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[bookmark: _Toc75556045]Executive Summary
The author of this report is currently enrolled onto an MBA course at the University of Trinity Saint David’s, whereby they will investigate into Apple’s current strategy and future strategic potential opportunities and also how to enhance its customer care strategy via hyper-personalisation.
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[bookmark: _Toc75556046]Introduction	
The choice of company that has been selected for the purpose of this business report will be based on Apple (IT consumer electronics company). 
Apple began as a start up on garage as a traditional computer company with deep emphasis on innovative design and development of consumer electronics. 
Apple is by far one of the most globally famous brands, with its strong branding its is a very strong favourite for investors for its continuous year on year growth and being the largest company in the world by market capitalization, as Popken, B (2020) states “Apple is now worth $2 trillion, making it the most valuable company in the world”. 

Apples success is attributed to its strategy. Watkins (2007) states that “strategy is about how resources should be allocated to accomplish the mission in the context of the value network; about why people in the organization should feel motivated to perform at a high level. Together, the mission, network, strategy, and vision define the strategic direction for a business. They provide the what, who, how, and why necessary to powerfully align action in complex organizations” (Watkins 2007).  
In addition Chandler (1962) defines strategy as “the determination of the basic long-term objectives of an enterprise and the adoption of courses of action and allocation of resources necessary to achieve these goals” (Chandler, 1962).
[bookmark: _Toc75556047]Strategic Analysis
[bookmark: _Toc29551869][bookmark: _Toc75556048]PESTEL
A PESTEL model enables the analysis of macro-environmental of an organisation. As Johnson et el (2019) states that “PESTLE Analysis examines the various external factors like political, economic, social, technological (PEST) which impacts its business along with legal & environmental factors. The PESTLE Analysis highlights the different extrinsic scenarios which impact the business of the brand.”
There are six factors in this model which would impact Apple: 
Political
· Political and Government Policy – Apple is regarded as the richest company in the world with a wealth of capital available in its cash reserves. With the current social issues such as inequality in society, for political reason governments are advocating for higher corporation taxation in the western developed world to address income equality issues further leading to political pressure to break Applies monopoly in certain sectors to address anti-trust concerns,  for example at recent G7 summit of 2021 global leaders declared as stated by  Owen, M (2021) that “Apple faces higher taxes after G7 agree to global tax rate changes”.
· Political sentiments - with current anti-China sentiment primarily in western developed countries, manufacturing could affect Apple as Apple is heavily dependent on low cost overseas manufacturing in China, thus with anti-china sentiment could lead to political unrest and boycotting in manufacturing host countries with reciprocal anti- American sentiment such as in China which was recently demonstrated as stated by Crabtree, J (2021) where “Apple has found itself caught between China and the US” leading to apple making difficult decision in regards to its operation abroad. 

Economic
· Labor Cost- currently Apple’s manufacturing base is in China however China’s growing labor costs are increasing as it develops further, for this reason labor costs may prove to be a challenge where apple may have to shift their manufacturing to more cost-effective markets
· Consumer spending power decline - Apple is regarded as a high end luxury goods company primarily targeting middle class consumers, with a stagnating middle class across much of the western world, middle class demographic may not be able to afford high end consumer items from apple which may lead to apple seeking out new markets such as India to penetrate for new streams of revenue market, in addition  Cook, T (2015) states “Apple iPhones are expensive, but ‘middle class driving sales’ in India”.

Social
· Consumer spending power – apple is actively seeking to penetrate new market especially Africa as Africa emerges to become one of the fastest growing mobile phones connected markets. This is evident where apple has recently entered African markets as stated by Nellis, S (2020) that “Apple’s biggest services revenue generator is the App Store, where it keeps a cut of between 15% and 30% of sales. In Africa, the store will expand to Cameroon, Ivory Coast, Democratic Republic of Congo, Gabon, Libya, Morocco, Rwanda and Zambia.”
· Ethical concerns – manufacturing in china could lead to boycott or marketing appeal of apple’s products being in decline amongst socially conscious minded consumers especially up and coming generations such as Y,Z and millennials. 

Technological
· IT Competition- other technological competitor companies such as Samsung, Google and Nokia have the ability to replicate similar products and services that apple provides. For this reason, Apple will need to constantly innovate to keep ahead of the competition. 
· Apple is limited in the market it operates as it other companies also offer same services and products, which will require apple to innovate and create new products for the market. In addition Apples operating platform is a closed system which means it is limited cross platform to other phones on the market. 

Environmental 
· Environment pollution – natural resources such as metals and components required to make apple products have an impact on the environment especially with the manufacturing process in China and with China trying to cut greenhouse gases, this may lead to higher production costs.
· Climate change – global warming may affect apple shipping and supply chain
Legal

· Regulation  - as apple offers a payments service via apple pay, it will have to adhere to a highly regulated financial rules and regulations which could change accordingly to governments polices. 
· Intellectual Property – apple develops a lot of products and software which are protected by intellectual property laws however this can also pose an issue when competitors or third parties develop identical products leading to litigation and piracy issues for the company. 


Conclusion
The above PESTEL analysis has shown that there are many issues that affect Apple; however apple has demonstrated that it is able to adapt and thrive in challenging environments. 
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Porters 5 forces model enables examination of the competitive environment of a commercial enterprise and the industry in which it operates in. As Grant, R (2018) states “Porters 5 forces can be a useful guide to understanding if a market is desirable to enter or not”

There are 5 factors to take into consideration for this model in regard to Apple, which are as followed: 
1. Competitive Rivalry
Competition is extremely high and very cutthroat. Apple’s direct competitors are Google, HP and Samsung. These companies heavily invested in research and developments and marketing allowing them to develop products in direct competition with Apple. It can be argued that intense competition leads to better innovation for the consumer. 

2. New Entrants
The threat of new rivals and new entrants entering the market and gaining apples market share is very low, this is due to the huge amount of investment that is required to get set up on an already established industry would be very very high due to the costs involved. However competition amongst current rivals is very intense as they invest a lot in research and development to develop world recognising products from trusted brands such as from Apple, Google and Samsung. However as Burke, A (2010) stated “technology becoming easier to copy, it’s just a matter of time” for new entrant to pose a threat. 


3. Bargaining power of supplier
The bargaining power of suppliers to apple is relatively weak, this is due to the resources sourcing can be sourced from other suppliers based on cost etc. as apple is able to choose from a wide ray of suppliers globally. Switching suppliers for apple poses very little risk as it is able to negotiate with its suppliers however in the current pandemic, there has been chip shortage which ahs affected all companies involved in developing phones and electronic devices. 
4. Bargaining Power of Buyers
Consumers can easily switch to different brands due to low switching costs which strengthens the bargaining power of buyers and consumers, however apple is able to counter the bargaining power of buyers by continually investing in research and development to ensure that its products are the best available on the market, trusted and reliable to the buyer. This is evident where apple has shown it has a very strong growing customer base with very strong brand loyalty. It could  be argued that many apple customers are largely attached to the brand of apple due to Steve Jobs legacy as an innovator, for example emotionally involved customers are valuable to a company such as Apple as they buy more, shop more often, are less sensitive to price and promote the companies brand within their own network too. 

5. Threat of substitutes
The threat of substitute products entering the market to replace applies offering are very low due the how digitally connected society has become, in addition other competitor products may have limited capacity than what apple products have to offer as an apple device is able to do more than just make a telephone call or browsing the net on a tablet. 
Conclusion
The above Porters 5 forces analysis has indicated that apple’s ability to innovate and launch new products to the market for consumers with it’s very strong customer base and loyalty shows apples feels the need to constantly innovate to maintaining and grow its market share and profitability. Industry competition and the bargaining power of buyers are the two greatest forces which impact apple’s strategy and overall profitability. 

[bookmark: _Toc29551871][bookmark: _Toc75556050]SWOT 

50Minutes (2015) believes that “a swot analysis is used as a decision-making tool and to facilitate the development of strategic plans”.  A SWOT analysis of Apple enables identification and analysis of internal and external issues such as strengths, weaknesses, opportunities and threats affecting the company. 

Strengths

· Strong branding- Apple is regarded as the worlds most famous and ranked number 1 brand in the world with a very strong and reliable brand value amongst consumers as evident with a strong loyal customer base and is the brand of choice for corporate equipment too. 
· Innovative technology – apple introduced the worlds first touch screen smart phone with the apple iPhone and still continues to innovate new products for the consumer market. It has recently ventured into battery powered electric cars to address global warming issues in regard to travel and CO2 emissions as stated by Staff, M (2021) that “Apple will work with a manufacturing partner to produce the vehicles, and the company is developing "next level" battery technology to extend range and efficiency.”

· Research & development (R&D) – apple has a very strong research and development department where is places strong emphasis in its product designs with dedicated research to meet consumer needs and requirements as evident by the large amount of capital being invested into research as recently reported that apple spent 14 billion dollars in research in 2018 (Leswing, K, 2019) 
· Diversifying expansion growth – as Karam, M (2020) states “Over the past few years, Big Tech firms have begun venturing into new avenues of business outside their core sectors. Part-business survival tactic and part-business expansion, these companies have embarked on diversification journeys nonetheless”. Apple is actively seeking and implementing is standing in terms of what services and products it offers, it recently ventured into online streaming with Apple TV and is also looking to develop battery powered electric car and entering into the entertainment and transportation industry respectively. 

Weakness

· High Prices of products and services – as apple products are primarily marketed as luxury items this is reflected in the premium prices that are sold at, for this reason targeting a certain segments lead to excluding low-income consumers as they are unable to afford expensive apple products and thus only middle class demographic is able to afford apple items. 
· Limited niche marketing – apple has a very strong loyal customer base and has limited advertising as it is reliant on its flagship retail stores. Due to the retail division performing so successfully apple run very limited marketing campaigns towards its current loyal customer base. 
· Entry into non-specialist areas – apple is very rapidly making entry into new services and industries such as online video streaming and electric car which leads it to compete with already establishing companies such as Tesla and Netflix thus leading to acquiring new specialist expertise in these markets which may require competency and significant investment in these areas which may prove challenging is they are not successful financially. 
· Close system software – apple software is very exclusive and a closed system, thereby being incompatible with other software available in the market. Customers must buy exclusive apple software to ensure that their service or device works to continue to use the apple device or service. 
· Privacy issues – with consumers being more and more aware of data and privacy issues, apple has been involved in recent issues in regards to tracking their users, however this has been addressed by giving apple user the choice of being tracked by apple in their devices. Consumer trust and privacy issues could lead to Apples standing being affected due to data breached and privacy scandals. 
· Business monopoly – apple has a large business monopoly especially in the case of which software has preferences within its platform, this make it difficult for new entrants to enter the market thus leading to apple to dominate and create monopoly. However, with aggressive expansion this could cause government policy to change toward big corporates such as increasing taxation and oversight. 

Opportunities 
· Year on year growth – apple is the most dominant technology company in the market is operates in which has lead to a very strong loyal customer base whereby it is able to utilise internet trends to analyse where demand is strong and enter and capture the market. 
· Skilled Talent and staff – Apple hires the best talent in the world, its’ researchers, software engineers and specialists are highly qualified to understand and drive company innovation with new products which leads new opportunities.  
· Supply and Distribution network – apple can adapt and expands its distribution networks to cater for growth in addition to increasing the amount of marketing and campaigns it does. 
· Wearable smart technology – with smart cities being developed, there will be more demand to address human issues in regards to health monitoring especially in the current coronavirus pandemic, for this reason apple is in a strong position to develop wearable smart technology further going beyond apple watches that will further integrate technology with humans in a very simple and easy to use fashion. 
· Artificial Intelligence (AI) – apple already used AI however this can further be extended to automate tasks and also analyse apple it self to see how profits be increases further. 
· Electric Self-Driving cars - apple has entered the transportation sector which its intention to develop electric self-driving cars and will compete with Tesla on this front. 


Threats
· Coronavirus pandemic – apples supply chains is very heavily dependent on China for it’s manufacturing base, the pandemic had affected Apples market share and trading volume as the pandemic has disrupted apples trade. 
· Counterfeiting – apple has being very vulnerable for this products being counterfeited which harms it’s branding and its image on the consumer markets and as it can affect publicity
· Intense competition from rivals – apples main competitors such as google, Samsung and Nakia give apple rigorous competition, even though apple has solidified its place amongst the market as a leader, innovation is what sets set’s apple’s offering apart form it’s competition however its rivals could catch up. 
· Market penetration -  Google’s Android software has a dominate share of the phone market however apple’s share is rowing but not at the rate it expected, for this reason apple will have to continue to gain market share to ensure stability in its standing and not being out pushed by its rivals. 
· Political trade tariffs – the American government has imposed tariffs on Chinese imports, thereby increasing the prices of apple products leading to higher prices for the consumers. If products become too expensive to buy consumers may shift to other cost-effective products instead however in 2019 as stated by Wood, C (2019) “Apple escaped a 15% tariff on its flagship products including the iPhone, iPad and MacBook range after US postpones tariffs with China” which shows the current political volatility in trade tariff disputes. 


Conclusion
The above analysis has highlighted issues which may affect Apples standing, however apple’s future seems very strong and stable as it has a global infrastructure and innovative supply chain that ensure its future growth via investment and development. 


[bookmark: _Toc29551872][bookmark: _Toc75556051]Change Kaleidoscope
Hailey et el (2002) defined the Change kaleidoscope as “framework to aid managers to the development of changes”. The Change kaleidoscope analysis model highlights three features of analysis; Time, Capacity and Readiness in regard to how Apple face the challenge of change management to enhance its customer experience further:
· Time – Due to apples world-wide size it would be a very implement to immediate change in comparison to a small sized online business. This is due to the layers of management involved in decision making at Apple which would take longer to implement in comparison to a small business start-up. Smaller businesses have the advantage of fewer levels of management thereby saving time for changes to take place as there are fewer people involved, however Apple does have the advantage with its huge buying power to obtain resources which smaller companies would find difficult to source due to time and costs involved. 

· Capacity – Apple has access to a wealth of resources required to implement change in comparison to smaller companies who would find it difficult to source the right resources due to limited capacity. In addition, Apple has greater access to talent to allow it to effectively develop new products and implement change as evident in its diverse portfolio from computers, telephones, to online entertainment streaming and much recently development into electric battery powered cars to address the issue of green house gases from polluting cars. 

· Readiness – Apple is a very large tech company which prides itself on innovation, for this reason it can be argued that Apple would always be open and ready for change to meet the demands of the market as evident in itns huge investment in research and development. Similarly, small companies are more adaptable and ready for change due to the few layers of decision making involved in smaller operations. 

[bookmark: _Toc75556052]Stakeholder Analysis 

Buchanan and Badham (1999) state that power ‘is the ability of individuals or groups to persuade, induce or coerce others into following certain courses of action’, in addition Newcombe (2003) believed that measuring power on a matrix allows the companies to secure buy-in from stakeholders ”. Stake Holder analysis allows for the analysis of key stakeholders of a company which helps identify how to manage and strategize towards stakeholders involved with the power and influence they hold towards the success of a company. A stakeholder analysis of Apple is detailed below:
	HIGH POWER
	Keep satisfied 
	Manage Closely

	
	Customer
Investors
	Suppliers/ Supplier staff
Developers/ Inventors

	LOW POWER
	Monitor
	Keep informed

	
	
	Apple staff

	
	LOW INTEREST
	HIGH INTEREST



· Keep Satisfied- Customers are a priority for apple. Apple must ensure that its loyal customer base is happy and satisfied with the products and services is offers, this can be accomplished via regular communication and gauging customer requirements and needs in addition to ensuring the company is profitability and keeping investors satisfied too. 
· Manage Closely – Suppliers and Inventors. Apple requires itself to manage supplier relationship very carefully and closely due to sourcing resources for its products abroad where regulation is relaxed regarding labor laws, for this reason apple social responsibility is taken into consideration too. In addition, apple is only as good as it’s inventors, for this reason apple ensure proper resources are given to its inventors to innovate and develop. 
· Keep informed – Apple staff. Apples success is dependent on its staff, it is only as good as the staff it has and for this reason apple has to maintain engagement with their staff and ensure that their staff feel involved in apples success and activities in addition to not losing out to top talent to the competition. 
 



[bookmark: _Toc75556053]Ansoff Matrix 
Dudovskiy, J (2020) defines the “Ansoff Matrix as a marketing planning model that helps the e-commerce and cloud computing company to determine its product and market strategy. Ansoff Matrix illustrates four different strategy options available for businesses.  These are market penetration, product development, market development and diversification”
Apple utilises the Ansoff Matrix in a very integrated manner as detailed below:
· Market Penetration -    One of the most common pricing strategies that apple uses is price skimming, for example Apple’s price skimming is where apple has started with a high price to get the early adopters to consumers to have to have the latest apple product and after a period of time when the customers have all bought the product, apple then lowers their price a little bit and after six months when the consumer maybe readying for a replacement product apple lowers the price further or do some extra advertising to try and get the lost sales out of an effectively obsolete item to further sales and further market share in that market from the product while they can before launching new upgrade models for example with the iPhone series.  (Robert, C 2020)

· Product Development – Apple constantly develops successful products due to its sheer large amount of investment in research and development. Apple's biggest success comes from their ability to recognise what's going well and to keep doing it for example with the iPhone 11, there have been 11 series of the iPhone which have built on previous models and adding in new features such as better cameras and specifications. Apple prime development is in ensuring maintaining and growing their loyal customer base whereby they develop products further and further whereby they invest in research and development so that competitors such as Samsung don’t capture their market share of apple. 

· Market Development – apple does a lot of market development, for example in the last 15 years apple has authorised new sellers in markets where they don't currently have a presence so rather enter the market with directly Apple finds sellers willing to re-sell apple products to understand the local market before making a formal entry with PR and marketing promotions as such to avoid failure, for example the for apple store to open in China was in 2006 after extensive re-selling from authorised sellers in china. 


· Diversification – Apple have had their most success in diversification of their product and service offering. For example, apple made the Mac in 1984, the iPod in 2001, then iPhone 2007 and then the Ipad in 2010. From making person computers, to mp3 players, to telephone to digital devices, it is eident apple diversify their portfolio and their apple as a company always seems to venture into something new rather that no other company does. Although uncharted territory to develop and diversify into new products and services it seems they are very successful in what they do due to the large amount of investment in research and development. 

[bookmark: _Toc75556054]Bowman’s Strategy Clock

Bowmans strategy clock tool is an analysis toll that us used to better understand how products of a company are positioned in the market (Bowman, C,1998)
Apples products are considered high end luxury goods, as such they are thought of being as the best in the in the market due its niche offering to a middle-class demographic. For example an iPhone is considered as the best phone available on the market and an iPad regarded as setting the benchmark for all tablets. For this reason, apples products have very high prices and have a high perceived value amongst consumers, this is evident as it is primarily targeting to the middle-class consumer with disposal income rather than low-income consumers. 

As apple first initially entered the market with is prod, it was regarded by consumers are very expensive but of very high quality and reliability with its services and products on offer. This was further supplemented by its unique selling point of being different in the market. It can be argued that the reason why people buy apple products is because they are more reliable due to the enormous research and development that goes into an apple product to ensure reliability before product marketing launch. 
Overall apples standing and perceived value is very high, this is evident as Apple in 2021 ranks as the richest company in the world by market capitalization due to its product and market positioning, for this reason on Bowmans Strategy clock, Apple would be placed at position 5 of the clock as apples products are high end luxury products with a focused differentiation. 
[bookmark: _Toc75556055]Conclusion
There are a whole range of opportunities available to Apple to ensure its future growth via technological innovation and investing into new markets and technologies. 
As Darwin, C (2016) stated “It is not the strongest species that survive, nor the most intelligent, but the ones most responsive to change”. Apple is in a good position to respond to market changes as it has done so with its offerings and products, most recently venturing into the car industry to develop the worlds first AI self driving car. 
Apple’s main technique of price skimming where by it sets the prices for its products very high  at launch then lowering it later down the line (for example 6 months later) to recoup on profit maximisation is a successful technique, however it is evident that pricing is an issue in getting a larger customer base as it exclude people who cannot afford the latest iPhone or apple device from lower income backgrounds. Apple has a very loyal customer base with great satisfaction rates due to the satisfaction with the product and services apple has to offer, however this can be further enhanced through the utilisation of advanced technology to roll out hyper-personalisation of customer engagement and care for Apple. 
[bookmark: _Toc75556056]Recommendations
It is recommended that Apple focus on its pricing strategy, It is recommended that apple could lower their cost where pricing is lowered and applying Blue Ocean Strategy as this would enable profit maximation via investments into new and emerging developing markets such as Africa and China where its competitors such as Samsung are thriving in those regions.  
In addition to focusing of profit maximization apple could further enhance its customer care strategy by further advancing hyper-personalisation of this customer engagement.
Apple success could also be linked  to Maslow’s hierarchy of needs (Burton, N, 2012), where Hyper- personalisation can be utilised to address the needs of the customer. 
One way of further advancing its customer care and engagement and service is to advance and Hyper- personalisation. Hyper- personalisation as defined by Annas, C (2020) is “is a form of traditional personalization. Utilizing real-time data and artificial intelligence (AI), hyper-personalization displays to your customers specially curated content, products, and services with a high level of granularity, at scale, and often in an automated fashion.” As Upland (2021) states ““Personalization of the customer experience is Apple’s strategy and personalization is another approach Apple has taken that buys into the customer-centric mentality of everything Apple does.”
In summary it offers a more adapted and personalised experience for apple customers. The benefits of Hyper-personalisation for Apple is that through the use of artificial intelligence and technology customers are targeted products and services which will suit their needs based off habits and analysis of customer needs through artificial intelligence and advanced technologies. 
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