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Introduction
In the dynamic landscape of the digital age, few companies have managed to transcend the boundaries of technology and commerce as remarkably as Google Inc. Renowned for its revolutionary business model and pioneering innovations, Google has reshaped the way we search, access information, and interact with the online world. As of 30 August 2023, the market capitalisation of Alphabet, the parent company of Google, stands impressively at $1.34 Trillion. At this juncture, Google proudly claims to be the world's third most valuable brand (Statista Research, 2023)(Faria, 2023). 

Google's success can be attributed to a series of strategic decisions that have shaped its growth and influence in the tech industry. Business strategy involves defining the organisation's market presence, operational approach, competitive edge, future initiatives, and profitability achieved through its chosen business model (Hambrick and Fredrickson, 2001). According to Lynch (2021), Strategic management entails adopting a comprehensive and long-term approach to guide a company's or organisation's development across various 
phases of its growth.
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Google faces increasing challenges, even being one of the most successful business models. The challenges it faces are critically examining the insights presented in the case study titled "Google Inc.: Revolutionary Business Model Needs to Evolve" by MarketLine (Marketline, 2020). This report aims to dissect the strategic facets that have propelled Google to its current stature and critically evaluate its capacity to sustain its revolutionary business model in the face of mounting challenges. This analysis seeks to uncover the intricate threads that tie together Google's business model, innovation strategies, organisational dynamics, and competitive positioning by leveraging the insights gleaned from the case study, academic literature, industry reports, and strategic management frameworks.
Background
Google LLC, a subsidiary of Alphabet Inc., offers internet search and advertising solutions. Its operations encompass advertising, search services, platforms, operating systems, and enterprise and hardware solutions (Marketline, 2023c). Founded in 1998 by Larry Page and Sergey Brin, Google began as a search engine aiming to enhance the accuracy and efficiency of online information retrieval. (Google, 2023b). 
Google has 85,000 employees working over 70 offices in 50 countries; the headquarter is known as ‘The Googleplex’, located in Mountain View, California, USA (Marketline, 2023c) (Google, 2023c) (Bianchi, 2023b). Google's work culture is described as innovative, collaborative, and fast-paced. The company encourages employees to think outside the box and to take risks (Google, 2023a). Sundar Pichai is the current Chief Executive Officer of Google and Alphabet, while Ruth Porat is the Chief Financial Officer (Google, 2023e) (Google, 2023f).
Google's parent company, Alphabet Inc., is listed on the NASDAQ stock exchange under the ticker symbol "GOOGL" for its Class A shares and "GOOG" for its Class C shares (NASDAQ, 2023). In the fiscal year 2022, Alphabet’s revenue was $282.8 billion, and Google made the majority contribution of $279.8 billion(Bianchi, 2023a) (Statista, 2023a).
Mission Statement & Vision Statement
Mission: Google's mission is 'To organise and make the world's information universally accessible and helpful'. Hence, Google aims to simplify search processes, enabling users to easily access various information from diverse origins (Google, 2023c).
Vision and Objectives: Google strives to ensure information accessibility and usefulness, evolving from a search engine to a resource for knowledge, health, happiness, and achievement. Privacy and security are paramount, reflected in secure products, responsible data handling, and user-friendly settings. With a 20-year commitment to sustainability, Google leads in carbon neutrality, supports circular economy transition, empowers through technology, and enriches communities worldwide (Google, 2023c) (Google, 2023e).
Macro & Micro Environment 
The company's environment shapes its operations, strategies, and overall success.
















Figure 1: Company’s Internal and External Environment

Source: (Lappman, Hewitt and Bramdaw, 2021)

Macro Environment Analysis of Google
In the pursuit of establishing a strategic management process, the identification of Google's macro-environmental elements becomes imperative. This entails the discernment of factors within the macro environment that pertain to Google.

Figure 2: The Strategic Management Process


Source: (Barney and Hesterly, 2018)


Figure 3: Scanning of Macro Environment

Source: (Wheelen et al., 2018)

The macro environment refers to the external and broader factors that impact an organisation, industry, or business sector. These factors are typically outside the organisation's control but can significantly influence its operations, strategies, and overall business environment (Chaouk, Pagliari and Moxon, 2020). These external factors can shape opportunities and threats, impact market demand, affect regulatory conditions, and influence the competitive landscape (Singh, Sarangal and Singh, 2021). 
PESTEL Analysis of Google
According to Zentner et al. (2020), The macro-environment encompasses various dimensions, including Political, Economic, Social, Technological, Environmental, and Legal factors, often analysed using frameworks such as PESTEL.
Figure 4: PESTEL Analysis
Source: Dewan Ashrafi
PESTEL Analysis of Google
	Factors	Influence
					Censorship and Content Regulations: Google is inaccessible in regions like Russia, China, North Korea, Iran, Syria, Donetsk, and Luhansk (Workshop, 2023). Blocking Google in many countries is primarily political. Governments in these countries often block Google and other foreign tech companies to control information flow and limit dissent (Stevens, Xie and Peng, 2015) (Gamso, 2021)(Stevenson, 2013)(BBC, 2012).	Stable Political Climate: Political stability helps businesses to grow and ensure more profit (Anwar, Abbass and Shaikh, 2019). Political stability in major markets such as the European Union, The USA, The UK, India, Brazil, Australia, and Canada has benefited businesses such as google (Bianchi, 2023a).		 Unfavourable					  			Favourable
	Government Contract:  Google's government contracts, such as providing cloud services to the US Department of Defense, enhance its competitive edge (Reuters, 2022).	Corruption & Political Instabilty:  Corruption and Political instability introduce various risks and uncertainties that can affect Google's operations, revenue, reputation, and overall business strategy (Shumetie and Watabaji, 2019).		Favourable					Unfavourable
				Slow Economic Growth and High Inflation: Google's advertising income fell 4% in the fourth quarter of 2022 as economic growth slowed (Waters, 2023). Global inflation has been high since 2021, which has had a massive impact on consumer spending, such as purchasing power, impacting demand for devices, services, and apps that Google offers (O’Neill, 2022). 	Volatile Forex Market: The global foreign exchange markets are experiencing volatility (IMF, 2023). Foreign currency rate volatility risks corporate operations (Hsu et al., 2022).	Globalisation & Emerging Markets: Globalisation affects technology adoption (Skare and Riberio Soriano, 2021). So, it helps Google to expand, grow revenue, innovate, and connect with a diverse and widespread user base.	Circular Economy: Google’s circular economy approach encompasses all core business operations and consumer hardware products, aiming to maximise resource reuse and promote others' adoption (Sustainability, 2023). 			Unfavourable					Unfavourable			Favourable				Favourable
					Changing consumer choices: Consumer choices constantly evolve (Alldredge and Grimmelt, 2021). Google's operations, algorithms, products, and services are intricately tied to people's choices and behaviours (Search, 2023).	Globalisation and Cultural Diversity: Globalisation is escalating, and many countries are getting more diversed, including the UK (Bai, Ramos & Fiske, 2020), with Google's offerings being adopted by a global audience. To cater to diverse populations and their cultural and linguistic nuances, Google has introduced features that enhance search result relevance for users across countries (Adsense, 2023).	The increasing use of social media: Social media platforms like Facebook, Twitter, and Instagram are becoming increasingly popular (Dixon, 2023). This threatens Google's advertising business as businesses increasingly move their advertising budgets to social media. However, it also allows Google to innovate and improve its social media products like YouTube.		Favourable				Favourable							Favourable/ Unfavourable
										The emergence of new competitors: Google encounters rivalry from prominent technology companies like Amazon, Microsoft, and Apple (Marketline, 2020). This competitive landscape catalyses Google's drive to innovate and introduce novel products. The introduction of Google Bard in response to Microsoft Bing-backed OpenAI's ChatGP initiative (Faguy, 2023).	The development of new technologies: The arrival of new technologies, such as artificial intelligence (AI), Internet of Things (IoT), machine learning, blockchain and cloud computing have improved Google's products and services, or they can be used to create new products and services (Amani et al., 2020)(Hoijtink and Planqué-van Hardeveld, 2022)(Jacobs and van Ginneken, 2019) Laghari et al., 2021) (Linares, 2023). 	Data Privacy and Security:  Privacy and Cybersecurity threats have been growing concerns for online users (Chua, Ooi and Herbland, 2021). These issues had been put Google's business and reputation uder threat (MacMillan and McMillan, 2018). These iisues and concerns eventually helped Google to improve its privacy and security a great deal (Keyword, 2023).	Favourable/ Unfavourable							Favourable					Favourable/ Unfavourable
				Climate change: Climate change is a major environmental issue that significantly impacts the world. Google is committed to reducing its carbon emissions and becoming more sustainable. The company has set a goal of being carbon neutral by 2030 (Sustainability, 2023).	Sustainable sourcing and production: According to a report by McKinsey and Company (2022), the global energy demand is increasing. This is having a significant impact on the environment and all businesses worldwide. However, Google is working to reduce its energy consumption and become more energy efficient. The company has set a goal of using 100% renewable energy by 2030 (Sustainability, 2023).	Public awareness of environmental issues: Growing awareness about environmental conservation has led to increased calls for corporate responsibility. Google's eco-friendly endeavours offer them an added competitive advantage (Sustainability, 2023).		Unfavourable/ Favourable				Favourable/ Unfavourable					Favourable
					Corporation Tax: The British government increased the corporation tax rate for companies with income above £250,000 from 19% to 25% in April 2023 HM Treasury, 2022). 	The IP Laws and Policies: Inteclectual Property laws in countries like the IP law in the UK safeguard Google’s brand and inventions (Government, 2023).	Data Privacy Regulations: Google operates in a regulatory landscape where data privacy laws like GDPR in the European Union and the UK and CCPA in California impact how it collects, processes, and manages user data (Marketline, 2020) (Union, 2023) (Justice, 2023) (Government of UK, 2018). However, the GDPR is one of the strictest data privacy laws in the world, and it has helped to protect Google's users from privacy violations (Kostov and Schechner, 2019). 	Antitrust laws: Governments worldwide are increasingly scrutinising the power of large tech companies. Google has been facing several lawsuits and faceing significant fines (European Commission, 2017) (Levin and Downes, 2023) (Koetsier, 2022).		Unfavourable			Favourable			Unfavourable/	Favourable					Unfavourable

Micro-Environment Analysis of Google
The elements in the company's immediate surroundings that affect its success make up the micro-environment. They include suppliers, marketing intermediaries, rivals, clients, and the general public (Singh, Sarangal and Singh, 2021).
Industry Life Cycle
Industry refers to companies or organisations producing, manufacturing, or providing similar products or services (Britannica, 2023). By accurately defining the industry type, stakeholders can apply appropriate strategies, allocate resources effectively, and adapt to the changing dynamics at different stages of the industry life cycle.
Figure 5: Industry Life Cycle 

Source: (Whittington et al., 2019)

Research on entry, departure, company survival, innovation, and company structure in new industries is examined to determine if sectors undergo predictable cycles as they mature (Klepper, 1997).

Google’s Industry Life Cycle

Google operates in the technology industry, specifically search engines, advertising, cloud computing, and software services. Analysing Google's industry life cycle requires considering the characteristics of the technology sector as a whole.

Introduction Stage: Google's early years are the introduction stage, characterised by high innovation and rapid technological advancements. With a cheque of $100,000 from Sun co-founder Andy Bechtolsheim, Google Inc. was incorporated on 4 September 1998 (Google, 2023b). Initially, both founders were against the ‘advertising-funded search engines"  business model (Stross, 2008). After gathering approximately $1 million from investors, family, and friends, they established their base as Google in Menlo Park, California. The name "Google" originated from a misspelt version of Page's initial concept, "googol," representing the number one followed by 100 zeros (Hall and Hosch, 2023).

Growth Stage: Google swiftly expanded its presence due to the rising popularity of its search engine, driven by the increasing number of internet users and their reliance on online information. Securing a $25 million investment in 1999, Google's daily queries reached 500,000. In 2000, Google's prominence grew further by becoming Yahoo!'s preferred search engine. Additionally, Google's shrewd refusal of Yahoo's $3 billion acquisition proposal in 2002 proved a strategic triumph. By 2004, Google's daily searches soared to 200 million after Yahoo! switched from its services (Hall and Hosch, 2023) (Vise and Malseed, 2018). In 2004, Google's IPO raised $1.66 billion, and the unusual public auction process put investors on equal footing with financial industry professionals (Hall and Hosch, 2023).

During this phase, the company expanded into various other services and products, including Gmail, Google Maps, and Google Ads (Holman, 2019) (Google, 2000) (Reid, 2020). 





Figure 6: Google’s Acquisitions

Source: (Cbinsights, 2019)


Google also had many acquisitions and mergers during this period. The most significant ones were YouTube in 2005 for $1.65 billion, in 2007 Doubleclick for $3.1 billion, Nestlabs in 2014 for $3.2 billion, Motorola in 2012 for $12.5 billion, and Waze in 2013 for $1.3 billion (Statista, 2022). Also, Google formed many strategic partnerships along the way; Microsoft, NASA, and Verizon were among the big names of strategic partners in various projects (NASA, 2008) (Stone and Helft, 2010) (Svensson, 2009).

Maturity Stage: Google's core search engine and its services have matured. The market is saturated with competitors, and user adoption has stabilised. In 2015, Google underwent restructuring and became the principal subsidiary of Alphabet Inc., a holding company. To make its corporate structure more transparent and accountable and to allow greater autonomy to its various businesses (Womack, 2015) (Zenger, 2015).

Figure 7: Google’s Revenue 

Source: (Bianchi, 2023a)













Figure 8: Top global companies by digital advertising revenue share in 2023

Source: (Department, 2023)

Forecasting Google's mature stage is complex due to the rapidly changing tech industry. Figures 6 and 7 highlight Google's sustained revenue growth and impact on digital advertising. Google continues to have acquisions to innovate and expand into new areas, such as artificial intelligence, self-driving cars, and cloud computing, updating existing products which extend its maturity (Shead, 2018) (Moorhead, 2017) (Google, 2023b).

Decline Stage: While Google's core services remain solid, specific products or features may enter the decline stage due to changes in user preferences or technology shifts. Google has products that have failed or discontented since its inception (Marketline, 2020) (Fox, 2019). The ‘Other Bets’ had an operating loss of $6.08 billion in 2022 (Alphabet Inc., 2022). The growing popularity of Facebook and Amazon in the digital advertisement industry is becoming a concern for Google (Marketline, 2020). Open AI's ChatGPT has significantly impacted the technology sector following its introduction, potentially revolutionising online search methods (Hügle, 2023). Google's strategy of "moonshot" projects and diversification into new industries helps counter the decline by continuously seeking new growth opportunities. 

Renewal or Transformation Stage: Google often engages in renewal through transformation, constantly adapting to technological shifts and market dynamics. Significant innovation, mergers and acquisitions, and the introducing of disruptive technologies characterise this stage. Google's culture of innovation and experimentation is rooted in its willingness to embrace failure as an opportunity for learning and improvement (Tran, 2017).


Porter's Industry Five Forces 
Examining a company's competitors unveils its limitations, prospects, and challenges within the industry (Adom et al., 2016). Michael E. Porter's seminal Five Forces model, which originated at Harvard Business School, furnishes a strategic apparatus for appraising industry competitiveness and allure (HBS, 2023). This framework scrutinises five pivotal determinants that underpin competition intensity and industry profitability (Porter, 1979).







Figure 9: Porter’s Five Forces Model

Source: Author

Porter's Industry Five Forces Analysis of Google

Applying Porter's five forces analysis to diversified companies like Google can be complex due to their involvement in multiple industries, each with distinct competitive dynamics. Moreover, intricate organisational structures can hinder strategy implementation, and regulatory constraints and evolving tech markets add complexity. Therefore, analysis based on industry or sector will give a much clearer picture.

In 2022, Google's primary revenue source was advertising, accounting for 80.2% of its total revenue(Tiago, 2023). Therefore, in the following PORTER’s five analyses, the primary revenue generation sector (Advertising) and the case study (Marketline, 2020) will be considered the most. 





Threat of New Entrants (Moderate): Its historical growth surge accentuates the prospect of new entrants penetrating global digital advertising. Based on research, mobile internet users in 2022 numbered 578.3 million (US), 115.9 million (Mexico), 110.4 million (China), 79.3 million (UK), and 889.6 million (India), with growth rates ranging from 13.1% to 29.2% since 2019 (Marketline, 2023b). 
Figure 10: Global Digital Ad Spending
Source: (Insight, 2023)
This robust market expansion enhances opportunities for new entrants, heightening the potential for their presence in the digital advertising sector. 




Figure 11: Factors affecting the chance of new entrants in the Global Digital Ad. Market

Source: (Marketline, 2023b)
Google’s immense web traffic and user data collection provide unrivalled advertising advantages. Innovations like AI and Blockchain can confer a competitive edge. However, Government regulations, exemplified by GDPR and China's content control, influences the landscape. Digital services taxes in Europe could also discourage entrants (Marketline, 2020) (Union, 2023) (Justice, 2023).
Bargaining Power of Suppliers (Moderate): Suppliers in online advertising, including major IT manufacturers and office space owners, wield influence.











Figure 12: Drivers of Supplier Power

Source: Source: (Marketline, 2023b)
While numerous options and potential self-supply somewhat reduce supplier power, factors like low switching costs and potential backward integration by Google impact it. Ownership of prime office spaces by market leaders curbs leasing costs. 

Bargaining Power of Buyers (Moderate): Buyers in the digital advertising market vary widely, with giants like Google wielding significant power due to its market value (Marketline, 20220). 

Figure 13: Drivers of Buyer Power 

Source: (Marketline, 2023b)

The sheer number of buyers reduces individual influence, while platforms like Google rely less on single contracts. Switching costs are generally low, but more significant deals hold more weight. Dominant platforms and limited alternatives discourage shifts.

Threat of Substitutes (Moderate): Various substitutes exist for Google's services. Alternative advertising options like television, radio, newspapers, and print are substitutes for digital advertising. Television poses the main threat, offering broad exposure and memorable ads. However, digital advertising's affordability and reach through giants like Google drive its adoption. 

Figure 14: Aspects impacting the possibility of substitutes sector

Source: (Marketline, 2023b)

Privacy concerns could push investment towards alternatives, while influencer marketing's rise may affect digital ads' effectiveness. However, some emerging technologies, such as voice search, could threaten Google in the future(Oziemblo, 2019).

Intensity of Competitive Rivalry (Moderate): The digital advertising market is dominated by a few major players, led by Google and Meta, due to their massive web traffic and user engagement. The rise of Amazon and other platforms challenges the duopoly, intensifying competition (Marketline, 2020). 
The financial strength and consumer reach make it hard for others to compete. 
Figure 15: Drivers of Degree of Rivalry

Source: (Marketline, 2023b)
Figure 16: Companies with the largest shares in the Global Digital Ad industry 

Source: (Department, 2023)

Low switching costs drive rivalry among leaders to enhance services. Strong historic growth and high social media usage in emerging markets like China and India offer opportunities. However, rivalry is expected to intensify as global growth slows. 

Internal Analysis
Internal analysis evaluates an organisation's assets, abilities, and skills about prospective value-generating and external influences (Grant and Baden-Fuller, 2018) (Nijssen and Frambach, 2001).


Google's Strategic Resources and Capabilities
Google possesses a wealth of strategic resources and capabilities that contribute to its dominant position in the technology industry.

Brand Recognition and Reputation: Google's strong brand identity and reputation attract users and foster trust in its services and products. As of 5 August 2023, Alphabet, Google's parent company, has a market cap of $1.34 Trillion, and  Google is the world's 3rd most valuable brand (Statista Research, 2023) (Faria, 2023). 

Massive User Base: Google's search engine, the world's most popular, had 85.3 billion visits in July 2023 (Similarweb, 2023). YouTube, its social platform, boasted 2.5 billion active users on 23rd January (Dixon, 2023a). This wide user base fuels personalised offerings through abundant data (Google, 2023b).

Innovation Culture: Google's culture of innovation and adaptability drives the continuous development of innovative technologies and solutions.

Financial Resources: The company's robust financial position enables significant investments in research and development, fostering the exploration of emerging trends (Alphabet Inc., 2022).

Data Analytics and Machine Learning: Google's proficiency in data analytics and machine learning extracts valuable insights from its vast datasets (Analytics, 2023).

Diverse Product Portfolio: Google offers various products and services, including search, advertising, cloud computing, and hardware. This gives the company a diversified revenue stream and helps to protect it from market fluctuations (Marketline, 2023c).

Talented and Diverse Workforce:

Google has a talented and diverse workforce (Parker, 2023). According to Inegbedion et al. (2020), the varied collection of talents and backgrounds within a diverse workforce enhances innovation, growth, and creativity, collectively bolstering a company's competitive edge in the global economy. These strategic resources and capabilities collectively underpin Google's leadership and resilience in the dynamic technology landscape.

Work Culture and Management: Google's work culture and management practices serve as invaluable resources by fostering innovation, collaboration, talent retention, adaptive leadership, and employee empowerment (Tran, 2017). These factors collectively contribute to Google's ability to maintain a competitive edge and drive its continued growth in the global market.


Value Chain Analysis
A value chain represents a series of steps that a company in a particular industry undertakes to provide its customers with a valuable product (such as goods or services) (Porter, 1985).
According to Michael Porter, the Value chain model comprises distinct categories of activities. 
Primary activities are directly related to producing or delivering a product or service. Support activities enhance the efficiency or effectiveness of primary activities (Porter, 1985).

Figure 17: PORTER’S Value Chain Model (Porter, 1985)

Image Source: (Cuofano, 2020)
Primary Activities
Inbound Logistics: This activity includes procuring raw materials, such as servers, data centres, and software. Google also uses inbound logistics to acquire data to power its products and services (Cloud, 2023).
Operations: Google's search algorithms, data processing, and machine learning operations enable the delivery of accurate search results, personalised recommendations, and efficient data processing (Analytics, 2023).
Outbound Logistics: This activity includes distributing Google's products and services to customers. Google uses a variety of channels to distribute its products and services, including its website, app store, and partners. Google's primary service delivery is digital, which includes search results, advertising content, and cloud services (Marketline, 2020). These are delivered seamlessly to users and businesses worldwide.
Marketing and Sales: Google's self-service advertising platforms, like Google Ads and Google AdSense, facilitate businesses to promote their products and services. The Google Search Engine and other services also act as a marketing channel.
Services: Google offers a wide range of services like Google Search, Google Maps, Google Drive, YouTube and Google Cloud Platform. These services cater to various needs of individuals, businesses, and developers (Marketline, 2023c). Also, Google offers various support services, such as customer support, technical support, and training.
Secondary Activities
Procurement: This activity includes acquiring the goods and services that Google needs to support its primary activities. To maintain its competitive edge, Google invests heavily in data centre infrastructure, technology, and intellectual property rights (Elias, 2021) (Johnson, 2022).















Figure 18: Google’s Patents (With Legal Status)

Source: (Wunsch, 2023)

Technology Development: Google's strong emphasis on research and development drives technological advancements, including AI, machine learning, and cloud computing, which power its products and services (Hoijtink and Planqué-van Hardeveld, 2022) (Marketline, 2020).
Human Resource Management: Google's innovative and inclusive work culture attracts top talent from diverse fields. Skilled employees contribute to innovation and product development (Tran, 2017).
Firm Infrastructure: Google's leadership and corporate structure enable strategic decision-making and global operations. It focuses on sustainability, diversity, and ethical practices (Parker, 2023).

Value Chain Linkages:
Google's strong technology development supports its innovative operations, enhancing the quality of services provided to users.
Data collected from user interactions drives Google's machine learning algorithms, refining its marketing and sales strategies.
Efficient operations and advanced technology contribute to Google's ability to offer high-quality services, strengthening customer loyalty.

The case study suggested that Google's excessive reliance on a limited number of industries, particularly advertising, could hurt its profitability and growth. Therefore, Google needs to diversify its businesses and explore new opportunities (Marketline, 2020). A value chain analysis of Google confirms that it possesses the optimal environment and infrastructure to leverage its innovative culture and explore new industries, thereby becoming even more vital as a leading global company.

VRIO Analysis of Distinctive Resources and Capabilities

Distinctive resources and capabilities give a company a competitive advantage that is difficult for others to replicate. This advantage supports the company's growth, sustainability, and resilience in the dynamic and competitive business landscape.

VRIO is an acronym used in strategic management to assess the competitive advantage of a company's resources or capabilities. It stands for Value, Rarity, Imitability, Organisation (Lynch, 2021).

Value
This refers to how a resource or capability enables a company to exploit opportunities or mitigate threats in the market (Lynch, 2021)t. Google possesses numerous resources and capabilities that create value for its business.

Search Algorithm and Data: Google's search algorithm is a significant resource that enables the company to deliver highly relevant search results to users. The vast amount of user data it collects also enhances the accuracy of these results, improving user experience (Analytics, 2023).
Advertising Platform: Google's advertising platforms generate substantial revenue. It allows advertisers to target specific audiences, increasing the platform's value for advertisers and users (Marketline, 2020).
Cloud Services: Google Cloud provides a range of cloud computing services, catering to businesses' needs for storage, processing power, and more (Marketline, 2020).

Rarity
Rarity pertains to how unique or scarce a resource or capability is within the industry. If a resource is rare, it can provide a competitive advantage (Lynch, 2021). Some of Google's resources and capabilities are relatively rare in the industry.
Search Algorithm Expertise: Google's expertise in developing and refining its search algorithm has resulted in a highly effective and popular search engine (Analytics, 2023). Google's core strategy centred around enhancing user experience. Its algorithm considered factors like page quality, links, search relevance, and ad payments, surpassing Yahoo's model. Google's superior product led to widespread adoption due to its effectiveness (Wijaya and Pattipeilohy, 2023).

Data Collection and Analysis: Google's ability to collect and analyse massive amounts of user data is a rare capability contributing to its services' accuracy (Analytics, 2023). 
Artificial Intelligence (AI) Research: Google's investments in AI research and development give it a competitive edge in developing AI-driven products and services. Nonetheless, artificial intelligence (AI) is a domain garnering significant investments from major technology conglomerates, including Amazon, which is a direct contender to Google within the online advertising sector. (Marketline, 2020). (Leswing, 2023). ChatGPT’s language-based AI threatens to change how people search online (Hügle, 2023). 

Imitability

Imitability considers the extent to which competitors can replicate or imitate the resource or capability. If a resource is difficult to imitate, it can contribute to sustained competitive advantage  (Lynch, 2021). Google's resources and capabilities have varying levels of imitability.
Search Algorithm: While competitors can develop their search algorithms, replicating Google's accuracy and user base is challenging due to the extensive data and learning required (Brin and Page, 2012).
Data Insights: Google's access to user data is challenging for competitors to replicate due to privacy concerns and the scale required to gather similar datasets.
Brand Reputation: It would be difficult for competitors to imitate Google's strong brand reputation and recognition easily. It is one of the highest-valued brands in the world. However, Google’s rival, Amazon, is the most valuable brand in the world (Faria, 2023).

Organisation

Organisation refers to the ability of a company to effectively organise and leverage its resources and capabilities to create value and maintain a competitive advantage  (Lynch, 2021). Google's organisational structure and management of resources contribute to its competitive advantage.
Innovation Culture: Google's emphasis on innovation and its 20% time policy for employees foster a culture that drives the development of new products and services; Google's 20% time policy allows employees to spend one-fifth of their work hours pursuing personal projects or innovative ideas outside of their primary job responsibilities (Tran, 2017) (Krasteva, Sharma and Wagman, 2015). Google's ability to attract top-tier talent in various fields contributes to its capability to innovate and maintain its competitive edge.
Global Presence: Google's widespread global operations and data centres enhance its ability to provide reliable services worldwide (Centers, 2023) (Similarweb, 2023).

The VRIO framework helps companies evaluate their competitors' internal strengths and weaknesses. Resources or capabilities that possess high value, are rare, difficult to imitate, and can be effectively organised are more likely to provide a sustainable competitive advantage.

	
SWOT Analysis of Google
The SWOT analysis is a strategic planning instrument examining a company's strengths, weaknesses, opportunities, and threats. This technique involves recognising and evaluating both internal and external factors that can impact the outcome of a project or business venture, thus facilitating the anticipation of its potential success or failure (Teoli and An, 2022).

Figure: SWOT Analysis of Google
Strengths		Research and Development: Google's emphasis on research and development drives innovation, resulting in advanced products meeting customer needs. This approach enhances product performance and introduces new products (Marketline, 2023a).	Worldwide operations and infrastructure: A broad global presence safeguards the company against revenue dependence on any single region (Workshop, 2023)(Marketline, 2023c).	Steady Revenue Growth:  Google's revenue performance increased in FY2022. The business generated sales of US$279,808 million in FY2022, up from US$256,735 million in FY2021, reflecting a 9% growth (Bianchi, 2023a).  	Dominant Marketshare: Google commands a dominant market share of 92.07% in the realm of search engines, and it holds the most significant share (39%) of the worldwide digital advertising sector (StatCounter, 2023) (Department, 2023).	Weaknesses	Over-reliance on the advertising Industry: Advertising served as Google's principal revenue stream, contributing 80.2% to its overall revenue (Tiago, 2023) (Marketline, 2020).	Legal Proceedings: In March 2023, a $4.2 million lawsuit alleged Google's online ad dominance inflated costs and reduced publisher revenue. The UK's CMA investigates potential ad tech anti-competitive conduct   (Marketline, 2023a).	Google is currently embroiled in two legal cases that could lead to damages of up to €25bn (£19.5bn) concerning its digital advertising practices (McCallum, 2022).	Legal challenges could result in substantial fines and harm the company's image.
Threats			Increasing competition: Growing Competition from other tech giants such as Amazon, Facebook, and Microsoft in the Advertisement industry (Marketline, 2020).	Security Breaches: Google's products handle user data, posing security risks like external breaches, employee errors, and hackers, causing data theft, disruptions, and financial costs (Marketline, 2023c).	Changes in Technology: In a dynamic and competitive market, the company must continuously adapt to evolving technology and customer demands, as failure to do so could render products obsolete and hinder business success.	Opportunities	 	Growing digital world	Product Diversification	Strategic Partnerships with other tech Giants	Emerging markets in developing countries (Rivard, 2023).	Innovation and Technological advancement	Acquisition: To launch new products and technologies, the company acquired the businesses of Photomath, KoruLab, Alter, BrightBytes, and edtech analytics (Marketline, 2023c).	Growing Advertisement Market (Statista Research, 2023)





Strategies to Sustain Competitive Advantage
Sustaining competitive advantage refers to an organisation's ability to maintain its advantageous position within the market over an extended period. This advantage arises from unique qualities, strategies, or resources that set the organisation apart from competitors and enable it to outperform them consistently (Barney and Hesterly, 2018).

Porter's Generic Strategies, developed by Michael Porter, are a set of strategic approaches businesses can adopt to gain competitive advantage and succeed in their chosen markets (Porter, 1998, p.397).

Figure 19: Porter’s Four Generic Strategies

Image Source: (EconPosts, 2020)

Applying Porter's Generic Strategies to Google:

Cost Leadership: While Google's primary focus is not on being the lowest-cost provider, it benefits from operational efficiencies due to its vast infrastructure. However, cost leadership is not its central strategy.

Differentiation: Google extensively employs the differentiation strategy. Its search engine's accuracy, user-friendly interface, and continuous algorithm updates set it apat. Google Maps, YouTube, and Android showcase its differentiation approach.

Focus: Google's focus is not narrow, as its products and services cater to a broad range of users globally. However, specific offerings like Google Workspace cater to businesses, representing a focused approach within its more comprehensive strategy (Workplace, 2023).

Hybrid (Combination): Google utilises a hybrid approach. It differentiates its core products while focusing on a broader audience. Google's diversification into cloud computing, hardware, and AI technologies showcases a combination of differentiation and focus strategies (Marketline, 2020).

In essence, Google's primary strategy is differentiation, aiming to provide innovative and valuable products and services that set it apart. This is supplemented by a hybrid approach, allowing the company to diversify while focusing on innovation and user experience.

Growth Strategies
A growth strategy is a deliberate plan organisations use to expand operations, increase market presence, and achieve sustainable growth through various approaches (Wheelen et al., 2018). The Ansoff Matrix serves as a strategic planning instrument businesses employ to identify their product and market expansion strategies. It facilitates the evaluation of strategic alternatives by examining products and markets as essential elements (Dawes, 2018).

Figure 20: Ansoff Matrix 

Source: Author

Market Penetration: Google strives to expand its market share in current offerings and frequently acquires local companies to enter new geographic markets and industries. For instance, Google's acquisition of Waze in 2013 enabled entry into new markets using the community-based navigation and mapping app (Rushe, 2013).
Market Development: Google expands into new markets and geographic regions through its various services. For instance, it localises its products to different languages and cultures, making them accessible to a broader global audience.

Product Development: Google consistently innovates and introduces new products within its existing markets. Examples include the launch of Google Cloud services and advancements in artificial intelligence and machine learning (Hoijtink and Planqué-van Hardeveld, 2022) (Marketline, 2020).

Diversification: While primarily focused on technology and digital services, Google has diversified its portfolio with ventures like hardware (Pixel smartphones, Google Nest), autonomous driving technology (Waymo), and life sciences (Verily), entering industries beyond its core competency (Statista, 2022) (White, 2020) (Carey, 2015).
Green Strategy and CSR
A green strategy, or sustainability strategy, refers to an organization's deliberate actions to reduce environmental impact and promote sustainability in operations, products, and services (Fogel, 2016).
Corporate social responsibility (CSR) involves businesses voluntarily embracing ethical practices and philanthropic endeavors, like pro bono programs, community development, and grants to non-profits, to contribute to societal goals beyond their core operations (LIANG and RENNEBOOG, 2017).

Here are some of Google's green strategies and CSR initiatives:
In 2020, Google became the first major technology company to achieve carbon neutrality (Google, 2023c) (Google, 2023e).
Google has invested over $1 billion in renewable energy projects. These projects have helped to generate over 6 gigawatts of renewable energy, which is enough to power over 1 million homes (Berniker, 2014).
Google aims to use 100% renewable energy for its operations by 2030. The company is working to achieve this goal by investing in more renewable energy projects and improving its data centres' energy efficiency (Sustainability, 2023).
Google has a goal of making its products and packaging more sustainable. The company is working on using more recycled materials in its products and reducing its packaging (Sustainability, 2023).
The company donated $100 Million to COVID relief (Fuller, 2020)
Conclusion
In conclusion, the strategic management analysis of Google LLC based on the provided case study highlights the importance of diversification for the company. While Google has established itself as a leader in the technology industry, the report underscores the growing challenges posed by other tech giants and the inherent risks of overreliance on the advertisement industry. The comprehensive examination of Google's macro-environment, industry forces, internal capabilities, and competitive strategies has revealed the need for strategic shifts to ensure continued growth and competitiveness. Google's strengths in innovation, brand recognition, and technological prowess remain significant assets, but diversification is imperative to mitigate vulnerabilities and expand its revenue streams. 
Recommendation 
Considering the insights from the analysis, several recommendations emerge to guide Google's strategic path:

Diversification Strategy: Google should continuously diversify into emerging sectors such as AI, cloud computing, and smart devices through strategic partnerships and acquisitions, reinforcing core strengths. Focusing on industries like healthcare and transport can enhance diversification.
Product Innovation: For sustained innovation, Google should prioritize creating new products and services that meet changing customer demands, extending beyond current offerings to maintain relevance and customer loyalty.
Sustainability Initiatives: Google should expand its green strategies and corporate social responsibility efforts, which align with societal expectations, enhance its reputation, and contribute to global sustainability goals.
Long-Term Vision: Google's leadership must balance short-term gains with strategic investments for future growth, maintaining a long-term vision. A clear roadmap for diversification and innovation is crucial to navigate the evolving technological landscape.
By implementing these recommendations, Google can successfully address its current challenges, maintain its position as an industry leader, and ensure sustainable growth in the dynamic and competitive tech landscape.
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