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Abstract 
The paper is about a consulting project of Apple’s management process. It evaluates the management of the company in regards to their decision making and compares the decision with outcomes. Through-out this project the consultant intends to analyse and assist the firm in their decision making or strategy making process, so that they can achieve their profit and reputational goals and desired market growth. Apple follows an exclusive organizational structure, which decomposes workforce in small teams, and makes individual members accountable instead of the entire department for their actions and performance. The research highlights the company’s strategic management to get focus in the consumer market, where product differentiation plays a vital role. Apple’s ethical background and evidence examines the efficiency of ethical management being a leader of technology industry. The framework of decomposing diagram assesses the role of a single Actor in Apple’s management decisions. Based on the theoretical analysis the study finds out the improvement area of Apple. Also, it provides recommendation to improve its management process.
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[bookmark: _Toc38743967]Introduction
Apple is the leading tech giant hailed from American multinational industries. The company is renowned for its innovation and its innovation based products like i-phone, mac-book, i-pod, Laptops. Behind the success of the company, lies Steve jobs’ entrepreneurial spirit and professional insight in decision making (Bronk and McLean, 2016). The research will seek knowledge whether all the decisions taken by Apple, was right; whether the pitfalls in Apple give the managers lessons in their decision making. The management processes of Apple matters most in the research as it generates world-wide employments and becomes the source of income for numerous people. The research evaluates whether the company follows certain ethics that meets the value of the employees and the customers. The study seeks the knowledge how Apple applies those ethics to influence the performance of their employee and develop their organizational culture as well as delivers stand-out performance in the competitive market.
[bookmark: _Toc38743651][bookmark: _Toc38743968]Project objectives
The consulting project aims to evaluate the efficiency of Apple’s management process and gives recommendations based on the findings. The purpose of this project is to understand the practices of Apple in creating its goals with respect to its management process. Through-out this project the consultant intends to analyse and assist the firm in their decision making or strategy making process, so that they can achieve their profit and reputational goals and desired market growth. 
[bookmark: _Toc38743652][bookmark: _Toc38743969]Finding critical analysis
[bookmark: _Toc38743653][bookmark: _Toc38743970]Organizational structure 
The organizational structure of a firm is composed by workforce groups, executives, owners and the relationship among the various level of authorities. The research focuses on the structure of the company as it acts as a critical success factor of a company, as it did in case of General motors. Where its organizational structure allows them to gain massive share in the global market just because of flexibility and scope provided by its regional offices. In organizational literature two types of structures gives the basic understanding, one is centralized structure and the other is decentralized (Winnubst, 2017). The centralized structure is based on the power of hierarchy which follows a top-bottom behavioural feature; here, the decision making comes from a central location, or the headquarter. Every regional manager has to report to the Headquarter and follow the decision comes from the headquarters. 
On the contrary, a decentralized structure gives autonomy to the regional managers in their decision making. This structure is popular in team based organizations and also project based organization as the staffs have to report to the project managers in every team. In the current case of Apple, the company reflects a hierarchical organizational structure along with a noteworthy divisional attributes and weak functional matrix (Heracleous and Papachroni, 2016). The divisional attributes denote the product-based divisions of group within the workforce like divisions of iOS and Mac OS. The weak functional matrix is apparent, as the project manager has limited power or treated like a coordinator and the functional manager dominates the project manager (Bleijerveld et al., 2015). The administrative staffs and the employees report to the functional manager. Though Apple makes divisions in their organizational structure but the divisions are engaged in interdivisional collaboration.  The research outlines the three notable features of Apple’s corporate structure:
Spoke and wheel hierarchy
Spoke and wheel structure denotes when an organization embrace this system to only one part and the hierarchy is preserved in rest of the part. The System Spoke and wheel defines, the part of an organization is like a spoke, radiating from the centre of the wheel which is similar to a main organization (Hamoud, Akour and Al-Salti, 2016). Apple adopts this Spoke and wheel hierarchy to improve their decision making by creating balance to the whole organizational decision making. This system has entered in Apple with the hand of Tim cook; before that, Steve jobs was all in all regarding any strategic decision of the organization. Under the shed of Spoke and wheel system, Apple sees a collaboration between their software and hardware teams which results into increased productivity and enhanced creativity (Kahney, 2019). 
Cook encourages smooth relationship between employees and managers which was unlike the former CEO Jobs. This system allows the management to focus on problem solving, rather than emphasizing on organizational function. Also shifting from Jobs’ path, cook encourages some authorities such as empowering an autonomy to the vice president. The upper hand authorities are under the functional type organizational structure which relies on the function-based grouping (Prajogo et al., 2018). For example, Tim cook gives the role of senior vice president to multiple top-level executives based on their functional group who report directly to cook; such as, the senior vice president of global marketing or the senior vice president of Apple’s retail.
Product based divisions
The feature of product based division is extracted from a divisional structure. The divisional structure functions by creating groups based on the functions and turning the functional groups into divisions (Rebel et al. 2019). Apple creates product based divisions among their subordinate and lower tiers. There is a senior vice president in charge of every divisions and each of them has a product output leader or vice president based on their product manufacturing categories. For instance, Apple creates the divisions of software engineering and it has a senior vice president.
Weak functional matrix
In this system, the top functional mangers give direction to the project and the project head has less power reporting to the functional managers. Apple, facilitates collaboration between internal divisions which benefits them with knowledge flow (Ng et al. 2018). For example, Apple mingles their software and hardware teams, which allows the knowledge sharing between the teams and it results into innovation. 
[bookmark: _Toc38743654][bookmark: _Toc38743971]Ethical aspect
The organization needs a functional law as per the stipulated ethics which helps the firm to respond appropriately to both internal and external environmental changes. The organizational ethics dictates the values of the firm towards their clients and the employees. Apple’s ethics expresses trust, honesty and respect for the clients which enables them to deliver excellent performance against the competitors in the market (Thompson, Strickland and Gamble, 2015). These ethics influences the employee’s performance by enabling them building trust for the clients and commitment for the work or organization. This commitment of employees led them to develop a target-oriented or goal-oriented culture which motivates to perform excellent in the consumer goods market. 
Apple’s ethical principles support the human rights and labour law which encourages dignity. This principle is applied by meeting the varied needs of the employees while respecting their diverse cultural background to promote the workplace unity. The code of conducts of the organization responds to the discrimination against race, age, gender and colour. Apart from them Apple’s ethics also allows fair remuneration, resisting forced labour and under-aged labour and also facilitates adequate working hours, maximum 60 hours in a week (Grimes and Sun, 2016). In order to regulate the behaviours of the employees, Apple develops freedom of association. 
However, Kane (2015) counter-attacked the ethical views of Apple by pointing out the unethical behaviours of the organization which can adversely impact on Apple’s product and service. This argument points out the violation of labour rights and laws by Apple, as identify that the Apple staffs have to do overtime by force. The evidence will be analysed based on considering the regulation of MAN2100 (Chikhale and Mansouri, 2015). The audit committee identifies that most of the staffs in the organization are forced to work more than 60 hours a week which is equivalent to more than 6 days per week. Gehani (2016) counter-argued that Apple is alleged for employing employees under 15 years old and recording misleading document about their data. also added, Apple also violates the labour law right by paying them less wages compared to their performance which is considerably unethical. 
Apart from that, the innovation of Apple is also considered as unethical by the law, for violating the ethics of social and organizational responsibilities. Apple did not pay heed to the accidents caused by their innovation; such as, the imbalance work life has affected the health of the employees; the chemical emissions have caused injuries to employees (Strickland and Gamble, 2015). These situations create the background of innovation which conducts unethical behaviour of Apple. According to the current research, Apple has chinese manufacturing suppliers like Pegatron and Foxconn where labour under 15 were forced to sign contract of work in certain conditions (Garside, 2020). Sometimes they utilized they youth by committing to do their internship under these manufacturing companies who blackmailed them to fail in the assignments if they do not meet the target or leave the work. Even the complaint of testing pregnancy of female labours has risen which affect the ethics of Apple.
[bookmark: _Toc38743655][bookmark: _Toc38743972]Strategic management
Strategic management refers to the process which allows an organization to embrace critical decisions of the company by its management. The strategic decisions play a pivotal role in the performance of productivity, sells performance, innovation performance and reputation of the company. The strategic management process assists the company to select the short term and long term goal wisely which ensure their future positioning in the competitive market. 
Apple’s strategic management allows the company to penetrate the market with its innovation and ‘cost leadership’; as the company offers unique products to the customers, it enables them to stand out strong in the competitive market and gain a large proportion of market share in luxury items. Their cost leadership allows them to cope in the competition by offering freemium and premium prices. The strategic outsourcing allows Apple to meet their target of high level of performance. The performance results the uncompromising quality of products which enables Apple to retain the large proportion of customer loyalty. 
Apple’s strategic choice of ‘product differentiation’ plays a vital role in its success. Through this choice Apple influence on the technology, society and customer behaviours. Rothaermel (2016) commented that Apple has an appetite to develop new technology while coping with existing technologies for their mass audience. For example, Apple redesigned Mac product by adding the feature of Apple Talk which allows the Mac product attractive for small sized business. The product differentiation strategy of Apple emerges the use of iMac and iBook as it allows the customer to access a high standard of internet network. Their product differentiation strategy introduces their success of managing digital media through the promotion of iTunes, iPhoto and iMovie. Another important aspect of Apple’s strategic management is reflected on their choice of strategic alliance. (See Appendix 2)
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[bookmark: _Toc38743974]Organization decomposition diagram
This theory refers to the relation between the actors, their interaction of roles and geographies under an organizational tree. Dolata (2017) argues that, an organization mapping should direct a company to appoint a group of decision makers or it must have a chain of commands. The organizational decomposing diagram does not connect to the organizational goal but the goal of stakeholders. This diagram explains the roles and responsibilities of the actors. The organization is represented by this theory based on their links between the actors, the actors and the organization units; it reflects the hierarchical relationships, communications and responsibilities. This diagram highlights the mission of the organization by focusing on how the actors or participants of the company execute it. This diagram also points out the different roles played by a single actor (See the Appendix1).

Analysis of Apple’s organizational tree
The research finds out that the decisions of Apple on their multi-faceted functions, like product, positioning, innovation, marketing and investments, all are deliberately taken by a single actor, like Steve Jobs. Even Jobs play multifaceted roles like a CEO, a leader and an engineer. The theory of Organization decomposition gives the understanding of the role of actors based on which the research evaluates the management process of Apple. 
Figure 1 Apple's Organisation Tree
[image: PenMyPaper]
The research raises question whether the decisions are rational for the organization which is guided by a single authority of power. The single actor authority poses the chance of risk in decision making as he is guided by his own cultural background, ethical background, political understanding and leadership aspects. Bleijerveld, Gremler and Lemmink, (2015) argued that the decision making of Apple is biased by the political calculus; Jiang et al (2016) describe that Political calculus is the rational thinking of an individual whose thinking is based on a political model and he makes decision based on that political understanding without considering other perspectives. 
The research asks about the motivation behind the opinion on diversity by Apple’s Actors. Son and Kim (2016) enquires whether the calculus of the actor is purely stimulated by economic motivation, or other causes like aesthetic, virtuous or satisfaction of the maximums. Ahtiainen (2016) defines that the organizational design of Apple allows a single actor to be visible; it denotes only an individual person will communicate and becomes the company’s face; he is determined to be the only decision making person. The actors behind the scene are not considered. Parker, Van Alstyne and Jiang (2016) find out that Apple gives much importance to their visible individual, that is relatable in the notion of “Relational actor”.  In Apple, the actor decides all the processes; like processing information, generating consensus, employee motivation, resource allocation, product evaluation, managing company morale and balancing turnover rates. 
This study reflects on the decision making process of Apple where the decision of a single individual can influence and other thousands of members’ have no influence in decision making. The research finds out the staffs are hired and treated like pawns who has no option to ask question. Therefore, on the perspective of a consultant, the research seeks answer whether Apple hires people to treat them like robots and give instructions. Steve Job’s return in Apple with decision of strategic alliance with another tech giant Microsoft helps Apple to gain shared knowledge which is reflected in the appearance of Ms office and Mac computers. Thus, Apple’s strategic choice of alliance with Ericsson and Sun Microsystem enable the company to streamline their multimedia content to smartphones.  
Apple’s strategic choice of creating alliance with HP enables them to produce iTunes which gains considerable popularity among Apple and HP customers. Apple has the potentiality of ‘thinking out of the box’ which makes them unique in choosing strategic partners from entirely different market and integrates their product. For example, Apple’s partnership with Audi, Volkswagen, General motors and other players of automobiles enable them to spread their product-line of iPod to car stereos (Dolata, 2017).
[bookmark: _Toc38743657][bookmark: _Toc38743975]Leadership theories
The difference of a leader and the manager is, a manger focuses on the processes whereas the leaders can influence the employees with their behaviours and facilitates the processes by utilizing the employee performance. Autocratic leadership defines the centralization of powers and decision making or an entire control of the authority. Democratic leadership opposes the characteristic of autocratic style where the leader considers communicating with the subordinates while taking a decision. Apart from this core styles, there are numerous styles like ‘Influential leadership’ which easily converts the subordinates to the followers by projecting inspiration.
Apple’s leadership
Steve Jobs encompasses the period of 1997 to 211 in Apple which was known as the autocratic leadership period of Apple. In his period, he was the central decision maker and every decision making ‘flowed through him’ (Heracleous and Papachroni, 2016). Steve Job was known for his firing employees at any time without considering others’ opinion and alleged for his misbehaviour with employees. Apple’s leadership practice faces a drastic movement after the arrival of Tim Cook whose leadership was awarded by Fortune 500 magazines. It is the inspirational leadership of cook which led him to make many followers among the subordinates and reflects a humanity approach. Kane (2015) found out that Cook’s leadership was contrary to Steve job as cook was highly democratic. 
The democratic style of Cook allows them to limit the direct involvement in product related innovation and decision making as a CEO and allows autonomy of some intellectuals; His democratic style allows him to consider the opinions of other participants especially the senior management which changes the standard of employee-manager relationship in Apple. Cook’s leadership was acknowledged as Quite leader in contrast to the charismatic leadership of Steve Jobs; He was also criticized by the business analysts commenting that he has lack of vigour and ambition like Steve Jobs. Apple’s success of entering into new product rage under the leadership of cook gave the answer to these critics. 
Though Cook have seen low margin sales in 2015 while he launched Apple’s smartwatch (Gehani, 2016); even iTunes also have low sales margin though it has a large number of subscribers. In this context, Jobs’ leadership in technology market gets more support as he was stick to maintaining the secrecy of the production even among the team; he split the team into smallest units based on a core work and does not allow the fellows to know the new launch; this hiding technique prevents the competitor to imitate the formula.
[bookmark: _Toc38743658][bookmark: _Toc38743976]Marketing Mix
The paper uses the framework of marketing mix to evaluate the decision making of Apple and reflect on its economic feasibility. (See Appendix 3)
Product
The product pipelines of Apple are the reflection of their employee commitment and business process. The human resource and the business process depend on their product based division which is an essential feature of their corporate structure (Rothaermel, 2016). Therefore, Apple’s corporate structure creates a strong impact on the product. The product based division of iOS and Mac OS creates a range of products for different market segments. From the current strategic analysis, the study shows that Apple includes the service of digital content is their product line such as e-books, iTunes music, video content and games. Apple also allows their customer to record and retrieve their data on virtual storage, iCloud, through the use of could-based technology, SaaS. The marketing mix implies that Apple’s products are based on their strategic decision of product development growth strategy. Also the strategic management of Apple is noteworthy as this turns computer’s business to a diversified business.
Figure 2 Apple's Product Portfolio
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Price
Apple offers premium and freemium price strategies. Premium offers denote an additional price after the common price. In order to maximize the profit margin, Apple’s pricing strategy determines high cost in premium price. For instance, the premium prices of iPhone are much higher than that of Samsung. The pricing strategy guides Apple to unlock the power of innovation and branding for this high price. This mix of marketing boosts up the competition in mobile and computers’ market. Apart from the premium pricing strategy, Apple also adopts freemium pricing strategy by combining free and premium price into a single strategy. This strategy allows customer free service of e-content but the customers can pay for better visibility and access. For example, Apple offers 5 gigabyte i-cloud storage at free price and for better storage capacity the customers need to purchase the service. 
Promotion
Apple’s corporate structure allows the store-employees for maximizing their profit by using personal selling. The store-employees who can convince a customer by delivering product-specific information can earn the incentive for personal selling apart from the salary. In order to improve the corporate image, the company harness the power of public relations. For example, Apple arranges events and webinar to educate the public about the utilization of technology, Apple’s innovation in product and shares the information about the features of their new models. In order to create positive impact on customer perception, Apple organizes ConnectED aiming to improve the result of formal education while promoting their own products (Parker, Van Alstyne and Jiang, 2016). Apple’s strategic decision of corporate social responsibility and stakeholder management guides the firm to do such effort. 
Place
The 4Ps of Apple includes the selection of location for distributing the products. Apple sells their products through company owned stores and also allows other stores to distribute their products. The product distribution strategy involves Apple stores, company-websites, e-commerce retail platforms, authorized sellers and Telecommunication companies. The strategic partnership of Apple with Verizon, AT&T, Sprint facilitates Apple to gain their local and regional target markets by offering Apple’s service available to the partners’ customers. 
[bookmark: _Toc38743659][bookmark: _Toc38743977]Recommendations
Technological leadership
Based on the above research, the consulting project suggests Apple to focus on the technological leadership to cope with the competitive market. As Tim cook’s leadership enters into a new business category but fails to gain sales success, the study recommends Apple to emphasize on testing methodologies before launching any new product otherwise the business will be affected by aggressive market players in technological market.
Better ethics
In order to maintain the competitiveness in the technology market, Apple needs to be a litigation free company by resolving their ethical issues and preventing the repeat of the issues occurred in Chinese labour market.
Autonomy
With the arrival of Tim cook, Apple experienced an autonomy in the senior management level which enables them to improve the business success in product based divisions. The research recommends Apple to allow autonomy among the manufacturing suppliers in regional market.
Company culture
The concept of company culture refers to the shared understanding which is affected by a long time autocratic leadership practice of Steve Jobs. The study recommends Apple to create an impactful company culture by acknowledging the value of employees through appreciation, empathy and rewarding.
[bookmark: _Toc38743660][bookmark: _Toc38743978]Conclusions
Based on the project objective, a secondary research has been conducted to evaluate the management process of Apple. The research findings give more deep insight of Apple’s management process. The theories and framework gives better realization of Apple’s role of management behind its success and failures. Based on the evaluation, the study recommends some strategy for their management. The finding reveals that Apple has an exclusive organizational structure that makes individual members accountable instead of the entire department by decomposing the structures into small teams based on the production. Even through the smallest teams the management is able to maintain the secrecy of the new production. 
The research also highlights the company’s strategic management to get focus in the consumer market, where product differentiation plays a vital role. Apple’s ethical background and evidence examines the efficiency of ethical management being a leader of technology industry. The framework of decomposing diagram assesses the role of a single Actor in Apple’s management decisions, which appear highly influential. The secondary data of leadership applied in Apple’s context also supports the revelation. The 4Ps or marketing mix analysis of management process and efficiency indicates that how Apple’s leadership is effectively shaping that in terms of consumer and market need. Based on the analysis, the study recommends the management to focus on technological leadership, better ethical constitution, autonomy in supply-chain and improved company culture
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Appendices
Appendix1: The decomposing diagrams using the roles, actors, location and organization. 
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Appendix 2: Strategies of Apple
[image: ]
Appendix 3: 4Ps of Apple
[image: ]



2

image2.png
MICHAEL CULBERT

VP. ARCHITECTURE

STEVE ZADESKY

VP. IPOD/IPHONE
DESIGN

DAVID TUPNAN
VP. HARDWARE
ENGINEERING,

IPHONE/IOPD

DAN RICCIO
VP. IPAD
DIVISION

BETSY RAFAEL

VP. CONTROLLER BRUCE
SEWELL
SVP. GENERAL
COUNSEL

GARY WIPFLFR
VP. TREASURER

KATIER
COTTON

COMMUNICATIONS

Figure 1: Apple Organizational Structure

JOHN BRANDON
VP. CHANNEL SALES

BOB
MANSFIELD

SVP. HARDWARE

ENGINEERING

GARY JOSWIAK
VP. IPHONE
MARKETING
PETER
OPPENHEIMER
SVP. CHIEF
FINANCIAL
MICHAEL TCHAO
VP. IPAD OFFICER
MARKETING
JOHN COUCH
VP. EDUCATION
PHILIP
SCHILLER
SVP. PRODUCT
MARKETING
DAVID MOODY
VP. MAC
MARKETING
RON OKAMOTO
VP. DEVELOPER
RELATIONS
BR|OPNO(;50LL HIROKI ASAI
MARKETING VP. MARKETING

MICHAEL
FENGER

VP. IPHONE
SALES

TIMOTHY

COOK
CEO

GRAIG
FRDERIGHT

VP. MAC SOFTWARE
ENGINEERING.

BUD TRIBBLE
VP. SOFTWARE
TECHNOLOGY

DOUGLAS
BECK
VP. APPLE
JAPAN

JEFF

WILLAMS
SVP.

OPERATIONS

SCOTT
FORSTALL
SVP. 10S
SOFTWARE

SIMON
PATIENCE

VP. CORE O

JENNIFER
BAILEY
VP. ONLINE
STORES

JONATHAN

SVP. INDUSTRIAL
DESIGN

JOEL
PODOLNY

VP. HR

EDDU CUE
SVP. INTERNET
SOFTWARE AND

SERVICES

KIM VORRATH
VP. PROGRAMME
MANAGEMENT.

JERRY
MCDOUGAL
VP. RETAIL

WILLIAM
FREDRICK

VP. FULFILLMENT

RITALANE
VP. OPERATIONS

SABIH KHAN

VP. OPERATIONS

DEIRDRE
O’BRIEN
VP. OPERATIONS

JEFF ROBBIN
VP. CONSUMER

GREG GILLEY
VP. VIDEO APPS

ROGER ROSNER
VP. PRODUCTIVITY
APPS

HENRI LANIRA UX
VP. ENGINEERING
105 APPS

ISABLE GE MAHE

VP. 105 WIRELESS
SOFTWARE




image3.png
ooy

=

Pad mii

The new iMac MacBookPro, iPhone 5
aciookPro,

dE B m==

i MacBook Air

& - mm B~

iPad2

B

support iPod touch

S

dugee





image4.png
Sates divector

Marketing director

Marketing otcer

2 eominsvaton Narketng e
Gepartment. department doparment
Lyon al “Mantes “Toulouse
Sates Saies Saies
aeparment eparment Gesmient_depatinnt

|z 3

moftcer




image5.jpg
Cost Leadership

Rarely adopted

Differentiation
+S¥ong Diferentiating
Tocis
“Devotedifars -
“Appieites”

« Procuct difierenfiafion
* nnovaive Procucts

« Customer service

« Personnel differenfation

Business Strategy

Both Focus and
differentiation

l

Forte of leadership




image6.jpg
Marketing Mix Example — iPhone6

Advanced smartphone
Leading-edge performance
High-res camera
Vast App ecosystem

£539-£789 depending on
configuration
Discounted if bought with data
tariffs

Widespread launch PR

| 4

Direct from Apple

¢ Social media
Sold by mobile phone St
Extensive online & other
networks most electronic Tedia acvertising

retailers / e-tailers Product placement

tutor2u





image1.jpeg




