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Lim Hon (2120952)
The company we chose was Apple and Microsoft as indeed both companies were founded in the same era, share the same market and have innovated the product and people over the past few decades. Both companies were top-tier tech giants and leaders among U.S. corporations, upholding their stance with great leadership and strategic human resource management (SHRM). Both components are crucial in their success pathway in the disruptive technology environment. According to studies, there is evidence that leadership truly affects the effectiveness of HRM implementation on outcomes as leaders shape unique organisational cultures and values, enabling better decision-making and communication. The outcome depends on how SHRM was designed with specific policy areas such as having the focus on motivating and enhancing employee performance or achieving sustainable organisational success (Wang et. al., 2010; Leroy et al., 2018). Apple currently under the pragmatic leadership of Tim Cook influences the direction and culture of the organisation leaning towards precision, creativity and innovation, driving a culture that thrives employees to challenge their boundaries within the organisation. On the other hand, employees who work within Microsoft will experience similar feelings of being pushed beyond self-boundaries under Satya Nadella’s transformative leadership of cultivating a collaboration, inclusion, and continuous learning environment, ultimately led to empowering employees to innovate and excel (Sekar, 2024). These show the reasons both companies have gained a significant competitive edge in today's age of digitalisation.
While analysing the 4 aspects, we came to the conclusion that both companies have different approaches that aim to align with their business objectives respectively, yet several initiatives are similar. It is common for organisations to formulate policies structures and processes that suit their current stage while also meeting future organisational needs. Apple and Microsoft, exemplify this by designing their organisational structures emphasising Diversity and Inclusion (D&I) and integrating AI which are crucial for modern business success. Correspondingly, both companies leverage AI in HR functions like recruitment, training and development, ensuring they attract talents that align with future technological needs. Based on a comprehensive analysis, Apple demonstrates a strong commitment to both Diversity and Inclusion (D&I) initiatives and advancements in product innovation and inclusive design. For instance, Apple’s Face ID, which replaces the traditional home button, exemplifies the company’s dedication to inclusivity.  By leveraging AI and machine learning, Face ID accommodates individuals with diverse needs and disabilities, reflecting Apple’s focus on accessibility and innovation (Apple, n.d.). Therefore, a diverse team that prioritises community support is essential for creating transformative technology and innovative along inclusive designs. In addition, effective talent management and development play a crucial role in this process. For example, Apple evaluates candidates’ adaptability during the hiring process and invests in employee training and development programs like the highly secretive “Apple University” initiative. According to the Times reports, Apple University is an internal training program established by Steve Jobs to educate employees about the company's history, culture, and values, ensuring that all employees are aligned with Apple's mission (Chen, 2014). This program partners with top universities like Yale, Harvard, Stanford, M.I.T and more where the faculty members would later work at Apple contributing to maintaining the company’s innovative edge (Chen, 2014). Hence, attractive employee engagement and retention initiatives including compensation and benefits are undoubtedly crucial. According to sources, Apple employees receive perks and discounts such as a 25% discount on most products, tuition reimbursement, free Apple stock (RSUs), and comprehensive health, vision, dental, life, and disability insurance, among other benefits (Levels.fyi, n.d.). These benefits serve as incentives that help retain and stimulate employees' performance, emphasising Apple’s willingness to invest in people necessary for long-term success while also continue strengthening the organisation’s capabilities. 
On the other hand, Microsoft which has a different approach to Apple focuses on D&I initiatives around community support and broad inclusion like the “Black Partner Initiative” which aims to support diverse communities through capital access and training programs (Microsoft, 2023). This approach originated from the reason that Microsoft aligned its D&I efforts with its company vision and values, focusing on empowering every individual and achieving greater outcomes. As a result, Microsoft invests in programs that reflect the inclusion of diverse talents, ensuring the same opportunities for all from various backgrounds. For instance, programs like the “Unlimited Potential Programme” and “Partners in Learning” further demonstrate Microsoft’s commitment by providing technological resources and training to underserved communities, thereby expanding its talent pool and supporting its future growth needs (Microsoft, n.d.). A key distinction between Apple and Microsoft in training and development people was Microsoft’s training is more formalised around structured programs, whereas Apple fosters a learning culture through its unique ecosystem. Microsoft integrates unique growth mindset principles into its organisational culture to encourage learning from mistakes and developing resilience (Van der Borgh, 2018). This allows employees to empower themselves despite dynamic changes in the technology landscape. In addition, the implementation of OKRs (objective and key results) and performance tracking via Microsoft Viva Goals helps ensure that the company’s current objectives are met efficiently, while the emphasis on personal growth and development helps Microsoft retain and develop future leadership talent (Kellington, 2024). Microsoft’s compensation benefits are largely similar to Apple’s, offering stock awards, family care support and health savings accounts, demonstrating its commitment to the well-being of employees while ensuring long-term sustainability and adaptability. However, a notable limitation is that the effectiveness of these strategies can be undermined by higher costs, resource demands, and potential negative impacts on employee-company relations, particularly in cases of poor company performance.
By prioritising innovation as a core strategy, both companies have outperformed market competitors developing superior products, services, and talent. Overall, Apple and Microsoft demonstrate that people are a key source of competitive advantage, with performance management systems in place to guide employees towards achieving both short- and long-term organisational goals. Although leading and developing people requires significant time, money, effort and resources, it is an investment that later pays off through increased employee engagement, improved performance, and better retention. This analysis reveals that both companies recognise these advantages, thus effectively leveraging their people strategies to maintain a competitive edge and drive ongoing innovation in the technology sector.
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The rise of generative artificial intelligence had completely changed Apple and Microsoft’s demand for organisational performance (Coleman, 2023). This shift forces technology companies to be more competitive and distinct from the others (Coleman, 2023). They must gain a competitive advantage to excel in the industry (Albi, 2024).

The resource-based view states that for a resource to achieve competitive advantage, it must fulfil a few criteria (Islam & Amin, 2021). The resource must be valuable, rare, inimitable and an organisation is capable of capturing value from it (Islam & Amin, 2021). Past study identified human capital as one of the resources that could help organisations gain a competitive advantage and lead to superior organisational performance (Zhang & Chen, 2023). Human capital can be described as an employee’s skills and knowledge that contributes to an organisation’s productivity (Zhang & Chen, 2023).  Human capital is key to determining the output and efficiency of an organisation’s operations which makes it valuable (Zhang & Chen, 2023). Next, human capital is distributed differently for every organisation which makes it rare. The specificity of human capital in technology organisations makes it hard to imitate (Zhang & Chen, 2023). Finally, organisations can capture value from it using strategic human resource management (HRM) (Zhang & Chen, 2023). Strategic HRM enables an organisation to create value and achieve its goals through application of different human resources activities (Aman-Ullah et al., 2022). Human resources (HR) are no longer confined to administrative affairs but instead take an active role in increasing competitiveness of the organisation, encouraging innovation, and supporting its growth and success (Aman-Ullah et al., 2022).  

The best practice and best fit perspectives are two concepts that connects HRM to organisational performance (Ngoc Su et al., 2021). The best practice perspective states that there are certain “best” HR practices that supports organisations in achieving competitive advantage and improve organisational performance regardless of the organisational setting (Ngoc Su et al., 2021). Whereas, the best fit perspective states HR practices become more effective when it matches the context of the organisation (Ngoc Su et al., 2021).

Through the analysis of Apple and Microsoft’s people strategy, it is clear that their HR policies and practices are heavily influenced by their respective organisational culture which corresponds to the best fit perspective (Albi, 2024). Organisational culture is defined as the set of values and beliefs of the organisation that influences how its members behave and interact within the organisation (Albi, 2024). Studies show that an alignment or fit between organisational culture and SHRM produces a high-performance outcome (Albi, 2024). Organisations have their own distinct organisational culture even if they operate in the same industry (Saleem et al., 2020). Leadership is identified as one of the factors that influences organisational culture (Saleem et al., 2020). Organisational culture is shaped by top level management of the organisation especially the leader (Saleem et al., 2020).

Under the leadership of Apple’s CEO Tim Cook, its organisation culture emphasises on innovation, collaboration, creativity, and the constant pursuit of excellence (Greimel et al., 2023). This can be seen in all parts of the organisation ranging from its product design to its customer service (Greimel et al., 2023). Employees are given the power to choose their career path that would maximise the value for the organisation (Greimel et al., 2023). Other the hand, Microsoft’s organisational culture under the leadership of their CEO, Satya Nadella focuses on the growth mindset where employees are encouraged to learn and grow with the organisation (Saleem et al., 2020). Microsoft creates an inclusive and supportive environment which empowers their employees to reach full potential of their abilities (Saleem et al., 2020). The values, beliefs, and leadership style of the leader mould the culture of the organisation and determine its direction (Saleem et al., 2020).

Moving on, formulating the best HR policies to achieve the organisation’s goals is important but it is equally important to improve its effectiveness using technology (Islam & Amin, 2021). Organisation that adopts and apply the newest technology to HRM will gain competitive advantage through better development of its workforce (Islam & Amin, 2021).

Apple is fully committed to promoting diversity and inclusion which can be seen from the design of Apple Face ID which is usable by individuals who are disabled (Apple, 2020). Its product development team collaborated with various teams to ensure that they were able to obtain the suitable data needed for its machine learning model (Apple, 2020).

Apart from that, Apple also promotes diversity and inclusion using data analytics to assess how they develop their job postings and gender-neutral terms were used to reduce the biasness in its recruitment process (Apple, 2020). This contributed to the success of the Woman@Apple initiative that focuses on the talent management of female employees in the company (Apple, 2020).

Microsoft displayed effective use of technology using Microsoft Viva Goals to conduct its performance management (Microsoft, 2024). The application streamlines the entire process allowing employees to better monitor their progress towards their goals (Microsoft, 2024). High level of interaction through the application establishes trust in relationship between the manager and the employee that leads to better performance (Microsoft, 2024).  

As for the recruitment process, Microsoft was effective in adapting to potential talent shortage in the industry by implementing programmes and initiatives to cover its immediate and future needs (Miller, 2024). The long-term investments in the communities it operates in demonstrated their corporate value of caring for others while fulfilling their goals (Tushar & Sooraksa, 2023). Apple’s recruitment practice remained the same despite the potential shortage due to its organisational culture’s focus on maintaining its innovation excellence (Thorbecke, 2023). Apple focused on quality over quantity when it comes to hiring workers (Thorbecke, 2023). One example is the massive tech layoff that happened in 2023. Large technology companies over hired due to the increase in demand of products caused the pandemic (Thorbecke, 2023). Apple maintained its recruitment practice and hired accordingly (Thorbecke, 2023). As a result, Apple grew slower than its competitor (Thorbecke, 2023). However, Apple was the least impacted by the drop in demand back to pre-pandemic level while others had to fire their employees to control costs (Thorbecke, 2023).

Organisations need a competitive advantage to thrive in the modern business landscape (Islam & Amin, 2021). Apple and Microsoft demonstrated that people are the key source of competitive advantage that contributed to their success (Kelly, 2024; Miller, 2024). It is necessary to develop people to drive sustained growth of the organisation (Albi, 2024). This is done through the organisation’s HR practices (Albi, 2024). HR guided by the organisation’s culture attracts and recruits the best people for the job (Albi, 2024). Leadership shapes the organisational culture of an organisation which later instils those values in its employees (Greimel et al., 2023). The values are then reinforced through training and development provided (Zhang & Chen, 2023). Performance review helps track their development while compensation benefits can help motivate employees to perform better (Zhang & Chen, 2023). A well-developed workforce enables an organisation to adapt to changes in a volatile environment and overcome any obstacles faced (Zhang & Chen, 2023).
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Performance management is considered an essential part of strategic human resource management as it not only allows the organisation to meet expectations but also contributes to the profitability and survivability of the organisation (Haan & Main, 2024). Apple had abandoned the traditional “end-of-year” annual review and opted for a more engaging and faster feedback loop. Apple conducts “manager-employee alignment meetings”. The meetings were held more as a two-sided conversation between the managers and their employees, in which the performance review focuses more on future goals instead of looking backwards at employees’ achievements and faults. This is consistent with the research conducted by Gnepp et al. (2020), where they found that analysing performance retrospectively creates conflict and disagreement, while a future-oriented view creates a sense of purpose. The employees were given a series of prompts in order to evaluate three main areas, which are performance, impact and development. 

Microsoft’s performance is centred around the concept of the “growth mindset” theory”, popularised by Carol Dweck (Hobson, 2023). The theory belief that an individual’s capabilities are not fixed and can be developed (Dweck & Leggett, 1988). Microsoft incorporated this belief in its organisational culture by promoting a continuous learning and feedback loop among its employees. Microsoft’s performance management process have three key components: performance journal, goals and performance review. Performance journal allows employees to document and share them with their managers. Goals sections allow the managers to set specific objectives for the employees with measurable results. Finally, the performance review is held as a one-on-one meeting, which will consist of a discussion on the active and completed goals, along with the performance journal activities related to the goals (Microsoft, 2024). Microsoft implemented this system using Microsoft Viva Goals (Microsoft, 2024). Microsoft Viva Goals is an application introduced by Microsoft after acquiring Ally.io in 2021 (Koenigsbauer, 2021). Scholars such as Troian et al. (2022) and Helmold (2021) have found that OKR-based performance management allows for greater control and oversight toward performance management, increased team performance and transparency. 
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Microsoft Viva Goal Performance system. (Microsoft, 2024) 

As explained by Shtembari et al. (2022), compensation and benefits are often considered the primary motivators for employees. A survey conducted by SHRM (2014) found that compensation and benefits are positively correlated with Job satisfaction. Job satisfaction has been found not only to increase job performance but also to decrease work absenteeism and turnover rate (Montuori et al., 2022). Regarding the compensation of both companies, there is no official information from both companies regarding their compensation package for its employees, both companies offer salaries for the same position compared to the industry’s average. For example, Apple and Microsoft offers USD 135K and USD 128K annual base salary respectively for an entry level software engineer (Level.fyi, n.d.; Level.fyi, n.d.), whereas the industrial average for an entry level software engineer’s salary is roughly USD 63K (Indeed.com, n.d.). 
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Pay Element Very Somewhat Total

(when offered) Satisfied Satisfied Satisfaction
Compensation/pay overall 23% 42% 65%
Being paid competitively with the 21% 35% 56%
local market
Base rate of pay 23% 41% 64%
Opportunities for variable pay 21% 32% 53%
Stock options 16% 23% 39%

Source: Employee Job Satisfaction and Engagement (SHRM, 2016)





Diagram 1: Compensation Package Satisfaction (Miller, 2017).
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Benefit Very Somewhat Total
(when offered) Satisfled | Satisfled | Satisfaction

Paid time off 33% 38% %
Benefits overall 27% 4% 68%
Health care/medical benefits 29% 37% 66%
Flexibility to balance life and 31% 34% 65%
work issues
Defined contribution plans, such 28% 36% 64%
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Family-friendly benefits, such as 25% 32% 57%
domestic partnership benefits,
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scholarships
Wellness programs 21% 31% 52%
Defined benefit pension plans 23% 28% 51%

Source: Employee Job Satisfaction and Engagement (SHRM, 2016)





Diagram 2: Benefit Package Satisfaction (Miller, 2017)

Apple offers a wide range of compensation benefits apart from its base salary, and its approach towards compensation benefits aims to recognise its employee’s unique needs and invest in the development and well-being of their employees. Apple offers medical plans that cover both physical and mental healthcare. Apple also provides free counselling, in person or virtually. Apple employees are eligible for stock grants and a discount for Apple’s stock. Apple has also created a learning ecosystem for its employees in order to improve employees’ skills and offer reimbursement for educational expenses. (Apple, n.d.) According to Levels.fyi (n.d.), the company offers up to 50 different compensation benefits for its employees, ranging from disability insurance, military leaves and adoption assistance.

 
Similar to Apple, Microsoft also offers stock awards for eligible employees apart from their base salary as a reward for an individual’s performance (Microsoft, n.d.).  In addition, Microsoft also offers a Health Savings Account, a triple tax-advantaged account, for its employees, and Microsoft will contribute USD 1000 annually to this account. Microsoft also offers a Flexible Spending account, which allows employees to set aside their pre-tax salaries for qualified medical expenses such as dental and vision medical expenses. Microsoft also offers flexibility and assistance for employees, such as family caregiver leaves, adoption assistance, and discounts for childcare services. (Presley, 2023). According to Level.fyi (n.d.), Microsoft also offers up to 50 different benefits with eligibility and availability being subjected to employees’ circumstances and country they reside in. 

My team had conducted an analysis that focuses on the strategies of Apple and Microsoft use to manage tits human resource, examining leadership qualities and strategic human resource management (SHRM). Both companies adhere to the view of SHRM by aligning their workforce with their overall business objectives to continue to thrive in the highly competitive technology industry.An analysis of both companies’ DNI reveals that both prioritizes equality and fairness by implementing comprehensive systems and plans in managing its workforce, by ensuring representation of women, minority groups, LGBTQ+ community, and underprivileged groups. Regarding recruitment processes, both companies hold high standards for their potential employees and offer base salaries higher than the industry average to attract top talent. Both company integrated Artificial Intelligence into their company by integrating it into their business operation and offering training for their employees relating to AI-related skills. Apple adopted a flexible, hand-off training in which employees determine which skill they want to learn, while Microsoft offers training for employees with the goal of improving overall organisational performance. In addition, both companies had heavily invested in their performance management system, compensation, and benefits packages, adopting a frequent, continuous, and forward-looking feedback system. Although both companies approach differs in offering benefits for their employees, the goal of such practice is to provide employees with an extra boost of motivation to contribute to the organisation.
(976 words)
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