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This report will conduct an internal and external analysis of Googles, this will be done using models such as PESTLE, Porters 5 Forces, VRIN and Porters Value Chain. Potential Growth Strategies for Google will be highlighted using the Ansoff Matrix. Also, there will has an evaluation of Googles sustainability aims before making suggestions on how they can improve their strategy using the model of McKinsey’s Three horizons for growth. The findings of the report are that Google need to be aware of competitor threat, consider strengthening resources/capabilities that only provide parity with competitors, should Google pursue growth, market penetration is their best option, they should consider implementation of Green AI, they could partner with an organisation like Peace Direct to help resolve Global Conflicts and should reimplement a policy that prevents the use of Google AI in weapon development.



1.0 Introduction

The aim of this report is to analyse the strategic positioning and sustainability of Google. Google are cited by Manela (2024) as a leading tech company, one who have entered the AI industry with Gemini (Pichai and Hassabis, 2023) The report will look at Googles current external and Internal strategic positions, challenges they may face and ways Google could grow their company. The report will also provide recommendations on how Google can alter their strategy to be more sustainable. According to Spiliakos (2018) it also involves the impact a company can have on society, In this report sustainability refers to Googles environmental and societal impacts.

1.1 [bookmark: _Toc193288726]SWOT Analysis

SWOT Analysis is a useful tool for businesses, as noted by Wang and Wang (2020) it provides a comprehensive overview of an organisations situation and provide guidance for strategy by analysing Strengths, (S), Weaknesses (W), Opportunities (O) and Threats (T). A SWOT analysis will be carried out throughout the entirety of the report. for example, the PESTLE model below is shown to analyse threats and opportunities to Google.

[bookmark: _Toc193288727]2.0 External Analysis

[bookmark: _Toc193288728]2.1 PESTLE

According to Achinas et al. (2019), The PESTLE Analysis is a tool used to assess how external factors can influence an industry. Washington State University (2025) identifies the stages as follows. Political, Economic, Social, Technological, Environmental and Legal. PESTLE will be used here to analyse the external environments effect on Google.


	Political
	Hall (2025) finds that AI is being used to spread conspiracy and lies that could threaten democracies. Google (N.D.) have measure in place to prevent Gemini AI from being used for such purposes.

	Economic
	Malik (2025) believes large tech companies can help grow the economy by passing their knowledge on to smaller companies. Google could be of service to these smaller companies and could charge a price for their knowledge allowing them to benefit

	Social 
	Fletcher and Nielsen (2024) find that generative AI is far more popular in use with those aged 18-24 and that it is used for media creation and information deciphering. This information gives Google a specific demographic to target.

	Technological
	AI is a developing market, Thormundsson (2024) states that “The market for artificial intelligence grew beyond 184 billion U.S. dollars in 2024” Google are already within the market so will be able to reap any advantages of this growing market.

	Legal 
	Ministry of Justice and The Rt Hon Shabana Mahmood MP (2024) says that a new agreement will focus on human rights, data protection and safe use of AI. Google will have to abide by this legislation.

	Environmental
	BBC News (2025) found that AI will require a great supply of water and land. Google themselves were said to have to retreat from establishing a date centre in Chile because of a drought.



 Pathak (2020) notes that PESTLE allows companies to spot opportunities and act on them. However, Pathak (2020) also notes that PESTLE oversimplifies data, so decisions could be made of insufficient data, but arguably the most important external development to Google is the competitive environment within the AI industry. Elliott (2025) writes about the AI arms race, mentioning the arrival of the DeepSeek, could prove to be a cheap and quality AI alternatives, which can threaten Googles Gemini. This is not analysed within PESTLE, but Porters 5 forces is a model that will help Google assess its competitive landscape.
[bookmark: _Toc193288729]

2.2 Porters 5 Forces

Mahat (2019) lists the 5 forces that influence the competitive organisation of a business as “bargaining power of buyers; bargaining power of suppliers; threat of new entrants; threat of substitute products; and rivalry among existing companies” (N.P) 
	Force
	Analysis
	Threat Level

	New Entrants
	Howarth (2025) reports that Perplexity AI is a recently established and accurate AI tool with 10 million users, so they have gained popularity in short time. Google need to be aware of the growth of this company as they could become a threat to Google in future.
	Medium

	Competitive Rivals
	Guardian Staff and Agencies (2025) reports that Elon Musk has launched Grok 3 AI system to compete with Google, DeepSeek and Open AI. Mauran (2025) mentions Google Gemini could appear on iPhones, infiltrating competitor software. Google must keep up with competition but could also spread onto competitor software, allowing Gemini to attain widespread use.
	Medium

	Industry Substitutes
	There are not really substitutes to AI. However different AI models may have different competencies. McKenzie (2025) found ChatGPT was a better alternative to Gemini when it came to research and text-based activity. Google may want to focus on giving Gemini these strengths so it can compete with ChatGPT.
	Medium

	Buyer Power
	  Umashankar (2024) states that “while Google services tend to be more affordable on Android, prices for other subscriptions vary on a case-to-case basis” If price is the determining factor for the choice of service than Google could see themselves in a more favourable position in some circumstances. 
	Low 

	Supplier Power
	 Richard (2024) reports that Google have purchased output from an Apex Clean Energy wind farm.  This will aid Google in becoming more sustainable, which can provide a competitive advantage, “By expanding your existing sustainability program into areas that are core to your business model, you can gain an edge over your competitors” (Escaler, 2020)

	Low




Porters 5 Forces highlights New Entrants, Substitute products and Competition as the most threatening factors to Google, Google can use this information to rearrange their strategy. However, Adelakun (2020) raises the point that now, businesses should be focused on maintaining innovation, due to the increased power of the internet, as well as protecting against the 5 forces, this implies that innovative factors are of great importance in business strategy, which the VRIN model focuses on below, noting that Google have a creative culture that fosters innovation, as well as assessing the competitive implications of other resources and capabilities. 





[bookmark: _Toc193288730]3.0 Internal Analysis
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Figure 1 – VRIN Model (Niloshini, 2024) 

Florea et al. (2020) explains the VRIN Framework aims to demonstrate how a business can obtain a sustained competitive advantage and that it analyses resources/capabilities in the following way:
Value – does it capitalise on opportunities and/or reduce threats
Rarity – Is this strength exclusive to your business
Inimitable – can your strength be substituted by another company or is it difficult to replicate
Non-Substitutable- If non-substitutable- it cannot be replicated by another resource
The level of competitive advantage is highlighted in the above table by Niloshini (2024).

	Resource/Capability
	Value
	Rarity
	Inimitable
	Non-Substitutable
	Competitive Implication

	Gemini System
	Yes – Social analysis shows AI is very popular
	No – Savage (2025) references ChatGPT as an AI Tool
	
	
	Parity

	New Technology – Sharif (2025) lists new features the pixel will feature such as translation systems, AI powered summaries and AI Weather reports.
	Yes – these new features, like Gemini, act on the social popularity of AI
	No, other AI has similar capabilities– Apple (2025) explains that Apple Intelligence will help create emails.
	
	
	Parity

	Creative Culture – Gopalan (2023) – Google foster creativity, offering learning programmes for their employees and look for talent, fit for adaptation to change
	Yes – will help google come up with more innovative ideas like the pixel
	Podonly and Hansen (2020) talk about Apples change to an innovative culture by removing conventional management. However, this culture is not the same as Googles
	Yes – the exact culture of google cannot be replicated
	Yes
	Sustainable Competitive Advantage

	Customer Loyalty - Jackson (2023) reported that in a YouGov Survey, Alphabet (Google) were seen to have the highest customer loyalty, above both Apple and Microsoft,
	Yes- Woolnough-Rai (2025) states “Loyal customers are more likely to make repeat purchases”
	No – Samsung (2025) offer rewards to incentivise customer loyalty.
	
	
	Parity

	Value to other Businesses. – Google (2025) offer a loyalty scheme to merchants that provide benefits such as free delivery.
	Yes – greater appeal to merchants could generate further potential for profit
	No Samsung (2025) have their own programme for businesses which seems Samsung aid the businesses
	
	
	Parity





The VRIN model shows that Googles most advantageous strength is their unique culture, however other resources such as their Gemini system and other new technological features only provide them parity with their competitors, this information could be used to argue that the model is useful in providing strategic direction to Google resources in need of improvement are highlighted.  However, this model does not look so closely at areas for improvement in operational areas, Porters Value Chain will be used below to see if any can be identified.
 



[bookmark: _Toc193288733]3.2 Porters Value Chain 

Stobierski (2020) explains that the value chain looks at the activities involved in creating a product/performing a service. There are Primary Activities such as inbound logistics, that go directly into creating the product/performing service and secondary activities such as HR, which make primary activities more efficient. The model aims to highlight potential areas of improvement by considering how each activity may provide or subtract value.
[image: A diagram of a business model
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Figure 2– Porters Value Chain (Ruan, 2020)
[bookmark: _Toc193288734]3.2.1 Primary Activities

	Inbound Logistics
	Operations
	Outbound Logistics
	Marketing and Sales 
	Service

	Cerf (2020) explains Google have spent a great deal of time establishing an innovative and forward-looking culture. Valuable in the time of AI, where Google will need to be reactive
	Johnston (2025) – Google makes money through sale of advertising and service fees from browsers and mobile operation.
	Alphabet Investor Relations (2024) report shows that Google are operating at a gain from their Services and Cloud, which indicates a good performance
	Alphabet Investor Relations (2024) shows there is a slight fall in the cost of sales and marketing in 2024, this means money can be used on other areas in need of improvement
	Orosz (2022) explains Google have self-service tools that replace customer service. Value is created as money is not spent on hiring people for these roles
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	Infrastructure
	Google Cloud (N.D.) explains centres are energy efficient and reliable. Which implies there is satisfactory service for the customer and cost effectiveness for Google as energy is not wasted

	HRM
	Bhandari (2024) AI is involved in making screening processes more efficient, the removed need for employees will save google money in their operations

	Technology Development
	Lee and Jung (2024) talk of Googles various innovative technologies through business model innovation .and how between 2011 and 2020 their sales figure has grown by 4.8x that of what It was. This will greatly influence the inbound logistics at Google.

	Procurement
	Perry (2024) reports that Google, have in recent years invested more into procuring goods from diverse suppliers, this could create value for Google as it aids in achieving social sustainability.



Although highlighting the strengths within Googles operations, the model has not highlighted as many areas for improvement as VRIN before it which makes it less useful to Google in identify strengths and weaknesses. However, neither of these models highlight potential strategies of growth for Google, which is where models like the Ansoff matrix could be used.

[bookmark: _Toc193288736]4.0 Strategy Formulation

[bookmark: _Toc193288737]4.1 Ansoff Matrix
 
Timbrell et al. (2019) explains that the Ansoff Matrix is “A tool that helps a publishing business visualize its current product offering and market, and consider strategy for future growth”
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Figure 3– Ansoff Matrix (Quaranta and Hui, 2024)

In Quaranta and Hui’s article, four potential growth strategies are outlined. 
· Market Penetration – Enhancing the sales of a current item in a current market
· Service development - Where new products are offered to existing markets
· Diversification - New Products offered to new markets 
· Market development – Entering a new market with an existing product or service
The strategy that would be best to pursue for Google is Market Penetration, as the current market google are targeting with their Gemini service is growing, as seen in Curry’s (2025) article, Gemini gained 19 million users between February 2024 and October 2024. Kenton (2024) provides some methods of penetration that Google could use, such as creating new products, as established in this report, creativity is a focal point of Google’s culture so it should be easy for them to further penetrate their current market.
It can be argued however that this model is not too useful to Google currently, as they are arguably in a position where they need not focus on growth. Bianchi (2025) reported that Googles annual revenue for 2024 was $348.16 billion, up from $305.63 billion in 2023 which indicates impressive progress in the space of a year alone. The model is however still useful in providing methods of growth, a more important focus for Google now may be their Sustainability Strategy, as seen below.
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5.0 Sustainability and Strategic Recommendations

The aim of this report is to provide strategic recommendations for Google so they can be more sustainable as a company, before providing any recommendations, Googles current sustainability initiatives need to be evaluated.

[bookmark: _Toc193288739]5.1 Evaluation of Googles Current Sustainable Strategies

Google (2024) reported that: 
· 64% of carbon free energy across their centres in recent years, getting them closer to their 2030 goal of being carbon free
· Google hit 99% plastic fee packaging, very close to their 100% goal
· AI is being used by Google to deal with climate action, for example the nest thermostat system helped sabe 29 billion kWh of energy from being wasted.
However: 
·  Kerr (2024) finds that Googles heavy usage of AI generates a lot of Co2 and there has been a 48% increase in googles greenhouse gas emissions between 2019 and the time of Kerr’s report. This shows that Google are undoing their own progress in environmental sustainability through the heavy use of AI
· Googles current strategy for sustainability focuses more on the environmental aspect and not on social aspects. Rabbitt and Altman (2024) lay out some global issues they find worthy of focus in 2025, such as: Catastrophic conflict, Hassanova (2025) reports that google have removed their principle of banning AI for being used in weapon development, which seems counteractive to solving the issue of conflict.

[bookmark: _Toc193288740]5.2 Strategic Recommendations

McKinsey’s Three horizon model could be used to implement a new strategy for google:
[image: A screenshot of a white background
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[bookmark: _Hlk193303251]Figure 4: The 3 Horizons model (Van Balen, N.D.)

[bookmark: _Toc193288741]5.2.1 Horizon 1 - Maintaining and strengthening core business activities

As it stands, Googles current sustainability aims are acceptable and they are shown to be making good progress, these activities can be strengthened by dealing with the counterproductive nature of AI.

[bookmark: _Toc193288742]5.2.2 Horizon 2 – Explore and discover new expansions

Bolon-Canedo et al. (2024) explains that Green AI is better for the environment and enables research to be carried out without costly servers. Adopting this model of AI will strengthen the development of Googles sustainability efforts. Google should retract their decision to lift restrictions on using AI for weapon development as this could worsen the state of some societies. 


[bookmark: _Toc193288743]5.2.3 Horizon 3 – Create entirely new possibilities and competencies

Google themselves may make further discoveries within the field of Green AI and could optimise its usage, which is reasonable to say given the innovative nature and experience with AI they are shown to have in this report.  Google could develop a partnership with an organisation such as Peace Direct (2025) who aim to stop violence across the globe.
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6.0 Conclusion

 To conclude: 
· Google need to be aware of external factors such as the threats posed by competitors, new entrants and substitutable products
· In terms of Internal Strengths, Googles culture will help sustain an advantage but, other resources only provide parity with their competitors, They should look at ways to strengthen their other resources/capabilities.
· Google could achieve growth using market penetration
· Google should incorporate Green AI into their practices, consider partnering up with an organisation focused on resolving conflict like Peace Direct and reimplement a policy against using AI for weapon development
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