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1.0 Introduction 

1.1 Company Background 
 Established in 1977, Apple inc. is an American multinational company that specialises in design, manufacturing, and marketing of smartphones, computers, tablets, watches and accessories. Alongside Apples extensive range of technological products, they also offer a range of services including digital content stores and streaming services, Apple care, iCloud, Apple news+ and Apple pay. 
The combination of these products and services alongside Apple’s ability to continuously produce innovative products has propelled them to becoming the largest IT company worldwide and the second largest smartphone manufacturer globally. 
As of September 2019, Apple employed approximately 137,000 full time equivalent employees. (Apple Inc, 2019) Apple’s mission statement, stated by current CEO Tim cook is “To bringing the best user experience to its customers through its innovation hardware, software, and services.” (Apple Inc, 2018). Tim Cook further states how Apple plan to accomplish their mission by outlining four key components. Best user experience, Improving the lives of people, empowerment of the public and top-quality products.
1.2 Report Objectives 
The overall objective of the report is to analyse the internal and external environment of Apple Inc. To achieve this objective, I will begin by analysing a variety of theories and approaches to strategy and strategic management. I will then use these theories and approaches to provide an overview of the strategy used by Apple Inc. Furtherly, I will apply a range of strategic analysis tools to provide a full analysis of the organisation. 
1.3 Strategy 
Strategy can be defined as “The long-term direction and scope of an organisation. it is the combination of strategic goals and strategic pathways” (Finlay, 2000, p.16) In simpler terms a strategy is a plan developed by a business to guide them through their processes helping them reach their goals. 
Thompson (2005) defines strategy as a plan of action designed to achieve long term success. “They are the things businesses do, paths they follow and the decisions they take, in order to reach certain levels of success” (p. 10). It is difficult to narrow down strategy to a singular definition. However, it is interesting that both Finlay and Thompson both emphasise the importance of business using strategy to find their pathway to success. 
Strategic management has been defined as “The process of managing the mix of goals and strategic pathways that serve to define what the organisation is, where its going, when it wants to get there and how it is going to get there” (Finlay, 2000, p.17) Strategic management is essentially the process of managing the implementation of strategy. It is the management of ongoing plans. Monitoring, analysing, and assessing the organisations needs. Strategic management is important to businesses because it allows them to review and assess their strategies in line with change in the business environment. 
Michael Porter is an American academic and well-respected theorist in the field of business strategy. Porter defines competitive strategy as “Competitive position, deliberately choosing a different set of activities to deliver a unique mix of value” (what is strategy, 2020) This view from Porter offers an alternative view to strategy as he suggests before implementing your own strategy you must understand your competitors and the market. This allows your business to stand out and be unique.  
Porters generic strategies offers three different approaches to business strategy. These strategies can be implemented to gain competitive advantage. The three approaches include Cost leadership, differentiation, and focus. Porters generic strategies can all be applied to any business in all industries. 
The cost leadership strategy involves becoming the lowest cost producer in the industry. “The traditional method to achieve this objective is to produce on a large scale which enables the business to exploit economies of scale” (Riley, 2019) In theory, if the selling price of the product or service can be equal to the market average, the lowest cost producer will benefit. This strategy is commonly associated with large scale businesses offering a standardised product with little to no differentiation.
The differentiation strategy “Involves making your products or services different from and more attractive than those of your competitors.” (Porters generic strategies, 2017) This strategy focuses on standing out from the competition with more superior products. To succeed with this strategy, it is common that businesses must have excellent research, development, and innovation skills, allowing them to deliver best quality products or services on the market.   
The focus strategy “concentrates on particular niche markets, by understanding the dynamics of that market and the unique needs of customers within it.” (Porters generic strategy, 2017) This approach suits companies who are focused on one niche area within the market. Focusing on one niche area allows the business to build a strong relationship with the customers creating strong brand loyalty. Having strong brand loyalty makes it increasingly difficult for competitors to break into the market. 
From reviewing these three strategic approaches it is clear to understand the importance of choosing the right strategy to fit the business. Although the purpose of all strategies is to guid the business to achieving its goals, each strategy takes a different path on its way to success. 
Henry Mintzberg, another leading academic and well renowned Strategic management theorist draws attention to another strategic approach. The planned and emergent strategies. The planned strategy which is also commonly known as intended strategy can be described as a “Strategy that an organisation hopes to execute” (Intended, emergent and realised strategies, 2018) The intended strategy is the strategy that business create before starting out, based on formal strategic planning.  
Mintzberg defined emergent strategy as “a pattern of action that develops over time in an organisation in the absence of a specific mission or goal” (Planned and emergent strategy, 2019). This type of strategy usually emerges over time and develop from real world events as they occur. For example, a change in the external environment could initiate evolution of the strategy. The strategy adapts to change and is not restricted by formal planning methods. 
The combination of the two, often leads to the realised strategy. A realised strategy can be influenced by both intended and emergent strategy. It is increasing important for businesses to combine intended and emergent strategies in the realised strategies because when implementing the intended strategy, they will gain a greater understanding of what works best for the business. Adapting to emerging strategies allows the business to sustainably achieve their overall goals. 
2.0 Main findings 
2.1 Overview of Apple Inc Strategy 
Apple describes their business strategy as “committing to bringing the best user experience to its customers through its innovative hardware, software and services. The Company’s business strategy leverages its unique ability to design and develop its own operating systems, hardware, application software and services to provide its customers products and solutions with innovative design, superior ease-of-use, and seamless integration” (Apple inc, 2018) My immediate though on this statement relates to Porters generic business strategies, more specifically the differentiation approach. Apple strive to create more attractive products than their competitors and focus heavily on product innovation. This suggests they are trying to create products that stand out from competition. 
2.1.1 SWOT Analysis 
The SWOT (Strengths, weaknesses, opportunities & threats) analysis is an effective tool for analysing any organisation. It paints a clear picture of the overall business and can be used to initiate a strategic plan.  This SWOT analysis focuses on Apple Inc:
	Strengths
· Brand Identity/Value – Apple has been branded the most valuable brand globally. (Forbes, 2019)
· Market leaders - Apple are the largest IT company worldwide
· High Profit Margin – Apple sits above the industry average for profit margin
· Infrastructure – Apple’s exceptional infrastructure allows them to operate globally with ease
· Innovation – Apples ability to create innovative products, services, and hardware. 

	Weaknesses
· Declining sales in China – Apple have encountered issues dealing with Chinese authorities when trying to publish new games Kastrenakes, J. (2019). Also, strong competition from Chinese company Huawei have both led to loss of market share in the region.
· Premium pricing – Apple products are priced much higher than competitors’ products. Additionally, in 2018 Apple decided to increase starting prices for their most popular products by another 20% (Reisinger, D.2019
· Incompatibility – Apple ‘s has created their own systems and hardware, meaning programmes available within their computers are only compatible with apple products. 


	Opportunities
· Research & development – Apple have generated incredible amounts of profit, investing some money into research and development will give Apple the edge over competitors and allow them to continue creating innovative products before the competition
· Product Diversification – Apple has begun diversifying its produce range with the introduction of Apple tv and the Apple watch. Apple still has potential for creating new products or services to compete with competitors. For example, A search engine or new smart glass to compete with google glass. 
· Compatibility – Increasing compatibility of their products, to allow files to be shared on various formats to other branded products. 

	Threats 
· Reputation – Tax avoidance is very damaging for the image of the company Apple have been accused of avoiding millions in taxes by exploiting loopholes. (Mail online, 2013) And on a separate occasion were forced to pay over £12 billion after a ruling from the European commission. (BBC, 2018) 
· Competition – Apple face strong competition in a market they are already struggling in, China. Chinese based company Xioami have access to cheaper resources across Asia and are likely to favoured by government officials. 




2.1.2 PEST Analysis 
A PEST analysis is a strategic tool used analyse the macro-environment of an organisation. this tool analyses opportunities and threats due to political, economic, social, and technological factors. The analysis can then be used to inform the strategic planning process. 
	Political 
· Political lobbying – Year or year Apple increase their political lobbying budget, as of 2017 the budget was around USD 6.6 million. (Open secrets, 2019) Lobbying efforts from Apple are intended to influence the development of favourable legislation. 
· Global Politics – Apple face different scenarios globally where politics interferes with business. A lawmaker in Russia called for Apple’s CEO Tim cook to be banned from the county after publicly acknowledging his homosexuality. (The Independent, 2014) This case alone demonstrates a threat from a political factor to Apple sales in the region. 

	Economic 
· Currency Exchange rate – Apple receive over 60% of their sales from international markets (Apple inc, 2018) with a strengthening USD, Apple revenues are negatively affected. 
· Tax Rates – Tax is an important economic factor for any business. In the US new tax reforms were proposed by President Donald trump which could see corporation tax reduced by as much as 15% (Tully, 2017) This proposal could hugely benefit Apple and could potentially free up cashflow to use in other areas of business  


	Social
· Lifestyle – New trends and patterns in consumers lifestyles have created an increasing demand for apple products. The emergence of social media over the last decade has influenced a significant lifestyle change where everybody wants to be connected. Sharing things to social media instantly has created a demand for modern smartphones. Working from home has also become a new pattern of lifestyle where demand for Apple products have increased. 

	Technological
· Change in technology – Technology is evolving at a rapid pace; it is important for Apple to be at the forefront on technological innovation within their industry to be able to take advantage of first mover advantage. Technological advancements that might affect Apple could include wireless chargers for devices, unbreakable glass for touch screen devices and depth-sensing cameras. Carrying out extensive research and development in these areas could lead to long term growth. 







2.1.3 Stakeholder Matrix
This analysis tool is known as Medlow’s Matrix is a tool used to analyse business stakeholder groups based on power and interest.(Eriksen-coats, 2017) The idea behind the analysis is that all stakeholders may seem to have lots of power and interest but in reality, some stakeholders will have more power or interest than others. 
Using a map to organise stakeholders is beneficial because it shows the business which stakeholders to invest time and resources into. There are four areas stakeholders can be grouped into. 
· High power, High interest – Stake holders in this category need to be managed closely, the business should aim to regularly engage with these people and make increased effort to keep them satisfied. 
· High power, Low interest – Stakeholders in this category need to be kept satisfied. There should be enough engagement to keep them satisfied, but remember they have less interest. 
· Low power, High interest – It is important to keep these stakeholders informed, talking with these stakeholders can prevent any major issues arising. They are highly interested so keeping them on board with your ideas is beneficial. 
· Low power, Low interest – Although engagement with these stakeholders is not as important, monitoring them to see if their levels of power or interest change. 
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2.1.4 Porters Five forces Analysis
Porters Five forces analysis is a tool developed by Michael Porter (1979) that uses five individual key aspects to analyse competition in the business environment. The five forces in Porters analysis consist of threat of new entrants, bargaining power of buyers, bargaining power of suppliers, threat of substitute products or services and rivalry among existing firms. 
Analysis of Apple Inc using Porters fiver forces:
Threat of New entrants 
The threat posed to Apple by new entrants is not currently high. The main reasoning for this is the capital requirements needed by a new business to compete. Manufacturing and producing devices and software on a similar scale would require enormous amounts of investment. As well as financially, new businesses would face extremely difficult in finding resources on such a large scale.  
The timing of new entrants to this market is another significant challenge. The technology market globally is a highly saturated market, and it would be difficult for new businesses to establish a customer base. 
The only favourable factor for a new entrant into the market would be innovation. If a new business was able to create innovative produces that are not yet seen in the market, then it is possible for them to overcome the other barriers. 
Bargaining Power of buyers
Apple have created a high level of loyalty with its customer base by providing superior products to the market. A study conducted shows that 92% of iPhone users were likely to upgrade within twelve months intend to buy an Apple device again. (Campbell, 2017)
Apple have also created a closed eco system with their products allowing users to share data from one apple device to another with ease. Apples brand loyalty and closed eco system encourages customers to stick with the brand which ultimately reduces their bargaining power of buyers.  
Bargaining power of suppliers 
The bargaining power of Apples suppliers is not a great threat, Apple sources their most important components through multiple suppliers. Having a wider range of suppliers reduces the overall threat bargaining power from suppliers. For many suppliers Apple are their biggest customer, from this Apple used their own bargaining power to further reduce the threat. 
Threat of substitute products or service
In this area there is little to no threat on Apples business, for example a substitute product for a smartphone would be a landline telephone. As technology advances the need for this substitute product becomes obsolete. This era of technology focuses on convenience and portability which it not offered form the substitute products. 
Rivalry Among existing firms
Rivalry with competitors is the biggest threat to Apples organisation. In every market Apple operate and have products, there are giant global companies to compete with. Every single product of Apple is in competition with another product from a rival company. Therefore, brand loyalty plays such an important role to Apple’s success. 
3.0 Conclusion
Upon analysing the internal and external business environment at Apple and relating it back to strategic management, I am still drawn back to Porters differentiation strategy. A common theme that emerges from the analysis is innovation which I believe the foundation for the differentiation strategy. It is also clear that as a business operating in a fast-changing environment, emergent strategies are vital to the business to stay ahead of competitors. For Apple to stay on top for such a period demonstrated extreme resilience imbedded in their strategy. 
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