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Introduction

This report is set to analyse the internal and external environment of Dell Technologies Inc.,
through different models and frameworks, which would give a clear understanding of the
company's strategic management and how it gains competitive advantage, growth and

sustainability in the corporate market.

Wheelen, et al. (2018) described strategic management as a process wherein management
makes decisions and takes actions to improve the long-run performance of the firm. On the
other hand, Armstrong (2021) stated that strategic management process means to create and
execute strategy. A strategy is defined by Whittington, et al. (2020) as a ‘long-run direction’
of a firm, a set of actions and distribution of resources needed to achieve business objectives.
Good strategic management and a well-planned strategy provides a competitive edge and

helps firms to achieve business goals and missions (Dess, et al., 2019).

Dell Background

Dell Technologies Inc. was founded in 1984 by Michael Dell and at present it is a well-
known and globally-operating company that engages in designing, producing, manufacturing,
promoting, selling and providing technology infrastructure, like hardware (laptops, desktops,
storage devices, etc.), software, and cloud solutions to the consumers world-wide (Global
Data, n. d.; Forbes, n. d.). As of 2022, Dell has around 133,000 employees working in
30,000 stores in 180 countries across the globe (Alsop, 2022).

Dell’s financial results showed outstanding performance in the full fiscal year (FY) of 2023.
Moreover, the company generated a revenue of 102.3 billion US-Dollars in the FY2023,
which was 1% above the FY2022 (Dell Technologies, 2023). It reported 24% increase in the
operating profit, the previous year, which accounted to $5.8 billion. Further, the company’s
full year net income was $2.4 billion whereas the cash flow from continuous operations was
$3.6 billion. Additionally, the earning per share (EPS) for the year 2023 was $3.24 (Dell
Technologies Inc., 2023).

Dell’s Mission and Objectives

The mission of Dell Inc. is to be the pioneering company across the globe producing high
quality computers and offering best buying and service experience to its customers in the

market of its operation (Dell Technologies, n. d.).
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With regards to the objectives, Dell has set an ambitious and time-bound goals which
includes, sustainability goal of achieving net zero emissions of greenhouse gases by 2050;
producing recyclable and renewable products and packaging by 2030; including diverse
workforce across the global business by 2030; and improving the lives of the people by

producing advanced and trustworthy technology devices by 2030 (Dell Technologies, n. d.).

Macro-Environment Analysis

According to Whittington, et al. (2020), organisations function in a challenging multi-layered
environment (as shown in Fig. 1). The outer macro-environment includes political, economic,
social, technological, legal and ecological (PESTLE) factors that not only influences the
organisations but also offers probable threats and opportunities to them. For Dell’s managers,
changes occurring at macro-environment can be large, highly complex and difficult to predict
(Whittington, et al., 2020).

The macro-envirop, ent

\ndustry (or sector)

competitors

The
organisation

Figure 1: Multi-layered Business Environment (Whittington, et al., 2020)

PESTLE Analysis

This analysis examines macro-environmental or PESTLE factors (as shown in Fig. 2) that are

interrelated to each other and that provides information about elements that drives the
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changes in the macro-environment and that possibly impacts the success or failure of any

strategies within the organisations (Johnson, et al., 2012).

Political

Ecological Economic

PESTLE

Legal Social

Technological

Figure 2: PESTLE Factors (Adapted from Johnson, et al., 2012)

The impact of PESTLE factors on computer or electronic industry, in which Dell

Technologies operate, can be examined as follows:

Political — Computer industry can be affected by political factors, like political conflicts,
governmental rules and regulation concerning export and import of the products, taxation,
currency rates, and so on. For example, to conduct business in the UK, companies in this
industry need to pay 25% corporate tax as of 2023, whereas in the USA it is 21% (PwC,
2023; PwC, 2023). Higher corporate tax indicates increase in the price of the product,
decreased earning of the shareholders, low remunerations and expensive investment in new

technology and equipment (Baker, et al., 2023; Tax Foundation, 2022)

Economic — Mainly 3 economic factors, like fluctuating currency rate, inflation and raw
material cost, currently impact the computer industry (The World Financial Review, 2022).
For instance, high currency rates can increase the trading prices of laptops and computers in
the international market (Bussiere, 2013). Moreover, inflation can reduce the sale of the
products in the computer industry, whereas increased cost of raw material can further lead to
higher product prices (Moheb-Alizadeh and Handfield, 2018).
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Social — Computers industry is affected by social factors, like income and education level,
purchase behaviour, lifestyle, etc. (Lynch, 2018). For example, computers and laptops are
expensive technical products which can be afforded by people with good disposable income
and sound technology knowledge (Hamilton and Morgan, 2018). ‘Work-from-home” and
‘hybrid work’ concepts have further influenced the buying behaviour of consumers for laptop
and computer gadgets (Yang and Yamazaki, 2020). Additionally, these products are an
essential part of people’s everyday life as they are used for various purposes, like playing
games, finding information, conducting studies, and for professional work (GCF Global, n.

d.). All these factors increase the sale and market growth of the companies in the industry.

Technological — Advanced technology has offered increasing opportunities for the
companies in the computer industry. For example, emerging technologies like virtual and
augmented reality are used to install gaming and educational features in the computers and
laptop, artificial intelligence is used to improve the functionality, and cloud computing is
used for easy accessibility and storage of data (Allinson, 2023). Also, companies are focusing
on enhancing the connectivity, durability and portability, as well as versatility of the devices.
For example, companies are designing thin and light weight products having 2-in-1 features,
like laptops that can be converted to tablets due to easily detachable keyboards. (Allinson,
2023)

Legal — Businesses in the computer industry can be affected by governmental regulations
depending on the country of its operation. For example, in the UK, the computer
manufacturing companies need to abide by The Copyright, Designs and Patents Act (1998)
which indicates that the companies should produce original products and use licensed

hardware and software technologies within their devices (Scott, 2018).

Ecological — Computer and laptop manufacturing companies should operate in a socially
responsible way by producing recyclable gadgets that have longer battery life, consume less
energy and create less pollutants during the manufacturing process (Lucidi and Woermann,
2021).

Micro-Environment Analysis

Blythe and Martin (2019) stated that micro-environment encompasses factors (as shown in

Fig. 3) that are in close contact with the organisation and that influences its day-to-day
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operations, performance and decision-making. Analysis of micro-environment can help Dell
to identify its potential customers, major competitors, range of suppliers, intermediaries (like
retailers, wholesalers and distributors) who can sell products to customer on behalf of Dell,
and general public who influences the decision of other customers (Kotler, et al., 2019).

MACRO-ENVIRONMENT

Interest Exchange

rates rates
MICRO-ENVIRONMENT

Technology
Competitors Customers
FIRM: Government
INTERNAL
ENVIRONMENT
Culture
Some Suppliers
publics
Some
Intermediaries publics
Climate
Foreign
competition

Figure 3: Macro- and Micro- environment Factors (Blythe and Martin, 2019)

Industry Life Cycle

This cycle demonstrates different stages (as shown in Fig. 4) that are experienced by an
industry throughout its life (Lynch, 2018). According to Whittington, et al. (2020), these
stages cover five phases which starts with the development of the industry wherein it is new
and small in the market, then it passes through a stage of constant growth, followed by a
‘shake-out’ period where it experiences increasing rivalry, and finally a period of maturity

and decline which is marked by ‘slow or zero growth’ period.
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Market
size

Low rivalry: Low rivalry: Increasing rivalry: ~ Stronger buyers:  Extreme rivalry:
High High growth Slower growth Low growth Typically many
differentiation and weak and some exits and standard exits and price
Typical Innovation key buyers, but low Managerial and products, but competition
five forces entry barriers financial strength higher entry Cost and
Growth ability key barriers commitment
key Market share key

and cost key

Figure 4: Industry Life Cycle of Computer/laptop Industry (Whittington, et al., 2020)

With regards to the computer/laptop industry, there is increasing competition between the
brands for price, features and functionality, design, marketing and promotion (Kantar, 2019).
The industry had experienced an explosive growth in terms of sales and shipment of personal
computers (PCs) and laptops during the pandemic due to increase in remote working
(International Data Corporation [IDC], 2022). However, in the post-pandemic era, the sale
and shipment of laptop and PCs had declined by 16% and 16.2% respectively in 2022 as
compared to that in 2021 (Mearian, 2023; Gartner, 2023). The major strengths of companies
in this industry are their financial health and managerial expertise. For example, Dell’s
leaders are the pioneers of the company who drive innovation and technology revolution to
develop excellent products (Dell Technologies, n. d.). Additionally, the success of Dell is also
attributed to its financial health which grew by 17% in the year 2022 than in 2021 (Dell
Technologies, 2023).

The above-mentioned characteristics of the computer/laptop industry corresponds with the
‘shake-out’ stage of industry life cycle. To avoid reaching to the decline stage,
computer/laptop industry needs to focus on constantly innovating the product and introducing
new-age features, like nano computers or laptops, touchscreens, in-built virtual assistance,
less expensive cloud storage with increased connectivity and large space, slimmer body and

lighter weight, advanced processor, and so on (World Economic Forum, 2016).
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Porter’s Industry 5 Forces Analysis

Porter’s 5 forces framework (as shown in Fig. 5) is a strategic analysis tool that helps to
examine, competition, new entrants, buyers, suppliers and substitutes present in a specific
industry (Whittington, et al., 2020). These forces are analyse to identify the structure and
attractiveness of the industry as well as the power equilibrium existing between individual

force and the company operating in a given environment (Lynch, 2018).

Potential
entrants

Threat of
entry

Suppliers Buyers
Bargaining
power

Bargaining
power

Threat of
substitutes

Substitutes

Figure 5: Porter’s 5 Forces Framework (Whittington, et al., 2020)
The power of each force in the computer industry can be examined as follows:

Threat of Potential Entrants — This threat is low in the computer industry as there are major
brands, like Apple, Dell, HP, Lenovo, etc., dominating the PC market and hindering the entry
of potential new companies (Global Brands, 2022). Another big hurdle for new entrants is the
significant start-up cost required to build a manufacturing unit, to invest in hiring technical
experts, to finance their research and development and marketing activities, and to offer
seamless customer experience (Walls, 2023). To recoup the initial investment, the new
entrants may have to initially set high prices for their less innovative computer and laptop

products (Nagle and Muller, 2018). This makes it further difficult for the new entrants to win
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the loyalty of the customers in the price sensitive computer/laptop market (Mukherjee and
Sundararajan, 2012).

Bargaining Power of Buyers — Buyers have high bargaining power in the computer/laptop
industry. There are a number of companies offering a wide range of laptops and computers
for different buyers having different needs (Global Brands, 2022). For example, business
professionals may need laptops that have good speed and increased storage capacity, whereas
the younger generation may prefer gaming laptops. Leading brands, like Dell, HP, Lenovo,
etc., are offering innovative devices having advanced technology and features at a highly
competitive price (Allinson, 2023). This offers increasing opportunity to the buyers to choose
the brand that can meet their specific needs and budget. Also, low switching cost further

strengthens the bargaining power of buyers (Cheng, 2022).

Bargaining Power of Suppliers — There is high bargaining power of suppliers in the
computer industry. This is because companies in the industry are highly dependent on
suppliers to provide them high quality hardware and software solutions (O’Connor, 2013).
Although there are wide range of suppliers that can offer different parts and components,
such as mouse, keyboard, hardware, etc., there are two major suppliers — Microsoft and Intel
— in the computer/laptop industry that has gained increasing monopoly (Manners, 2022;
AntiTrust Division, n. d.). Every company in the PC world uses Microsoft Office and Intel
processors in their computers and laptops and this increases the suppliers bargaining power
(Roberts, 2016). Additionally, these suppliers’ switching cost is also high, meaning if the
computer firms switch to other suppliers than Microsoft and Intel, it may directly impact the

sale of their products and their overall revenue (Cheng, 2022).

Threat of Substitutes — Currently, the computer industry faces low threat of substitutes as
PCs and laptops are the essential commodities in people’s life. For example, as per OECD (n.
d.) statistics, nearly 93% of the households in the UK possess at least one computer or laptop.
The major substitute for Windows’ PCs or laptops are the computers and laptops from Apple
that have different software support and features than Windows. Further, Apple
computers/laptops are expensive which prevents individuals from shifting to Apple products
(Cheng, 2022). Other substitutes can be mobile phones or tablets but they have limited
memory space, low software compatibility and slower processing speed than the computers

or laptops which restrict people from using them as a useful substitute (Watson, 2021).
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Competitive Rivalry — There is high competition among the top brands in the computer
industry. All the companies are competing to deliver cost-effective, highly efficient and
innovative design products that can meet the needs of varying customer segments (Rayming
Technology, 2021). However, price is the major competitive factor within the industry and
companies are ready to accept low profit margins to achieve high market shares (Cheng,
2022). In addition, the recent statistics show decreased profitability and sales in the industry
(Mearian, 2023; Gartner, 2023) that further fuels the competition between the existing
players. Another reason for intense competition is the globalisation of computer business
which is growing at a compound annual growth rate of 8.3% (The Business Research
Company, 2023).

Internal Analysis

As stated by Jenkins and Williamson (2015) internal analysis refers to the detailed
examination of strategic resources and competencies, assets and business processes. It aids in
identifying a company’s strengths and weaknesses in terms of producing customer-
satisfactory products and services, achieving business goals and objectives and gaining
competitive edge (Parnell, 2014). Identification and examination of internal resources and
capabilities can help Dell to exploit its strong areas and work on its weaknesses to increase its

survival, sustainability and competitiveness in the market.

Dell’s Strategic Resources and Capabilities

Strategic resources refers to those assets of an organisation that adds value and helps it to
perform better in the market whereas capabilities refer to managerial skills, activities and
leadership qualities that exploits, share and create value from the organisational resources
(Todorov and Akbar, 2019). Both resources and capabilities play a crucial role in determining
long-run survival and competitiveness of an organisation (Lynch, 2018). According to
Whittington, et al. (2020) an organisation may consist of physical, financial and human
resources and capabilities. Based on this explanation, Dell’s resources and capabilities

include —
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Physical — These are tangible assets of Dell that have significant value and that aids in
producing goods and services (Whittington, et al., 2020). Dell’s physical resources include,
its offices and headquarters in 180 countries, more than 30,000 stores across the globe, over
20 manufacturing locations worldwide, more than 725 distribution and logistics centres
globally and around 2,200 service centres around the world, computer and laptop units, and
IT and Cloud infrastructure for effective storage, networking and management of business

processes (Dell Technologies, 2023).

Intangible — Whittington, et al. (2020) explained that intangible resources are not physically
present but they offer increasing value to the organisation. Goodwill and reputation that Dell
has created over the years represent its most valuable intangible assets. Besides, the
intangible resources of Dell consist of its brand name, 51713 patents worldwide and
copyright information, loyal customer-base, franchise agreements with the partners across
different countries, and its tailor-made pro-support service for all type of computer and laptop
issues (GreyB, 2023; Dell Inc., 2023).

Financial — These are annual reports and balance sheets of Dell which give detailed
information about the company’s revenue, cash flow, assets, liabilities and shareholder’s
equity. Dell generates most of its revenue from its goods (70%) and services (21%) wherein
goods revenue is derived from sales of hardware products, like personal computers, laptops,
cameras, printers, electronics, etc. (Goel, 2022). Additionally, increasing demand among the
consumers, product shipment and constant growth across the business operations also
contributes to the increase in financial resources of Dell (Dell Technologies, 2022).

Human — Dell’s human resource includes its diverse team members (approximately 133,000
as of February 2023), go-to-market members (around 31,000) and IT service and support
team (nearly 35,000) and 240,000 global partners (Dell Technologies, 2023). The company
offers a working environment that is highly accessible, provides equal opportunity to all, and
is attractive for existing and potential employees to develop and grow (Dell Technologies,
2020).

Value Chain Analysis

According to Johnson (2012), it refers to the chain of activities within a company which

contributes to the development, production and marketing of products and services. These
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activities range from raw material to consumer that play a significant role in providing
competitive edge to the company and in creating value for the final consumers (Stacey,
2010). A value chain framework (as shown in Fig. 6) of Dell comprises primary and
secondary activities that are connected with each other to offer best product, service and

experience to the customers.

Firm infrastructure
Support Human resource management %a
activities Technology development %
Procurement
» L
Inb‘ou‘nd Operations Outbqund Maiieting Service &
logistics logistics and sales .ﬁ'

a'a

Primary activities

Figure 6: The Value Chain Framework (Whittington, et al., 2020)
Primary Activities

In the value chain of Dell, the primary activities refers to business operations concerned with
the creation and supply of exceptional personal computers as well as other electronic
products and technology services (Whittington, et al., 2020). Primary activities of Dell

includes —

Inbound logistics — The global supply chain of Dell is effectively managed through its
manufacturing and assembly plants and retail services. The company’s manufacturing centres
are located in China, Ireland, Brazil, and the United States and it follows a just-in-time model
(right quantity of raw material arriving at right time) for production, delivery and inventory
management (Dell Technologies, 2023). Additionally, Intel and Microsoft Corporation are
the key suppliers who respectively provide microchips and software systems for Dell’s
computer products. The company is also associated with many trustworthy logistic partners,
like UPS, DHL, etc., who use rail, road, ocean and airways to deliver millions of Dell’s

products globally (Dell Inc. 2023).
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Operations — Goel (2022) stated that Dell’s main operation is to assemble the computer
parts, install software, test the functionality and product configuration and control the quality
aspect. Assembly operation creates increasing product customisation opportunity which
offers competitive edge to the company.

Outbound logistics — The 2022 annual report of Dell Technologies shows that the outbound
logistics of the company involves delivery of the finished products to the customers (Dell
Technology Inc., 2023). Dell is a globally operating brand, however, it uses e-commerce
technology to connect with the customers on a global platform and to satisfy their varying
demands. Using such a platform, customers can directly place their orders and the company
can accordingly design customised products for them. Additionally, this allows Dell to better

understand their customers and to enhance their overall experience (Cheng, 2022).

Marketing and sales — The marketing strategy of Dell is directed towards the customers. It
uses various marketing methods, such as advertising on print media and television, sales and
online promotion, etc. to increase the customers’ awareness about the brand's product range
(Talbot, 2020). Since Dell became a private company in 2013, its marketing efforts are
focused on increasing customer awareness about its hardware and software solutions (Ellis,
2017).

Dell’s sales strategy is concerned with selling its technology products directly to the
customers and through retailers. Direct selling involves selling the product on its company
website and through direct calling the corporate customers. At electronic or computer retail
stores, Dell instals Kiosk which allows customers to visually scan the product and place the
order (Cheng, 2022).

Services — Dell offers pre-purchase and post-purchase services to its customers which
includes IT and technical support, product information, value-based and after sales services
(Chen, 2022). Dell employees attain thousands of customers’ calls every day and offer at-
home technical services to the customers based on their need and requirements. Additionally,
customers can also share their problems and queries on Dell’s websites and get customised

support (Dell Inc., 2023).
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Secondary Activities

On the other hand, secondary activities or support activities in the value chain of Dell are
connected with the primary activities to support and improve the efficiency of business
operation (Whittington, et al., 2022). These activities are —

Procurement — This is concerned with acquiring resources from the suppliers (Schiele,
2019). Dell ensures close contacts and long-term relationship with its two main suppliers,
which are Intel and Microsoft Corporation so that the brand can get good quality raw
materials at the best price, receive on-time delivery and avail engineer service from the
suppliers at all time at the manufacturing unit to produce new and improve quality finished
goods (Cheng, 2022).

Technology development — Dell invests in the latest technology to design customised
personal computer products and also to constantly test the quality of its components and
finished goods (Cheng, 2022). Further, the company conducts research and development to
produce innovative technology, like cloud computing (Dell Inc., 2023). It also uses its e-

commerce platform to offer information about its business operations and product portfolio.

Human resource management — Dell has 133,000 employees as of 2022 (Macrotrend,
2023). For the professional development of the workforce, Dell offers 70% of on-the-job
training, 20% of coaching and mentoring and 10% of formal training through free certificate

courses online (Harrison, 2016).

Firm infrastructure — This is concerned with support infrastructure within Dell which
includes financial planning, quality check and control and general support from the
management team (Cheng, 2022). There is a worldwide business consultancy of Dell which

helps in improving business performance and making business-related decisions.

VRIO Analysis of Distinctive Resources and Capabilities

According to Barney and Herterly (2019) VRIO framework is an essential tool to conduct
internal analysis and identify those resources and capabilities that are distinctive and offer
competitive potential to the company. Arraya (2022) explained that distinctive resources and
capabilities are unique to the organisation that are difficult to replicate and that strategically
differentiates the organisation from its competitors. Dell’s distinctive resources and

capabilities can be determined through VRIO analysis framework that asks questions (as
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shown in Table 1) related to four parameters — value, rarity, imitability and organisation — to

identify if the firm’s resources are distinctive (Lynch, 2018).

Distinctive Value | Rarity | Imitability | Organisation Competitive
Resources/ advantage
Capabilities
Brand name and Yes Yes Yes Yes Sustainable
reputation competitive
advantage (SCA)
Brand awareness Yes Yes No Yes SCA
Sell-direct model Yes Yes Yes Yes SCA
Just-in-time model Yes Yes Yes Yes SCA
Product quality Yes Yes Yes Yes SCA
Product Yes No No Yes SCA
customisation
Good market Yes No Yes No SCA
segmentation
Customer support Yes No No Yes SCA
service

Figure 7: The VRIO Framework (Adapted from Lynch, 2018)

Value — Lynch (2018) stated that valuable resources and capabilities allows firms to design
effective strategies based on external opportunities and that helps to overcome the
weaknesses and minimise the threats. According to Forbes’ list (2022), Dell is the 10" largest
company having the ‘world’s best employers’ position. It has achieved a good brand name
and reputation and is a well-known brand in the computer industry which increases its
market value and market shares. Additionally, its sell directly to the customer model,
product customisation capabilities and just-in-time for production and inventory are the

valuable capabilities of Dell Technologies (Knott, 2015).

Rarity — Rare resources and capabilities helps the firm to generate competitive edge and
enhance its economic performance in comparison to its competitors (Lynch, 2018). In the
computer industry, Dell is the only company selling its products directly to the customers
without relying on the network of wholesalers or retailers. This offers rarity to the company
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in comparison to its competitors. However, it is not a rare company on the global platform as
many key players, like Apple, HP and Samsung have established a good brand name and
position in the industry (Knott, 2015).

Imitability — Inimitable resources and capabilities of an organisation are those that are
expensive to imitate and this helps it to generate more profit and gain competitive edge over
its competitors (Lynch, 2018). Although competitors can imitate just-in-time inventory,
direct selling to customers and customisation of the product capabilities of Dell, they
may have to change their entire business process to imitate these capabilities which may

increase their overall business cost (Knott, 2015).

Organisation — Lynch (2018) stated that a well-organised organisation can use its value, rare
and inimitable resources and capabilities to its full potential. Dell has effectively managed
and organised its inventory and production process with just-in-time delivery and
customisation of computer products through its direct engagement with the customers. Such
an organised business process of Dell offers it a competitive advantage. On the other hand, it
is difficult for the company to match the strategic capabilities of Dell as they may have to
completely reorganise their processes which may prove time consuming and expensive for
the competitors (Knott, 2015).

SWOT Analysis

According to Stacey (2011), SWOT analysis is a method that helps to understand the
strengths and weaknesses of an organisation and to identify the opportunities available to it
and the threats it has to tackle. The SWOT analysis of Dell is represented in Table 2.

Strengths Weaknesses

e Well-known brand and a largest e Product customisation strategy
producer of personal computers and results in more time incurred to
laptops produce and deliver the finished

e First brand to offer ‘Next Business product to the customers
Day On-site Service’ (NBD) from a e Limited suppliers or increasing
certified engineer at place reliance on two main suppliers (Intel
convenient to the customers and Microsoft) may decrease the
(Business Direct, 2023) bargaining power of Dell
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It engages in customisation of the
product and offers direct service to
the customers (Dell Inc., 2023). This
aids in enhancing the customer
experience and in meeting their
individual needs

Dell’s main business is to assemble
components manufactured by the
suppliers and create the finished
product. This helps to control the
quality and manage the supply chain
effectively (Cheng, 2022)

The company is able to manage low
inventory cost as it quickly clears its
inventory within 6 working days
(Dynamic inventory, 2018).
Long-term partnership with reputed
suppliers like Intel and Microsoft
Corporation (Manners, 2022)

The company known for its just-in-
time production, delivery and
inventory management (Dell
Technologies, 2023)

e There is limited differentiation in

Dell’s product in comparison to its
competitors like Lenovo, Samsung,
HP, etc. as they offer the same
processor and internal software
system.

It faces intense competition from the
competitors with regards to market
shares, profit margin and innovative
disruption

Dell has not created strong presence
in the market in comparison to its
competitors like Apple and
Samsung, who have diversified its
product-line and have capitalised
their growth opportunities in
smartphone, tablets and home

appliance market (Cheng, 2022)

Opportunity

Threats

Boost the position in the market
through diversification of product-
line

Investment in research and
development can aid Dell in making
innovative disruption

Focusing on developing countries
can help Dell to expand its business

growth and increase its demand. For

Increase competition from key
players in the market, such as Apple,
Samsung, HP, Lenovo, etc.

Failure to capitalise on innovative
and advanced technology can not
only obstruct the growth of Dell but
also decrease its profitability and

market shares
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example Dell can offer cloud e Disruption in the supply chain,

computing service in Asian and natural calamities, political war, or
African market pandemic can lead to decrease in

e Dell can enhance its cloud sales and revenue, dissatisfaction of
computing and data storage customers and their needs, and
capabilities by capitalising on increase inventory cost.

artificial intelligence and machine
learning technologies that will aid in
better business processes and

performance

Table 2: SWOT Analysis of Dell

Strategies to Sustain Competitive Advantage

In order to sustain competitive advantage in the business market, an organisation needs to
develop competitive strategies related to features and quality of products and services,
branding and marketing and costs. Overall, competitive strategies, as stated by Whittington,
et al. (2020) is concerned with the way firms generate value for their customers which is not
only more in terms of money paid by the customers but also higher than that offered by the
competitors. Wheelen, et al. (2018) explained that a firm can gain competitive advantage by
offering products and services at lower price, or by offering different or unique products and
services than the competitors. There are 3 generic strategies, outlined by Michael Porter,
which a firm can choose from to compete in the market and to achieve sustainable
competitive edge (Lynch, 2018). These strategies are — cost leadership, differentiation and

focus strategies (as shown in Fig. 7).
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Main area of firm's sustainable competitive
advantage(s)

Distinctive product(s)

Lower costs than rivals compared to rivals
Wide market Low-cost leadership Product differentiation
target strategy strategy
Target market
for customers
Lower cost strategy Product
Specialist or for a foctfssed target dlstlnctlvenegs
Nichie market foctis group: perhaps strategy for a niche
delivering lower prices market: perhaps
than rivals charging higher prices

Fig. 7: Porter’s Generic Strategy (Lynch, 2018)
Cost leadership Strategy

Whittington, et al. (2020) states that this strategy is concerned with being a low-cost producer
of goods and services in the industry. By adopting cost leadership strategy, Dell can offer its
computer products and services at lower price than its competitors, like HP, Apple, Samsung,
etc. Dell can use mass customisation strategy when creating its user-specific products and
this will help the company to reduce its unit costs that are linked with the large production
(Islami, et al., 2020). Further, Dell can strategically position itself as a cost-effective firm by
changing from low cost producer to low cost suppliers of products and services (Cheng,
2022). The pricing advantage over the competitors can help Dell to attract maximum
customers to its business which can further aid in increasing marketing share and gaining
competitive advantage. Although Dell currently adopts a cost leadership strategy to some

extent, it needs to also focus on adopting differentiation strategy.
Differentiation Strategy

This strategy focuses on offering unique products and services that are of high value to the
customers and for which they are ready to pay a premium price (Whittington, et al., 2020).
Currently, Dells products are similar to its competitors, like HP, Lenovo and Toshiba in terms
of processor and the internal computer software and machines used. Also, it relies
increasingly on Intel and Microsoft Corporation, like its competitors. As a result, Dell needs

to invest in research and development and create innovative product design which can prove
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a disruption in the market as well as offer an increasing competitive advantage to the
company (Cheng, 2022). Furthermore, Dell can focus on differentiating itself from the
competitors in terms of service solutions offered to the customers in areas like, advanced
cloud computing solution, artificial intelligence-supported data storage and management
system, and satisfying customer’s computing needs related to service and security (Dell Inc.
2023). Furthermore, Dell can leverage its customisation strategy which currently functions as
a major differentiator that offers competitive edge to the brand in comparison to its industry

rivals.

Growth Strategies

Wheelen, et al. (2018) suggested that growth strategy offers a detailed plan of action and a
direction which a company can choose to expand its business operations, boost its assets and
sales and revenue, and increase its overall market value. Gamble, et al. (2015) illustrated that
a company can adopt internal expansion by spreading its business operations at national and
international levels, or external expansion through collaboration, joint ventures, mergers,
acquisition and strategic alliances. Furthermore, Grant (2018) stated that Ansoff matrix is an
effective tool to identify growth opportunities in the competitive market. Dell can explore its

further growth areas by using this strategic framework (as shown in Fig. 8).

Products/Services
Existing New
A B
Existin Products and
g Market services
penetration development
Markets
C D
New
Market Unrelated
development diversification
Y

Figure 8: Ansoff’s Matrix (Whittington, et al., 2020)
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Ansoff matrix is a four-squared tool that effectively identifies growth opportunities in terms
of product or market expansion (Clarissa, 2020). Dell’s future growth strategy in relation to

Ansoff’s matrix can be explained as follows:

Market penetration — Market penetration, as explained by Whittington, et al. (2020),
indicates boosting market growth and market share in the existing industry with existing
products and services. With market penetration strategy, Dell can either increase the number
of its product and services or boost the value of its offering to gain competitive growth
(Grant, 2018). Dell’s product customisation strategy in the existing market can help the
company to innovate its existing product line. This will not only help to meet customers’

needs and demands but also boost the sales and profitability of the company.

Product and service development — This is related to offering improved or new products
and services in the existing market (Whittington, et al., 2020). Dell needs to increasingly
focus on product and service development as currently it offers similar products as HP and
Lenovo, in terms of processors and internal mechanism of computers and laptops. Like its
key competitors — Apple and Samsung — Dell can adopt product diversification strategy and
introduce new product-line, like smartphones, tablets, home appliances, etc. so that it can
offer tough competition to its rivals and at the same time increase its market shares (Cheng,
2022).

Market development — Whittington, et al. (2020) stated that market penetration is concerned
with delivering existing goods and services to new customer-base in new geographical
locations or markets. With regards to Dell, its strategic move involves a shift from large
corporations to small and medium enterprises (SMESs) in the developing countries of India
and Africa (Das, 2021). According to the management of the company, SMEs business
comprises a large market in the developing countries, like Asia Pacific, Japan and China and
they spend nearly 50% on the technology (The Economic Times, 2009). This can offer

increasing opportunities to Dell to boost its growth and increase its market shares.

Unrelated diversification — This indicates growth or expansion in a completely new market
with new products and services (Whittington, et al., 2020). Dell’s unrelated diversification
can involve producing new products, like sunglasses, pens, clothing or merchandising,
kitchen wares, etc. However, to diversify with new products in new markets, Dell needs to
thoroughly research the new market and identify the product needs and demands among the
market segments (Marquis and Raynard, 2015).
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Green Strategy and CSR

Fogel (2016) explained that green strategies are concerned with the sustainable initiatives of
the firm that focuses on safeguarding the natural environment as well as exploiting the
business opportunities resulting from sustainable business practices. The green strategy of
Dell is highlighted in the sustainability and environment, social and governance (ESG) report
of the company. These report for the year 2023 highlights:

e Dell uses a circular principle which focuses on recycling and reusing the technology
components in its computer product to reduce waste and negative impact on the
planet. This is achieved through repairing the existing products of the customers at
Dell solutions or service centres, reusing the internal components and recovering the
products. Further, it uses £343.3 million of sustainable raw materials, like paper
fibres, carbon fibres, recycled metals, etc., in manufacturing and packaging of laptops
and computers (Dell Inc., 2023).

e The company is committed to the net zero goals, as stated in the Paris Agreement,
which focuses on reducing the emissions of greenhouse gases to net zero by 2050
(United Nations, n. d.).

e Dell focuses on sustainable design for computers and laptops by collaborating with its
supplier (Intel) and producing ‘Concept Luna’ which not only lowers waste and
harmful emission but is also made from re-used raw materials. It is also easy to repair
this product and disassemble it which increases the opportunity to reuse and recycle
the internal components (Robson, 2022).

e To make the Dell services environment-friendly, the company has designed
contemporary management tools, called ‘Active Management Technology’, through
its partnership with Intel which allows technician to virtually access and rectify the
device and eliminates the need of visiting the customers or shipping the products, thus

saving the valuable resources of time, fuel and money (Dell Inc., 2023).

Along with the green strategy, Dell is committed to its corporate social responsibilities (CSR)
that is beyond its profit-maximisation objectives. According to Johnson, et al. (2017), CSR is
a concept wherein a firm behaves in an ethical manner, takes interest in societal activities and
improves the life of customers, workforce, shareholders, as well as of people living in the

society in which it operates. The CSR initiatives of Dell can be illustrated as follows:
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e Dell focuses on involving 75% of its workforce every year to offer 5 million hours of

social service to the community. Further it uses expert knowledge and technology to

directly support 3 million young population and indirectly supports 10 million

individuals to grow and develop in the community. This service involves offering

career readiness training and providing technology skills and learning. Besides,

the

indirect support includes helping children care centres with IT solutions that will aid

in treatment of cancer (Dell Technologies, n. d.).
e The company ensures that employees have access to a safe and healthy work

environment where they can grow and develop their skills and potentials. Dell ensures

that the workforce is offered necessary skills training and leadership development

programs so that they can enhance their potential and develop their career aspirations

(Dell Inc., 2023).

e The same social responsibility is ensured in the supply chain of the company wherein

it promotes responsible manufacturing, supports suppliers to develop necessary

competencies, and conducts audit programs to maintain the quality of the products. It

also ensures that all workforce involved in the supply chain are treated equally and

their human rights are protected (Dell Inc., 2023).

Conclusion

Dell is a recognised brand in the computer industry that has reported excellent financial

performance in the fiscal year 2023. It operates in the macro environment which consists of

PESTLE factors that impact the business operation and at the same time offers threats and

opportunities to the business. The current computer industry is characterised as one in the

shake-out stage and to avoid the decline stage, the companies in the industry need to

introduce disruptive innovation. Besides, Dell operates in the industry where there is low

threat of substitutes and new entrants but high bargaining power of buyers and suppliers and

high competitive rivalry. Further, Dell has distinctive resources and capabilities that offer it a

competitive advantage. However, in order to accelerate its competitiveness in the industry,

the company needs to follow cost leadership and product differentiation strategy as well as

diversify its product-line in smartphone and tablet business to achieve maximum growth and

expansion.
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Recommendation

Following recommendations can help Dell to improve its performance as well as create value

within the organisation as well as for its customers:

Dell can adopt the diversification strategy as Apple and Samsung and offer additional
products and services, like smartphones, tablets, music, and app stores

It should focus on new entrants who have increasing potential to introduce disruptive
innovation and offer cost-effective services

The worldwide operations can be effectively managed by maintaining the relationship
between the local retailers and business functionality and by understanding the needs
of varying market segments

Dell should ensure providing high quality products and good customer service during
and post-purchase so increase customer satisfaction and loyalty. This can help to
further reduce the bargaining power of the customers

Dell should maintain low operation cost by involving in mass customisation of its

computer and laptop products
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