


Executive summary
Every organisation needs a strategy. A strategy is how any business big or small plans to do anything. Without a strategy, a business has no direction, as well as no way of analysing or measuring whether you are hitting your aims and objectives. This report aims to analyse Google LLC’s business strategy. 
Introduction
Google LLC, formerly Google inc. is a search engine founded in 1998 by Sergey Brin and Larry Page, and its headquarters are located in Mountain View, CA. (Hosch, 2020) Google is the most famous and successful of the Alphabet Inc.’s subsidiaries. Alphabet Inc is the holding company that Google belongs to and will be mentioned from time to time in this report, but they are not the primary focus.  70% of the world’s internet searches are made through Google, making it the heart of most people’s internet use. 
In this report, I will discuss the management strategy of Google LLC. Through this, we will explore what their strategy is, its aims and objectives, Google’s strategic tactics. Will this strategy line up with what is important these days? Sustainability, ethical treatment and fair competition are increasingly important to the general public, therefore organisations at any level must pay particular attention to these key areas. Google being such a well-known organisation, would naturally come under more scrutiny. People these days want to buy from or, in this case, use a product from business with a good reputation. When Brogan and Smith, (2010) wrote ‘Trust Agents’ wrote how people buy from people they know, like and trust, and whilst it wasn’t he who coined the phrase, variations of that phrase have been used as far back as Mark Twain. In ‘The New Handshake’, (Curtis and Giamanco, 2010), a passage on page 4 states how Twain, in his efforts to sell Ulysses S. Grant’s Memoirs, how ‘two contributions to sales as we know it emerged’. Twain understood a most crucial element of the psychology of sales: People buy from people that they know, like, and trust." However, it must be stated that Twain did not coin this phrase either, but this does not take away the importance of this phrase. 
[bookmark: _Hlk53693243][bookmark: _Hlk53693251][bookmark: _Hlk53693262][bookmark: _Hlk53693272]But before we get into the meat of this report, it is important to understand what a business strategy is. The Cambridge Dictionary defines strategy as “the ideas and plans a company has for its future business activities or the process of deciding these ideas and plans” (dictionary.cambridge.org, 2019), but what do leading theorists have to say? Over time, leading theorists have said different things about strategy. Peter Drunker, in the 50’s and 60’s stated that strategy was primarily concerned with competing on price (Ovans, A. 2015). Michael Porter, in 1979, developed the 5 forces model, describing 5 separate pressures, and had particular focus on Planned strategy, and Henry Mintzberg developed and emphasizes an emergent approach to strategy, a view that strategy emerges over time as the environment changes and plans are adapted to meet the new reality.  (Moore & Lenir 2011). It is interesting to see how the views of strategy has changed over time, going from being more profit oriented in the 50s and 60s, focusing more on different factors, as well as going from a set strategy to these days taking into account the fact things can change at any time. Life these days is fluid, therefore a business strategy must reflect this. Johnson & Scholes (2006) believe this too, given their definition of strategy - "Strategy is the direction and scope of an organisation over the long term, which achieves advantage in a changing environment through its configuration of resources and competences with the aim of fulfilling stakeholder expectations.”
Main Findings
Google’s Business Strategy
Google LLC’s Business strategy consists of 4 separate areas: 

1. Product Strategy – Product and service diversification
2. Expansion Strategy – Company and product acquisitions
3. Revenue Strategy - Advertising
4. Vertical strategy – Industry interdependence 
Taken from Pineda, (2018)
[bookmark: _Hlk53693293]What I like about Google’s strategy is how it is broken down to show what Google’s primary focusses are. The 4 elements of the business strategy are already clear to anyone. Google cares about product diversity, expansion, advertising and creating interdependent industry, which they have achieved with most people’s reliance on the internet these days. Since Google’s report on its 2Q14 earnings, the company has been diversifying its advertising side by growing areas such as video ads, digital content, broadband internet and e-commerce. (Sikka, 2014). It is interesting, although not surprising, to see that the advertising and diversifying strategies work together and are interdependent. Google’s interdependence strategy is seen in the execution of its other strategies, showing how important their strategies are to them. Google also like to expand; they specifically focus on large scale acquisitions. 2005 marked the year Google brought the Android OS. In 2006, they brought YouTube in a 1.65 billion stock deal. In 2007 it acquired DoubleClick for advertising purposes, and in June 2014, for 500 Million USD, they acquired SkyBox imaging, helping them greatly improve Google Maps. (Pineda, 2018) These acquisitions have positive effects on the other strategies that Google have, which could be a main factor behind Google’s Massive success.
Analysis of the Strategy
[bookmark: _Hlk53693306]There are many ways of analysing Google’s Business strategy. Different leading theorists have different models to analyse the strategy of an organisation. The three being used in this report will be Mendelow’s Stakeholder Analysis, Bowman’s Strategic Clock and Porter’s 5 Forces. All tools fall into either the micro or macro environment. The macro environment focusses on factors including Political, Economic, Social, Technological, Legal and Environmental. A PESTLE analysis is a good example of a macro tool. The micro-environment refers to elements that closely/directly influence the organisation in question. Porter’s 5 forces would be the first tool in mind when considering the micro-environment. (Oxford Learning Lab, 2020)

Stakeholder Analysis
[bookmark: _Hlk53693318][bookmark: _Hlk53693328]Mendelow’s stakeholder analysis is a way of identifying the importance of each stakeholder based on their power and interest in a business’ strategy, It identifies the key influencers who, following proactive engagement, will support your plan and assist with its future implementation. (McCarthy, 2017) However, this model gives a subjective viewpoint, as different people find different stakeholders, (a party that has an interest in a company and can either affect or be affected by the business. (Chen, 2020)) Another criticism is that the stakeholder’s placement is not based on their attitude towards organisational initiative, simply their potential power/influence. (Cleenet.org, 2016)
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[bookmark: _Hlk53693336]Stakeholder analysis based on Mendelow’s stakeholder matrix (1991)

[bookmark: _Hlk53693347]Google LLC has 6 primary stakeholders, using the stakeholder matrix, we can see the importance of each stakeholder. Google has already placed their stakeholders in order of importance (Meyer, 2017): 
1. Users
2. Employees
3. Advertisers
4. Investors
5. Governments
6. Communities

Analysing that list using Mendelow’s matrix, users, employees and advertisers must be managed closely. These three stakeholder groups make up your consumer base and workforce, without which Google has no function. They have the most power and interest in what Google does. Governments and communities have a similar level of power to those in the first category; however, they generally do not have as much interest, however, Governments can affect Google with restricting regulations. Investors have a lot of interest, as they are investing their own money, however the only power they have is withdrawing funding, and Google would not struggle to recover from. The group with the least power and interest would be competitors. Whilst competitors are not massively important to Google, they can take some users from Google, so it is important to keep an eye on the competition. 
After using this analysis, we can see that Google are a very user and employee-oriented organisation. Google will want to take that into account when creating their business strategy.

Bowman’s Strategic Clock
[bookmark: _Hlk53693361][bookmark: _Hlk53693371]Bowman’s Clock is a management tool that was created by Cliff Bowman and David Faulkner which focuses on making companies aware of their market positions (Bowman & Faulkner, 1997) The Bowman’s Clock highlights the characteristics on how a company can place its services and product offerings within the market based on these dimensions (Bhasin, 2019). 

[image: G:\Powerpoint\Pe_Uk\PE133-Johnson\Final files\Gif\ch06\C06NE002A.gif]
[bookmark: _Hlk53693381]The strategy clock is adapted from the work of Cliff Bowman (see D. Faulkner and C. Bowman, The Essence of Competitive Strategy, Prentice Hall, 1995). 

[bookmark: _Hlk53693395]The above image shows that there are 8 different strategy paths in the strategic clock. Google employs a strategy based on user and employee satisfaction. For this reason, Google fits the hybrid strategy. Google’s differentiation lies in its diversification. Whilst their main competitor, Microsoft, does diversify. They have an OS and own a gaming console franchise, but Google diversifies more. Google’s subcategories such as Gmail, Google Drive, Google+ and cloud storage. Products such as Google Search Appliance, self-driving cars and Google Glass. Carlson, (2014) They also have a big online advertising presence with services like AdSense and AdWords. Another part of using a hybrid strategy is low pricing in comparison to their competitors. Google’s basic services are generally free. Among Google’s most used services: Gmail, Drive, YouTube and Photos, are free to use, and contribute massively to Google’s popularity. Google’s paid services, such as premium membership for YouTube, Increased Cloud storage, or their technology including their smartphones and laptops, are hard to place in terms of value. Google drives prices are listed as,
$1.99 per month or $19.99 a year for 100GB,
$2.99 a month or $19.99 a year, you get 200GB. 
$9.99 per month or $99.99 a year for 2TB
$99.99 per month for 10TB
 $299.99 a month for 30TB
[bookmark: _Hlk53693404](Vaughan-Nichols, 2020)
These prices are good to start off with, 200GB is still a lot of storage, and would cost you a lot to acquire more storage. Having said that, if for some reason you need 30TB of storage, for example you are a content creator, then you would be shelling out $300 a month, a very expensive purchase. Another example of this would be YouTube. Like Google Drive, YouTube is free to use, however there is a premium option available for £9.99 a month, removing ads completely. Microsoft’s main paid for content that I can feasibly compare is Office 365, which, although free for university students, costs £79.99 per year for Microsoft 365 Family, £59.99 per year for Microsoft 365 Personal and a one off payment of £119.99 for Office Home & Student 2019. 
On the other side, is Google’s physical products. The primary comparable products would be the pixel range and the Chromebook. The Google Pixel 4 starts at £669 for the base model. The table below shows the price comparison of top range phones currently on the market.

	Company
	Phone 
	Price (£)

	Google
	Pixel 4
	669

	Samsung 
	Galaxy S20
	799

	Apple
	iPhone 11
	729

	HUAWEI
	P40
	699


[bookmark: _Hlk53693423]Price information taken from techradar reviews by Peckman, Beavis and Hughes (2020)
 Looking at these prices, and accounting for minor specification differences, Google beats the competition when it comes to price. The same can be said for the Chromebook. Google’s version, the Pixelbook is one of the 4 most popular Chromebook versions. The table below shows a price comparison.
	Chromebook
	Price

	Asus Chromebook Flip C434
	$569

	Lenovo Chromebook Duet
	$249

	Dell Chromebook 3189
	$329

	Google Pixelbook Go
	$649


[bookmark: _Hlk53693450](Tracy, 2020)
[bookmark: _Hlk53693459]Google in this comparison loses the competition, however there is a very big difference between these Chromebooks. According to AH awards, the Pixelbook Go was nominated for Best Chromebook 2019. (Golightly, 2019)
Google’s prices plus their diversification show how Google fit the hybrid strategy. They offer lower prices than their competitors and offer far more differentiation. As differentiation is a quarter of Google’s business strategy it is not surprising to see that reflected in the Strategic Clock. 

Porter’s 5 Forces
[bookmark: _Hlk53693468][bookmark: _Hlk53693475]The Porter’s 5 forces model is a tool created by Michael Porter to pinpoint and analyse 5 competitive forces that determine their strengths and weaknesses of an organisation (Chappelow, 2019). Michael Porter (2008) established this model to analyse organisational structure to establish a strategy. 
This model is a micro tool, and it focusses more inwards on the company, as opposed to a macro tool such as a PESTLE analysis, which focusses 
The 5 areas of Porter’s model are: 
1.Threat of New Entrants
2.Bargaining Power of Suppliers
3.Threat of Substitute Products or Services
4.Bargaining Power of Buyers
5.Rivalry Among Existing Competitors
[image: Michael Porter's 5 Forces Explained: A Marketer's Guide | Target Internet]
[bookmark: _Hlk53693485](Targetinternet, 2020)

[bookmark: _Hlk53693493][bookmark: _Hlk53693504]The threat of new entrants into Google’s market is only a moderate force (these forces are measured as weak, moderate or strong). The main contributors to this force are new ventures/investments from existing tech companies, as well as new start ups that offer a similar service to Google. (Smithson, 2019) However, being such a massive organisation, Google would not have so much to worry about, making the risk factor only moderate. Suppliers, or in this case, advertisers, do not have a lot of bargaining power, due to the sheer number of advertisers available to Google. This is a weak force. Other advertising streams, such as TV, radio and printed advertising poses a moderate threat to Google. In an age where we are constantly online, this form of advertising is becoming increasingly popular, however the plethora of alternative advertising streams cannot be ignored even by a business as large as Google. As expected, the bargaining power of customers, users in this case, is low. Google’s various enterprises are used by 100s of millions, if not billions of users. However, although Google’s customers/users exert a low force, they care a lot about their consumer base. Google holds its users and employees to the same standards:  Respect the user, respect the opportunity, respect each other. Our Values govern how we conduct ourselves in pursuit of our mission. We each need to own them personally; we all need to own them collectively. (Google, 2020). Multinational businesses such as Google or Apple or Amazon often come under fire for the way they treat their customers, but Google’s very ethos is about customer care.  The only strong force Google face is competitive rivalry. Whilst Google have so many enterprises and trade avenues, the downside to this is the number of rival competitors they have amassed.  The main competitors to google are Verizon, Apple, Facebook and Amazon. Due to this, customers/users have a lot of options if they do not like Google for any reason. Google doesn’t cost to use, and neither do Google’s competitors, giving customers no issues if they want to stop using Google.
	Competitive Rivalry
	Bargaining power of buyers
	Bargaining power of Suppliers
	Threat of new entrants
	Threat of substitution

	Strong
	Weak
	Weak
	Moderate
	Moderate


Table displaying forces facing Google in accordance with Porter’s 5 Forces.
Conclusion
After analysing Google’s business strategy using Mendelow’s Stakeholder matrix, Bowman’s Strategic Clock and Porter’s 5 Forces they put a lot of focus into their diversification and revenue. Google diversification is evident by how many enterprises and market sectors it is in. This report has described how important advertising is to Google, one of their most important stakeholders are advertisers. The expansion strategy is very similar to Googles diversification strategy. Both work on expanding into different areas and providing more services for its users/advertisers. Through the usefulness and popularity of Gmail, Android, AdSense and other enterprises, Google had created interdependence across most internet industries. A lot of businesses use Gmail, Google Drive, most ‘non-Apple’ smartphones use Android now. This is a testament to Google’s success, as even some of its competitors may use a Google product in one form or another. These 4 areas of their business strategy goes a long way to establishing Google’s resilience, they have their metaphorical foot in too many sectors to ever truly cease functioning as an organisation.
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