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1. Introduction to Apple and Steve Jobs
Apple Inc. is located in Cupertino, California, United States, with its outstanding innovative ideas in the world's high-tech enterprises civilization. Through the early Apple II and Macintosh computers, and more recently, the IOS system, the iPod music player, the iTunes music store, the MacBook line of personal laptops, the iPhone and the iPad tablet, Apple Inc. has become one of the most important technology and electronic product companies in the world. It has a decisive and visible influence on the design of software and hardware in the industry.
Steve Jobs (1955-2011), the soul of Apple, was a genius who changed the world. With his keen sense of touch and extraordinary wisdom, he is brave to change and innovate constantly, helping Apple to lead the global trend of information technology and electronic products. (Beckett Stephen James,2023) Computers and electronic products become simple and common, so that electronic products that used to be expensive and rare become a part of modern life.
Second, Apple's innovation management structure.
In the wake of Steve Jobs's death, the world is more worried about Apple's future than regret. Sources say jobs in was already planned out company plans for future five to ten years of development, but under the leadership of the new "steersman" Cook, can continue to keep innovation mechanism, keep the leading position of industry, is still draws a big question mark.
At present, Apple's innovation has reached the fifth-generation mode, each department and each level are coupled with each other, organically combined. (Cillo Paola et al,2022) But at the same time, because they are always leading the industry level, there is a small part of the first generation of technology to promote innovation shadow. (Jemala Marek,2022) Therefore, compared with other companies, the current innovation management structure of Apple has the following outstanding features.
2. Management mode of personal dictatorship
During the Jobs era, the impression that Jobs = Apple was deeply rooted. A comparison of Figure 1 shows that the vast majority of innovation at Apple was the result of Jobs's personal leadership, which is quite different from 3M, W.L. ORE, and HP. Whether it's the creative teams at 3M and W.L. ORE, or the lab support at HP, much of it is a collective effort. (Gao Pengbin et al,2022) But at Apple, Jobs was in charge of everything from product development to restaurant menus. The autocratic model of personal leadership does play a significant role, with employees receiving clear instructions to do their jobs and being closely supervised. All these factors guarantee the confidentiality of Apple's new products before they are launched, ensure the product's competitive advantage, and at the same time give competitors unpredictable competitive pressure. (Raj S. P. et al,2022)
2.1 Clear internal organizational structure
Compared with W.L. ORE's flat management structure with no clear organization, Figure 2 shows that Apple Inc. formed a multi-level management structure with Jobs as the center and centered on points and surfaces. (Alonso Dos Santos Manue,2022) Because Jobs is not only the top manager of the company, but also the technical core of the entire company. Such a management layout can effectively support the product architecture, and maintain the confidentiality of the technical core. (Matos Lucas M et al,2022) At the same time, it also takes into account the directness of instruction transmission, so that employees of all departments can receive clear working instructions. As shown in Figure 1, 3m, the leader of the company always supports the technical team, fully authorizes the employees to innovate, and tolerates mistakes to a certain extent. But at Apple, if the design was not perfect, it would never have passed Jobs's approval. (Zeng Chun,2022) This difference in management made the company believe that "as long as Jobs' instructions are correct, they should be implemented", which to some extent affected the centripetal force and enthusiasm of internal employees. (Yang Jialei,2022)
2.2 Apple's product innovation
When it comes to Apple's various products, most of them give people an amazing sense of perfection, which is closely related to the model of Apple's product innovation. (Weiss Matthias,2022) For any company, a truly successful product should not only have excellent quality and performance, but also meet the potential demand of consumers. It is to meet the above two points that Apple can quickly occupy the market. (Feng Wei,2022) "Apple's product development process takes a lot of work and an extremely long time to remove all the flaws and ambiguities. While this process may take a lot of time initially, it reduces the waste of correcting errors and changes later on."(Elis Carlström,2022)
Apple's main market and potential market. Apple's main customers are loyal Apple customers, who are likely to already own some Apple products. Apple's potential customers are people who have been exposed to Apple products in different ways, but don't own any of them. For these groups, Apple incorporated target consumers into the innovation system. Only in this way can the product planning be closer to the target consumers, more forward-looking. (Johnson Prince Chacko et al,2022) As a result, a design concept for a new product usually requires three evaluation documents: a market development document, an engineering design document, and a user experience document. Some potential consumers at the first level do not know what their real needs are. It is Apple's products that make consumers change their minds and accept the product concept of "what you see is what you want". "We don't do market research. We just want to make great products." So Apple is always using its products to tell consumers what it really wants. (Stoyan Tanev et al,2022)
Before the launch of I series products, most of the research and development of products in the market was market-oriented and based on consumer demand, but very few could really do it. (Lopes Ana,2022) For Apple's designers, cost or market performance is not a consideration in the early days of development. Such confidence comes from the fact that designers strive for only one result -- the perfect product. In addition, Apple regards itself as the most demanding consumer and takes consumer demand as the only direction of research and development, so it has a better understanding of what consumers really want, even better than the research companies in the market. (Rubio Andrés,2022)
Inside Apple, a new idea usually goes through a "10 to 3 to 1" process from germ to adoption. The way an engineer thinks about solving a problem is to first come up with 10 possible solutions, and in this phase, stimulate creativity without limits. Then, the expert team selects 3 excellent ones from the 10 feasible schemes, and then selects 1 as the final implementation scheme. This process ensures the generation of different ideas, but also the feasibility of implementation, so that the product is constantly optimized. (Chen Zhinie,2021)
In addition, the R&D team in the company meets twice a week. The first meeting was a brainstorming session, where everyone was free to express their ideas, no matter their position. (He Tong,2021) Strive to stimulate creativity through efficient communication, the collision of ideas, the pursuit of creativity and the pursuit of quantity. The second meeting was the results and ideas screening meeting, which was the complete opposite of the first meeting, where the designers and engineers had to clarify everything, describe the feasibility and progress of the previous crazy ideas, and keep the idea rational. (Chen Zhennie,2021)
2.3 Cost of product innovation
Apple actually spends a smaller percentage of its actual sales on research and development than most companies. Because Apple has always believed that upfront research and development costs are to reduce the cost of later maintenance. And to develop a better product, the cost of research and development compared to the later income is less than negligible. In contrast, 30% of 3M's annual sales come from products developed in the past four years, and 10% from products launched in the market within one year. Apple only releases 1-2 products every year, and at the same time, it takes down old products and gives up the support and update of old products. Such a short life cycle ensures that most of the company's profits come from recent products. (Wen Da,2020)
2.4 Leader in nuclear "core" technology
From the development of iPhone to iPad, and the change of Apple Computer company name from computer to Apple Company in 2007, IT is not difficult to see that Apple is building its dominance in the IT industry through the influence of its electronic consumer devices, starting with the iPod. In addition to the rigorous industrial design of its products, Apple in 2008 wooed chip company P.A.Semi to secure its technological lead with strong chip support. Compared with other products whose chips come from a few suppliers, Apple's unique chip support system has built its own unique platform, which fundamentally realizes differentiation from other products. (Cai Xinyue,2019)
Apple's other heart is iTunes. iTunes successfully sells "hardware + software" in a bundle. This platform enables Apple to make profits not only by selling hardware once, but by selling services after it has a fixed user base. The unlimited extension of service content also gives Apple unlimited profit space.
2.5 Apple's cultural innovation
（1） Create the "I" language
The success of Apple's series of "I" products has led to the emergence of "I" language. My language is a shorthand rather than a simple attitude. It is also synonymous with valued users and good taste. (Liu Yexuezi,2019) I language reflects Apple's creative philosophy of preciseness, pursuit of perfection and excellence, and also gives birth to a series of public titles such as "Steve Jobs", which makes the pursuit of I series products become a trend.
（2）Product launch ceremony
Every new Apple product has a special launch event, which is usually presided over by Jobs himself. He even wears the same outfit from year to year. There is no luxurious venue and no grand guests, but the unique press conference is still the holy place of worship for the IT industry, because the press conference will always bring people surprise, and more prominent is the product is the protagonist of the press conference. Along with the in-person experience zone after the event, consumers will have a close contact with the new products, all of which are unique to Apple. (Wang Shixin,2019)
(3) New marketing mode
The marketing model for new products is also unique to Apple's innovation culture. Hunger marketing was Apple's first. (Zhang Jiuqing,2019) Previous manufacturers would stock up on new products before they hit the market to catch a catch at the beginning of the market. But Apple has gone the other way, having a hard time finding new products when they take hold. In addition, the product life cycle is shortened, and old products with low profit are removed from the shelves as soon as new products are put on the shelves. Driven by the psychology of curiosity, consumers have been in a constant state of pursuit for Apple products. (Paula Danielly et al,2023)
In addition, the sensory experience place marketing model is another Apple killer. Spacious and simple market, consumers to experience products, if necessary, there will be service staff timely help. Comfortable experience environment enables consumers to have close contact with electronic consumer goods, which also makes consumers produce "emotional economy”. (Rocha Wellington L et al,2022)
（4）Chase risk
Steve Jobs once said, "Only crazy people change the world." It's hard for a company to focus on its own creation regardless of the market's reaction, and Apple in its early days got burned by being too aggressive. But high returns are possible precisely because of high risk. At the same time, in the face of competitors, Apple has never shied away from, talking about the cooperation with Microsoft, Jobs thought it was an opportunity, "can’t beat the opponent, let him become a partner." Apple is confident in its unique vision and will always be a leader rather than a pursuer of innovation in the industry. It was the pursuit of risk that enabled Apple to successfully dominate consumer electronics with its "iPod + iTunes" model and gradually reclaim the lost PC market as it built its brand. (Song Yang,2019)
There is a ceiling to the growth of any hardware product. With the declining sales of iPhone and other hardware, Apple Inc. has turned its growth perspective to enterprise users. Its strategic purpose is to tap the commercial value of iOS platform among enterprise customers and provide business process data analysis and management for enterprise users. From 2014 to 2016, Apple worked with major companies such as IBM, Cisco, and SAP to develop growth businesses in the enterprise user market. (Ma Jigang,2017) For example, Apple cooperated with SAP to build an iOS-based enterprise App application ecosystem, and developed enterprise mobile applications running on SAP HANA data platform and SAP Cloud platform for iPhone, iPad and Mac. These mobile applications cover human resources, expense management, asset management, procurement management and other fields. In 2019, Apple launched Apple TV+, a streaming video-on-demand subscription service, and entered the film and television content business.
Owning and controlling the core technology behind a product is a core strategy that Apple has long adhered to. In the 2010 iPhone 4, Apple used its own A4 processor for the first time. Since then, iPhone, iPad and Apple Watches have been powered by homegrown A-Series chips. In November 2020, Apple made an even bigger chip breakthrough, replacing Intel processors with its own M1 chip in all three of its new Macs. Apple Inc. uses independently developed chips and operating systems in its hardware products, which is conducive to achieving a high degree of integration of hardware products and the integration of hardware and application services. This strategy of mutual integration of hardware and hardware, hardware and software, software and service brings core competitive advantages to Apple Inc.(Yang Guangwen,2017)
The capital market has given a high appraisal to Apple's "platform + ecology" business model. In August 2018, Apple became the first company in human history to reach a $1 trillion market cap. The market value on the last trading day of December 2020 reached $2193.4 billion. Its market value has increased about 11-fold in the decade from 2011 to 2020.
Apple's continuous growth strategy gives us an important inspiration: continuous innovation of business model is the core driving force for enterprises to achieve high value growth. (Yu Peng,2016) Insight into the path of business model innovation is an important ability for leaders to drive the sustainable growth of enterprises, which first requires understanding the nature of business model. In recent years, business model has become a hot topic, which has been highly valued by managers, consultants and scholars, which also leads to different definitions of business model, which often conflict with each other and even contradict each other.
Although there are many different definitions of business model, scholars believe that business model includes two dimensions in essence: Value Creation and Value Capture (Naqshbandi M, 2022. Among them, the basic questions that value creation answers include: For whom does the enterprise create value? What value is created? How do companies create value? The basic question that value acquisition answers is: how does the enterprise obtain its own income? Digital technology will push enterprises to innovate their business models, which is mainly reflected in the innovation of value creation and value acquisition.
The first step of value creation is to identify the changes in customer needs, and formulate a business model to meet customer needs and provide customers with unique value to meet their needs. In the digital age, many fundamental changes have taken place in customer needs, among which the two most important changes are personalized customization and full scene experience.
For traditional enterprises, although customers have personalized needs, it is difficult for enterprises to provide personalized value. The precondition of personalized customization is to understand the personalized needs of customers, which is a big challenge for traditional enterprises, because they do not own the behavioral data of customers. Digital enterprises, on the other hand, record, retain, store and analyze customers' behavior data completely through big data platforms, so as to accurately predict customers' consumption behaviors and customize personalized products according to customers' individual needs. For example, on some news platforms, we find that the platforms will push the news that customers pay attention to according to their hobbies; In some e-commerce trading platforms, the platform even accurately predicts customers' new demands based on their past consumption behavior; There are also some digital manufacturing companies that can customize products according to customers' individual needs. For example, Nike can use the digital manufacturing platform to customize personalized sneakers for consumers.
In addition to providing customers with personalized products, digital enterprises are also committed to providing customers with the value of a full-scene experience. Experience value transcends product value. The former is truly customer-centric and pays more attention to the use value of the product rather than the asset value. For example, when consumers buy a mobile phone, their purpose is not to own a mobile phone, but to use a variety of services through the use of mobile phones to meet their needs for high-quality life. From the consumer's point of view, owning a mobile phone is not the most important thing. The most important thing is the experience brought by using a mobile phone. Some forward-thinking companies, such as Apple Inc., have been keen to recognize this new consumer demand and have upgraded their business models accordingly. For example, Apple Inc. launched a digital lifestyle all-scene solution, whose value goes beyond the product value of mobile phones and brings consumers the all-scene experience value in the process of using mobile phones. (Yu Junjun,2017)
A full-scenario solution usually contains several products or services, which obviously cannot be provided by a single enterprise, which requires the enterprise to have a strong ability to connect and integrate resources. In other words, the subject of value creation has also changed, from enterprises creating value for customers alone to ecological partners creating value for customers. As customers demand experience value based on the whole scene, this value demand requires focus enterprises to have the ability to integrate ecological partners, and ecological partners together to create value for customers. For example, Haier has identified customers' demand for smart balconies, which goes beyond the products Haier itself can provide. Haier uses its ecological network to integrate relevant ecological partners to jointly design smart balconies solutions for customers. The thinking of this business model fully reflects the logic of value symbiosis, and the ecosystem built by it becomes a value symbiont in essence (Matyi Henriett et al，2023). Therefore, this business model also drives the upgrading of enterprise competition, from the competition between enterprises to the competition between the ecology.
In short, driven by digital technology, business models are constantly innovating in two dimensions of value creation and value acquisition.
3. Some flaws within the Apple organization
3.1 A major cultural crisis
The death of Steve Jobs is a major cultural crisis for Apple, even though the company has become an IT powerhouse. Jobs' personal decision and super decision made Apple make wise and right choices in many times of crisis. The death of such a great leader is bound to cause a temporary loss of centripetal force of the enterprise. It is still doubtful whether the company can maintain such wise decision-making power, which is more likely to affect the market's confidence in Apple products.
3.2 Innovation structure to be improved
Apple has always pursued disruptive innovation, replacing old products with new ones. But there is the question of how to keep disruptive innovation going forever, and Cook's ability to innovate has yet to be tested. At such a critical juncture, innovation models and institutions should be adjusted in time, no longer relying on a single "brain", but mobilizing various "cells" to carry on the tradition of disruptive innovation in a comprehensive, organized and planned way.
3.3 Lack of supporting departments
Among the many studies of innovation at Apple, there is no data on innovation in the support departments of the company as a whole. Selling products and services is only one part of the overall profit chain, and maintenance and customer service are still important. Although the maintenance cost caused by subsequent defects was reduced as much as possible in the early stage of research and development, the outsourcing of its production still made the quality of the final product beyond the control of the enterprise. From time to time, there are reports of no complaints or claims, which should be taken seriously by the company. (Liu Ziyu,2016) The one-year service pledge should be studied in a way that can be strengthened, so as not to cause a crisis of confidence in the future because of a "weak link" in the follow-up service of the enterprise which does not cost much itself.
4. Recommendations
4.1 Decentralization of management levels
The success of a highly centralized management style at Apple was due to Jobs' personal vision and market insight. When Jobs dies, it will be hard to find a full replacement. During this period, if they don't find other ways to keep people together, good employees are likely to be poached by competitors. At this point, in the continuation of the company's confidentiality principle, to lower the level of management in stages, so that more employees participate in the company's future decision-making, can be regarded as a long-term strategy for development. "Stay hungry. Stay foolish." It should not only be advocated by leaders, but should go deep into the hearts and actions of every Apple employee, so as to maintain the vitality of the company's innovation. (Liu Zixuan,2021)
4.2 Strengthen enterprise innovation culture and develop "Jobs Effect"
No one can replace Jobs' legacy in Apple's history and beyond, but in reality, the real impact on the company today is gone. Nevertheless, his charisma will continue to influence the company's culture as an internal centripetal force. At this time, on the basis of the original culture of the company, the principle of excellence should continue to carry forward. At the same time, fair competition and emphasis on personal development of employees are increased, so that the essence of Jobs is deeply embedded in every level of the enterprise, and Apple is more-full of human flavor.
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