 2023 and 2023 (International Monetary Fund, 2022). Economic activities are likely to suffer due to an increase in central bank policy rates to combat inflation. 
Social 
Social factors are depicting positive trends for the future growth of Google Inc. People rely more on the internet and search engines with the passing years, showing a positive route for Google’s future growth. In April 2023, global internet users amounted to 64.6% of the world population, comprising 5.18 billion users (Petrosyan, 2023). As shown in the below figure, out of 5.18 billion users, 4.8 billion internet users are using social media. 


Figure 5 Global internet users (Petrosyan, 2023)
Google has become a go-to search engine for people, which explains why most people use the term ‘googling’ to indicate that they are searching for something on the internet. Google has obtained almost 4.3 billion users worldwide, comprising a market share of 92.24% globally. In this context, Kunst (2019) also identified that customers like using Google and a majority of people consider Google an important part of their lives.
Technological
Technological advancements and artificial intelligence can positively influence Google’s services. According to Malik (2014), search engines are important for people because they make it possible for people to find information on the internet using relevant details. Google has efficiently used technology to create a search engine that caters to the demands of service users across the world. However, the new chatbot software is giving tough competition to Google by offering a more personalised experience to service users based on their unique queries. Even though Chatgpt is currently dependent on search engines to access service users, the rapid development of artificial intelligence can become a threat to Google. 
Environmental
Dwivedi et al. (2022) have stated that technology can play an important role in mitigating the adverse impacts of climate change. The negative influence of climate change on global environmental conditions has become more prominent recently with an increase in the percentage of natural disasters across the globe. In this context, Dwivedi et al. (2022) have mentioned that the internet and search engines can play a vital role in promoting an improved understanding of sustainable practices to improve environmental health. The awareness of sustainable and ethical practices has also improved in recent years, with several companies integrating sustainable practices and policies into their daily routine activities. Google Inc. has also established a clear objective and policy to mitigate climate change and its adverse impact on the global environment (Google, 2023). Google aims to achieve net zero emissions across its value chain and operations by 2030 (Google, 2023).
Legal
Legal factors are associated with legislation and policies that direct a company’s operations and activities. Google has faced two legal cases in the United Kingdom over the company’s digital marketing practices (McCallum, 2021). Google is accused of abusing its market position and of anti-competitive conduct. Some separate legal cases are also filed against Google in the Netherlands and UK on behalf of different publishers who are seeking compensation from the company (McCallum, 2021). In addition to this, Google has also struggled with the laws and policies of different countries. The censorship policy of China led to the closure of Google’s services in the country as the policy conflicts with Google’s strategic approach to business (Waddel, 2016). 
Micro-Environment Analysis
The micro environmental analysis of Google Inc. contains the industry life cycle model and Porter’s five forces analysis. 
Industry Life Cycle
The industry life cycle model describes the evaluation of a business or industry through different stages based on the characteristics displayed by the business entity in each stage of the cycle (Ščeulovs et al., 2015). The primary stages of the industry life cycle model are development, growth, maturity decline and time (Ščeulovs et al., 2015). A visual representation of this model is provided below:

Figure 6 Industry lifecycle model (Ščeulovs et al., 2015)
The introduction stage started for Google Inc. when its search engine gained immense popularity within a matter of a few years because of its efficient search algorithms and interface. During its growth phase, Google expanded its portfolio by investing in a range of new web applications, Android operating systems, physical products like mobile phones and laptops, etc. Google is currently at the Maturity stage because its search engine, products and applications are used globally. Google is trying to sustain its competitive position by increasing product offerings and reducing the price of certain products. Even though this stage is beneficial for revenue generation, it also puts Google at a high risk of saturation. The saturation stage puts a hold on business revenues because the sales remain on similar levels without any increase but with a potential for decline (Ščeulovs et al., 2015). The decline stage will be challenging for Google if the company reaches this point in the future. The decline phase will indicate that Google’s competitors have obtained more market share and customers, causing financial loss to Google.      
Porter’s Industry Five Forces Analysis
Porter’s five forces analysis will be conducted to determine the influence of industrial forces on Google’s performance. The analysis will be focused on determining the threat of new entrants and substitutes, internal rivalry, and bargaining power of customers and suppliers on Google’s operations (Shoeb, 2013).


Figure 7 Porter's five forces (Shoeb, 2013)
Forces	Impact	Description 
Threat of new entrants	Low	  The impact of this force is low on Google’s performance because of various reasons. Firstly, the presence of Google, Microsoft and other popular search engines will make it challenging for new businesses to sustain their performance. Secondly, the investment costs are not affordable, considering the scale of services offered by other companies. And most importantly, the dependence of users on Google’s search engine makes it challenging for new businesses.
Bargaining power of suppliers	Low	  This force is low because Google has established good relationships with various suppliers across the globe. Suppliers want to stay connected with reputable names like Google Inc., which reduces their impact on the bargaining process.
Bargaining power of  customers 	Medium	 Customers have a medium influence on Google Inc. because even though customers are important to the company. The relationship comprises a two-way approach where both customers and company have to consider each other’s benefits. Google’s dominant market position also increases its hold over the bargaining process.
Threat of alternatives	Medium	  Google’s search engine is used by millions of customers across the globe. While platforms like Chatgpt can potentially threaten Google’s competitive position, these platforms currently rely on Google to perform their services. However, there are various alternatives to Google’s marketing strategies and products offered by other brands.
Internal Rivalry 	High	  Internal rivalry is high because of the presence of strong brands like Apple and Microsoft. These brands are competing with Google by producing products and services that match the expectations of customers.

Table 1: Porter's five forces analysis
Porter’s five forces analysis showed that Google’s dominant market position and customer base are providing major advantages to the company in sustaining its positioning and minimising the influence of external environmental forces. However, the presence of brands like Apple and Microsoft is giving tough competition to Google by continuously working on improving the quality of their services. 
Internal Analysis
The internal analysis of Google will help in analysing the availability of strategic resources and skills of the company and assessing its response to competition in the market. The following section will apply different theoretical tools, including VRIO analysis, value chain and SWOT analysis. 
Google’s Strategic Resources and Capabilities
According to Runtu and Ellitan (2021), every organisation strives to achieve the objectives determined by its founders to obtain long-term growth and development. For this purpose, businesses apply various strategies and plans in their daily routine activities, from increasing the efficiency of their services to modifying certain aspects of their product range to meet the requirements of service users. Runtu and Ellitan (2021) have stated that effective organisational performance depends on various elements, including strategic capabilities and resources of the organisation. Strategic capabilities highlight key resource elements that provide a basis for achieving a competitive market position. 
Google’s key resources are its search engine, employees and technology available to the organisation. The organisation’s international presence, loyal customer base, research and development activities and brand equity are among the primary capabilities of Google. Google has developed an effective infrastructure over the years that has helped the brand in improving the speed and quality of services and meet the diverse requirements of service users. In addition to this, the operating capabilities and software system of Google enable the company to establish effective cooperative relationships with external suppliers and creators. Google has used its skills and resources to successfully expand its portfolio by introducing a wide range of services, including advertising services, Google AdWords, Gmail, Google Maps and various other applications designed to meet modern-day customers' requirements (Google, 2023). Google has remained very vocal about its free speech policy, which is also why the company had to shut its services in China,, complying with the country's censorship policy (Waddle, 2016). Google is using its key resources and capabilities under two basic principles. Firstly, the business is committed to supporting service user's interests, and secondly, it aims to ensure the availability of information to all people in the world regardless of their geographical location. Google has also complied with the requirements of the new generation and maintained the pace of its activities by introducing several new features. For example, Google has integrated artificial intelligence into its services to offer helpful and compelling benefits to society through its ability to complement, inspire, assist and empower people belonging to all areas of life (Google, 2023).

Value Chain Analysis
The value chain analysis provides a strategic process to increase profit margins and help businesses in achieving a competitive market position regardless of their size and scale of services. Businesses use this analysis to identify areas where sales activities and the value of certain products can be increased (Llorente et al., 20220. This tool also identifies opportunities for reducing business costs and improving customer experience. The value chain analysis divides an organisation’s services into two categories pr:imary and secondary services. Primary services include inbound and outbound logistics, operations, and sales and marketing services (Llorente et al., 2022). On the other hand, secondary activities include HRM practices, procurement methods and firm infrastructure. A visual description of this model is provided below. 
       

Figure 8 Value chain analysis (Llorente et al., 2022)
Primary Activities
Inbound logistics
The inbound logistics of Google are associated with managing information from various sources and sustaining data flow in the system. These activities are concerned with improving user experience throughout the search engine by ensuring that images, blogs, websites and videos are available to service users. 
Outbound logistics
The outbound logistics of Google are associated with delivering advertisements, searched information and required services to users across all platforms and devices. Google’s outbound logistics are also focused on managing effective software distribution across all app store applications. 
Services
Google primarily focuses on providing customers high-quality services across all its platforms,, including operating systems, search engines, applications and physical products and services (Google, 2023). Googe has maintained a use friendly interface and continuously worked on improving search quality to sustain user experience. A variety of services are available to different kinds of users, including professionals and other users who use Google as a leisure activity to search for information and time pass activities. 


Marketing and Sales
For marketing purposes, Google has prepared different strategies for different service users as per their unique requirements. For example, the advertisements of mobile phones are displayed on social platforms, and the company also uses some traditional marketing strategies. However, the advertising strategies for Google’s software programs and applications vary in the sense that they come with discount bundles and deals for service users.
Secondary Activities
Infrastructure
Google’s infrastructure is designed to maintain and expand data centre services, cloud computing sources and network infrastructure to make sure that service users are accessing smooth services without any barriers. 
Procurement
The procurement activities of Google are associated with sourcing various equipment and tools, including hardware tools, data center sources and cloud resources. Google has also procured content licensing for social platforms like YouTube. 
Human Resource Management (HRM)
The HRM strategies of Google are focused on hiring talented people equipped with skills in relevant fields. Google is focused on fostering an environment where innovation is promoted, and people access equal opportunities for growth and development (Google, 2023). To keep its services growing and going, Google’s people operations team and administration workers are dedicated to hiring talented individuals and promoting an inclusive and diverse learning environment for all people (Google, 2023). 
Technology
Google has efficiently utilised technology across all its channels to sustain the quality of services and meet customers' changing needs. Google's technology development initiatives focus on identifying new and innovative opportunities and providing unique experiences to service users. From integrating best-quality cameras to offering a seamless user experience across all its devices, Google is making sure that customers are pleased with its physical products. The software programs and applications are updated regularly to fix bugs and errors and eliminate potential barriers to an improved user experience. 


VRIO Analysis of Distinctive Resources and Capabilities
Businesses use the VRIO analysis as an internal analysis tool to categorise resources according to their unique traits. The categorisation helps businesses to identify and sustain resources that can provide a competitive advantage in the long run (ENTZMINGER, 2020). As per this framework, the resources must be valuable, rare, imitable and organised for a sustainable competitive advantage of the organisation (ENTZMINGER, 2020).


Figure 9: VRIO Framework (ENTZMINGER, 2020).
VRIO analysis for Google Inc is performed in the table below:
Resources	V	R	I	O	Competitive Advantage
Human resources	Yes	No	Yes	Yes	Sustainable Advantage
Financial resources	Yes	No	Yes	Yes	Sustainable Advantage
Technology	Yes	No	Yes	Yes	Temporary Advantage
Infrastructure	Yes	Yes	No	Yes	Sustainable Advantage
Product portfolio 	Yes	No	Yes	Yes	Temporary Advantage
Supply chain network	Yes	No	No	Yes	Sustainable Advantage

Table 2 VRIO Analysis
As presented in the above table, Google's human and financial resources, infrastructure and supply chain network are the primary sources for the organisation's sustainable competitive advantage. Even though technology and product portfolio are currently providing an advantage to Google over other brands, these resources can only offer a temporary advantage. Due to this reason, Google keeps on introducing new updates and improving its product portfolio to meet the needs of service users and sustain its competitive position.
SWOT Analysis
As presented in the figure below, a SWOT analysis examines a business's internal and external environment by examining its internal strengths and weaknesses and identifying the influence of potential opportunities and threats available in the external environment (Cañizares and Bourotte, 2021).


Figure 10 SWOT Analysis (Cañizares and Bourotte, 2021).
Strengths
The key strengths of Google are listed below:
Google is operating with a dominant market position, with a market share of around 85.53% (Bianchi, 2023). The market share provides access to a larger customer base and enables Google to meet the needs of a large percentage of customers.
Google has a strong customer base from all over the world. Currently, 4.3 billion active users use Google as a primary search engine. 
Google’s brand image provides it a competitive advantage because customers perceive Google to be more credible, reliable and easily accessible than other companies.
Google has access to customers in different parts of the world. This wide accessibility provides Google with access to new markets and helps with the identification of potential market opportunities. 
Google’s human resources provide the company with a wide range of skills and talented people who serve the company and help in achieving a competitive market position. 
Google has efficiently integrated technology across all its channels to meet the needs of service users. 
Weaknesses
Google’s involvement in controversies can threaten its market position. Google was recently in the news for firing its employees over their disagreement with the company’s activities (Metz, 2021). Google fired employees based on their emails and tweets against the company, which contradicts Google’s claims to promote freedom of speech within the organisation.
Google’s ex-employee has stated that the company lacks diversity, which contradicts Google’s claims on multiple occasions where the company has highlighted its commitment to promoting an inclusive and diverse working environment (Metz, 2021). Google has faced legal challenges in the UK over misconduct and monopoly abuse in the digital marketing sector. Iff proven to be tru,, the allegations will cost millions of euros in compensation to complaint holders (McCallum, 2021).
Opportunities
The increasing percentage of internal users makes it easier for Google to increase its revenues by targeting new customers and obtaining new service users (Petrosyan, 2023).
Globalisation will help Google explore new markets and reach out to customers and potential service users in distant locations.
The technological growth and increasing use of artificial intelligence will help Google improve the quality of services and meet the needs of larger customer groups. 
The increasing awareness of people and the availability of skilled and qualified individuals make it convenient for Google to improve its talent pool and enhance the quality of services. 
Threats
The increasing market competition and persistence in innovation in the services of Apple, Amazon and Microsoft can threaten the market position of Google. 
Climate change can negatively influence Google’s performance by reducing the accessibility of services to potential service users due to natural disasters (Dwivedi et al., 2022). 
The increase in inflation will threaten Google’s financial performance by reducing customer's ability to pay for services or buy expensive products offered by Google. 
The threat of cyberattacks can expose Google to financial loss and reputational damage and reduce the company's customer base by increasing the vulnerability of service users to threats and cyber attacks. 

Strategies to Sustain Competitive Advantage
Google’s strategies to obtain a competitive advantage will be analysed through Porter’s generic strategies. These strategies are designed to improve the competitive position of businesses by reducing the competitive scope within a market (Shao and Oinas-Kukkonen, 2018). Porter’s generic strategies include cost leadership, differentiation, and focus (Shao and Oinas-Kukkonen, 2018). The focus strategy is further divided into two categories co:st and differentiation focus. These strategies are presented in the figure below:


Figure 11 Porter's Generic Strategies (Shao and Oinas-Kukkonen, 2018)
All of Porter’s generic strategies offer a unique approach to businesses in improving their competitive position. Google is using a combination of cost leadership and differentiation strategies. In comparison to its major rival, Apple, Google’s products and services are available at comparatively low prices to customers. Google also offers discounts and deals on multiple occasions to increase the price accessibility for customers. Google has also applied a differentiation strategy in its services by emphasising creating innovative and unique products for customers. Service users worldwide enjoy Google’s services because of their quality and unique features that make them more beneficial for service users. 
Growth Strategies
The growth strategy of Google will be analysed using the Ansoff matrix. The Ansoff matrix provides a simple and efficient approach for marketers to evaluate available options and risks associated with making new strategic choices (Chaudhuri, 2020). As presented in the figure below, the Ansoff matrix highlights four possible growth routes: market development, diversification, product development and market penetration. 

Figure 12 Ansoff matrix (Chaudhuri, 2020)
Google has applied all strategies from the Ansoff matrix in its practices to maximise its reach to service users and improve the quality of services. 
Using the market penetration approach, Google has focused on growing existing products in existing markets. Google has collaborated with service providers, increased market investments and improved production capacity to ensure that existing products meet the requirements of existing customer groups. 
Google uses the market development approach to ensure business development by introducing existing products to new markets. Google’s global reach is evidence of the effective market development strategy of the company. Google has introduced unique features to celebrate each culture and national and international festivals, which make its services more relatable for service users. 
Google has applied the product development strategy to expand business through new products in existing markets (Chaudhuri, 2020). Google has improved its product portfolio over the years by introducing a wide range of products and services designed to meet the needs of a diverse customer base. 
Google has used the diversification strategy to target new markets with new products. For example, Google’s virtual assistant is designed to facilitate customers who want an innovative home experience (Google, 2023), smartphones are developed to provide convenience and connection to customers, Gmail facilitates professionals, and Google Fit is developed to serve fitness-focused customers.
Green Strategy and CSR
Corporate social responsibility (CSR) captures a business’s responsibility to society, the environment and the people (Fordham and Robinson, 2018). The concept of CSR has changed how businesses operate on many levels by shifting their focus to sustainable practices and initiatives. CSR emerged as an important strategy for businesses when companies began to face criticism over the negative impacts of their activities on environmental health and wellbeing (Fordham and Robinson, 2018). The concept of CSR enforces sustainable initiatives within the business environment by encouraging the integration of green technologies and sustainable strategies that help businesses improve their contribution to environmental health and positively impact society and individuals (Fordham and Robinson, 2018). 
Google is using its platform to provide resources, skills and information to people to positively impact the environment. The company is using its position and resources to ensure that people and organisations have relevant data and tools to minimise negative impacts on the environment (Google, 2023). It means that Google is using its products and services to help people make more sustainable choices, reduce carbon emissions and identify and integrate advanced technologies that contribute to a carbon-free future (Google, 2023). Google is also using artificial intelligence to accelerate innovation in tackling climate change. The services of Google validate the assumptions of Dwivedi et al. (2022) 
who stated that search engines and digital platforms should use their forums to promote an understanding and awareness in people of the negative impacts of climate change and strategies to improve environmental health.
At an organisational level, Google takes responsibility for addressing its own carbon footprint (Google, 2023). Google has set ambitious objectives to reduce its role in negative environmental changes. The company aims to achieve net zero emissions across all of its channels by 2030. Google is working on providing clean energy in all its campuses and data centres to ensure that carbon-free energy is being used by the company. 
Google has also introduced a wide variety of sustainable products to reduce carbon emissions. The Nest Thermostats in the figure below are designed by Google are designed to help people save energy in their homes (Google, 2023). Google is also using its applications to help people choose a more sustainable lifestyle. Google Maps is now offering fuel-efficient routes that can be explored by people who avoid using cars and vehicles that cause carbon emissions (Google, 2023). Likewise, the Google Shopping feature is now offering the option for people to select more efficient appliances for their home to follow a more sustainable lifestyle (Google, 2023).

Figure 13 Nest Thermostats (Google, 2023)
Conclusion
The present report provided Google’s strategic response to challenges and highlighted the company’s strategies to achieve a competitive advantage. A macro environmental analysis of Google was conducted using PESTEL analysis to identify the impact of external environmental forces on the company’s operation. The micro environmental analysis comprised the industry life cycle model and Porter’s five forces model to examine the influence of industrial forces on Google’s operations. The internal analysis of Google was provided using different models, including value chain analysis, VRIO and SWOT analysis and a description of the strategic resources and capabilities of the company. Google’s strategy to achieve competitive advantage was examined using Porter’s generic strategies. The company’s growth strategies were analysed and discussed using the Ansoff matrix. The last section addresses Google’s CSR strategies and plans by addressing the importance of CSR initiatives and highlighting the company’s role in promoting these initiatives.  
Recommendation
The following recommendations are provided to Google based on the analysis of its services and operations. 
Google should invest in promoting diversity and inclusivity in its operations by hiring people from diverse backgrounds and cultures.
Google should promote ethical conduct in its operations and avoid misusing its authority to avoid lawsuits and their negative impacts on its reputation. 
Google should increase its collaboration with sustainable vendors and suppliers to ensure that its products and services and supply chain network are positively impacting the environment. 
Google can improve its image by supporting small businesses through different initiatives like contests and investment opportunities. 
Google should improve its PR practices to address false information often spread against the company on various platforms and later denied by its officials.
Google should also practice what it preaches by promoting freedom of speech and giving a fair right to people to express their views and opinions without the fear of getting fired from their position. 
Google should also strengthen the security of its services against cyberattacks by integrating more advanced measures to protect user data. 
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