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Introduction.
Innovation, the Business Dictionary the meaning is a process of converting an invention or an idea into something that adds value to a product or a service to the customer (Business Dictionary, 2018). To be called an innovation, an idea must have the ability to be reproduced accurately at a desired cost which must satisfy a specific requirement (Business Dictionary, 2018).

The importance of Innovation has been significant over recent years, for the majority of the developed World our living standards are on the rise since the start of the Industrial Revolution. Innovation is important today to help address global challenges, such as medical breakthroughs, climate change and sustainable growth and development (OECD, 2007). An innovative approach, advances in technology, in conjunction with entrepreneurship that creates improved delivery of goods and services, which improves efficiency and growth (OECD, 2007). Additionally, there has been a significant increase in R&D effort in a number of economies. The growth of R&D capabilities in a number of major emerging market economies is increasing the competitiveness for cross-border R&D (OECD, 2007).

There are many sources of innovation, both internal and external sources. Peter F Drucker, known as an inventor of modern management principles state there are typically seven sources of innovation (Pitcher, 2017):-
The Unexpected, business is always full of surprises. Organisation’s can be a great source of inspiration and innovation (Pitcher, 2017).
Incongruities, many companies do not research enough what the customer’s expectation on developing a new product (Pitcher, 2017).
Process need, the source of the innovation becomes clearer while looking closely at the processes (Pitcher, 2017). 
Industry and Market Structure Change, while the company is going through the technology development, many company’s are disrupted overnight. The leaders need to keep an eye on change, and treat these as opportunities (Pitcher, 2017).
Demographics, can create change in education, employment and affecting the direction of the business takes (Pitcher, 2017). 
Changes in Perception, over time the team changes in the way people perceive the world. People change their perception on products, brand or industry overnight (Pitcher, 2017). 
New Knowledge, technological and scientific breakthroughs are the source of innovation. Companies that refuse to adapt to changes, will have a short life span. Learning more about the customer’s needs, plan to improve customer satisfaction by hiring the best employees (Pitcher, 2017).

Harvard University wrote an article on Architectural Innovation: The reconfiguration of existing product technologies and the failure of established company’s, which described an innovation type was based on innovation's impact on core design components and/or relationships between them considering four types of innovation:-
Incremental innovation, changes from the customers expertise.
Modular innovation, may result in the complete redesign of the core components.
Architectural innovation, changes the interactions between core components, while reinforcing the core design concepts.
Radical innovation, introduces a completely new meaning.

In the modern World the there are many innovative company’s, from a variety of industries such as Automotive manufacturers, Hotels groups, Consumer electronics, Oil producers, Supermarket chains, Social media and the list continues (Boston Consulting Group, 2019). The top three innovative company’s in their respective order, within 2018 (Boston Consulting Group, 2019):-
Alphabet/Google.
Amazon.
Apple. 
Since 2005, Apple has been number one on twelve consecutive occasions and only once Alphabet/Google has been number one and that was in 2018. Amazon in number two position in 2018, however since 2005 they have jumped up from eleventh position to the second position (Boston Consulting Group, 2019). 

The creation of Apple was at a club called The Homebrew Computer Club on March 5, 1975, where Steve Wozniak attended with his friend Steve Jobs who were both university drop outs were inspired while attending this event. In twelve month’s a personal computer was in the hands of consumers for just a couple of hundred dollars (SMH, 2006). In addition to the founders Steve Wozniak, Steve Jobs there was also a third co-founder who was Ronald Wayne Apple was founded on the 1st of April 1976 (Nextshark 2013).  The startup of Apple as a fairytale is unique, three good friends from California USA from humble backgrounds developing their hobby in a garage together creating Apple 1 (SMH, 2006):-



Figure 1: Apple 1, created by Steve Jobs, Steve Wozniak and Ronald Wayne (Macworld, 2017).

The two Steves were more visible founders than Ron, however if it wasn’t for Ron the iPhone, iPad and iMac may not have happened. Ron maybe one of the most unluckiest men alive, as he wanted to leave Apple, Steve J convinced Ron to to 10% of the value of the company and act as an arbitrator if the two Steve’s fell out (Macworld, 2017). But Ron concluded to leave Apple just 12 days after founding Apple selling his share for just $500, if this holding was kept for 40 years the value would be $72 Billion (Nextshark, 2013). In 1978 Jobs and Wozniak released the Apple 11, sales increased from 35,000 in 1978 to 78,000 in 1980. At this point in 1980, Apple went Public the share price was $22 (Dr Balakrishnan & Leng, 2012) In 1983 John Sculley was appointed CEO of Apple, there was a power struggle between Jobs and Sculley resulting in Jobs leaving Apple setting up NeXT. 
America there was an Economic crisis, but Apple came out on the positive side with its stock price up by 75% (Dr Balakrishnan & Leng, 2012). In the short term Apples success continued launching many upgrades, but did not last due to major product flops and a declining performance. Due to these issues Sculley was replaced by Michael Spindler as CEO while Apple battled against the giant Microsoft, reducing market share, profit and share price. In 1996 Spindler exited Apple and was replaced by Gil Amelio (Dr Balakrishnan & Leng, 2012). Amelio made several change initiatives, with many members being laid off however Amelio decided to take over NeXT bring back Steve Jobs in to Apple. In 1997, Jobs ousted Amelio and became interim CEO. Jobs restructured Apple, which resulted in profits, increasing and the return of successful new products launching (Dr Balakrishnan & Leng, 2012). Apple’s core competencies include strong marketing, branding and innovation. However, Apple has suffered from two significant downturns, one while Sculley was in charge and the other when Microsoft had the monopoly in desk top computers. The problems Apple encounted (Dr Balakrishnan & Leng, 2012):- 
During the 1980’s the PC market was saturated with PC clones creating pressure on Apple (Dr Balakrishnan & Leng, 2012).
The lawsuit against Microsoft, sealing its fate as being 'one of the followers' and Microsoft as the ultimate market leader (Dr Balakrishnan & Leng, 2012).
Apple experienced component shortages and faulty equipment (Dr Balakrishnan & Leng, 2012).
Lastly Apple continued layoffs and decreased spending in R&D costs. Two sacred cows what IT experts admonish PC companies should never do (Dr Balakrishnan & Leng, 2012).
Considering the actions carried out by Apple while facing a downturn in business, the one big mistake was reducing investment in new technology (Dr Balakrishnan & Leng, 2012).

Companies that imitate others naturally take less risk because they have a head start on knowing the current innovators product, enabling them to take a more effective approach learning by the mistakes of others. Examples of these are Compaq with its lower priced computers against IBM, while IBM repeating the same against Apple computers (Business Dictionary, 2018).

Apple innovations:





Different sources of Innovations open to the organization.

Incremental Innovation:
In 1998 the first Digital music players were released in the American market, the manufacturers were Eiger Labs’s MPMan and Diamond Multimedia Rio their sales were $100 million. Three years later Apple released the iPod into the market, the sales remained at the same level of $100 million. Four years later the growth was significant totalling $4 billion, Apple’s market share was a staggering 75% (Peterson, 2007). The reason behind this is it wasn’t just the product design and manufacturing expertise, but Apple benefitted from their competitors earlier releases. Apple entered the market after consumers knew what features they wanted and how much they were prepared to pay for them, also by correcting the errors of its competitor’s products, studying the earlier reviews of products created by Eiger Labs’s MPMan and Diamond Multimedia Rio, Apple was then able to release a product learning from the mistakes of their competition thus utilising incremental innovation (Peterson, 2007). A common positive externality is the contribution to incremental innovation, the development and release of a new product often enables the creation of their competitors. When a new product that assists its competitors, its very difficult to determine the social value. Apple was fortunate not to have cost imposed by the authorities, as Apple’s competitors were not compensated for creating valuable information assisting Apple to design the iPod (Peterson, 2007).

Modular and Architectural Innovation:
Apple’s strategy to control both Modular and Architectural Innovation in iOS, is defined as building blocks that act as a foundation upon which an array of business ecosystems can support Apple to develop complementary products, technologies or services (Eaton, 2016). The owner of these platforms, has full property rights over the core functionality, creating additional profit from their transactions. More importantly having the power to act as a public regulator, managing the platform ecosystem and allowing access to the ecosystem by third parties. Ultimately, the platform scholars accept that platform owners and third parts to engage in open innovation (Eaton, 2016). The Apple iOS platform, complements in the form of Apps in its Apps Approval Process, where third party developers inspect and judge any alterations.

Figure 1: An example of a generalised sequence of actions unfolding in three stages in contested innovation.  (Eaton, 2016).
















On the previous page on Figure 1, you can see a generalised Sequence of actions:-
On the top left of the previous page, you can see a removing the combined narrative network and focusing on occurring sequences its possible to identify a generalized sequence of actions (Eaton, 2016).
On the top right of the previous page, you can see a platform owner applies control by blocking. This is the first stage of illustrates a buildup of tension between Apple and the developer, this may result in blocking or allowing the developer to continue (Eaton, 2016).
On the bottom left of the previous page, you can see the developer appeals to the platform owner by exerting influence. This is the second stage, again illustrating tension between the two parties but describes the developer attempting to influence Apple to reverse the blockage (Eaton, 2016).
On the bottom right of the previous page, you can see tension and identifies three possible outcomes: -
Apple agreeing to influencing it and allowing the complement on the platform, with the possibility to modify the rules (Eaton, 2016).
The developer bypasses Apple’s App Store and controls and distributes its unchanged complement to iOS (Eaton, 2016).
The developer complies with Apple’s reasons for blocking the compliment of innovation regroups and reworks the complement until Apple are satisfied its achieved the specification (Eaton, 2016).

Radical Innovation:
Apple in 2016 was the most richest companys in the world, having sold more than a Billion Apple products. Their success over the last 40 years, has been hugely significant considering their market share, stock value and their product ranges. They are commented to be the most innovative company in the modern day, with the following products:-
Computer and the Mac.
iPOD and iPAD.
iPHONE.
Apple watch.
Apple TV.
Project Titan, self driving car??

However, considering the vast range of Apple products the majority have been born and improved through Incremental, Modular and Architectural Innovation. The first Radical innovation from Apple was the (Gosnar, 2012):-


Figure 2: The Apple 11 (Macworld,  2017).

The Apple 11, was released in 1978 by Jobs and Wozniak, this defined the era of desktop computers their sales increased significantly. In 1984 the Macintosh was released, with additional sales of 70,000 soon after (Dr Balakrishnan & Leng, 2012). The new features are, a color display, eight internal expansion slots, a case with the keyboard and had the BASIC programming language built-in, so it is ready to run right out of the box (Old Computers, 2019). 

Although this was claimed to be a Radical innovation (Gosnar, 2012) additionally claimed that Lisa, Quick take, Macintosh, iPOD, iPhone, App stores, itunes and the iPAD are all Radical innovations (Gosnar, 2012).
However this is questionable, as all these products existed in some form they are not truly 100% radical innovation, although they made a huge impact and transformed the market on entrance.





The impact on the organisation of the different sources of innovations.
Apple being the most Innovative Company, over the two decades we can all wonder what’s coming next (Boston Consulting Group, 2019)? The new iPhone 7 with headphone-jack-less or the Apple Watch 2 that is waterproof, or something completely new (Forbes, 2016)? 

Actually Apple’s latest Innovation is not a product at all but a new retail experience, the transformation of the Apple store as we knew it.  The importance of customer experience innovation extends beyond the company and questions the previous concept of shopping, rushing to the shops finding the cheapest product and purchasing the product this gave Apple competitive advantage over its competitors (Forbes, 2016).  The innovation experience in stores utilising fully functional products with significant space allowing the customer to spend time browsing and trying the products in comfortable surroundings with skilled members of staff to ensure the customer’s experience is positive (Forbes, 2016). Additionally Apple hosts activities, such as events, classes including programs for children, teachers, developers and game nights with editors from Apple’s App Store. In some aspect Apple are grooming their future customers and educating small businesses and start-ups.  Naturally Apple's minimalist design aesthetic is used throughout the location, even the toilets are well designed that customers are welcomed to use this gave Apple competitive advantage over its competitors (Forbes, 2016).


Figure 3: Union Square in San Francisco, more than just an Apple store (Forbes, 2016).
Apple store is no longer a place where you just go to buy an Apple product, the plan for these stores is to experience Apple and interact with their skilled members of staff. Although sales and profits from Apple's products are in decline its services and stores are thriving. “Apple may no longer exist as a product company, a technology company, but an experience company its stores and the brand itself have become conduits for gathering, connecting and entertaining”.

Figure 4: Statistics on the possibility of an Apple customers purchasing another Apple product (Johnson et al, 2012).

However, for Apple to creates an experience for their customers, there is can be difficult and expensive which needs to be considered. (Forbes, 2016). If an app in the App store is causing problems, Apple needs to respond quickly and effectively failing that the negative customer experience can quickly overspill and change Apple customer perceptions this gave Apple competitive advantage over its competitors (Forbes, 2016).

The late American poet Maya Angelou stated "I've learned that people will forget what you said, people will forget what you did, but people will never forget how you made them feel." (Brainy Quote, 2019) Apple are creating an “Apple Community” for all their customer base, this gives them a competitive advantage over its competitors. Apple plan is to interact with its customer base individually and in groups, to share the same love and interest in the brand (Constantin & Stoenescu, 2014). The brand communities help in discovering new methods of understanding loyalty, based on a structured set of social relationships of admirers of the brand. Additionally share common attributes od other communities, such as as traditions, moral responsibility and consciousness (Constantin & Stoenescu, 2014). Feedback from the Apple community, is the most important reason is the need to share the satisfaction of an Apple product usage and the desire to identify with the brand, participation in dedicated events and sharing company values. The majority of Apple community members are very loyal to the Apple brand and intention to purchase more products from Apple this gave Apple competitive advantage over its competitors (Constantin & Stoenescu, 2014).  

Apple’s innovation is key to their success, Apple are very innovative considering lean enabling Apple to focus on their core competencies which are design, marketing and distribution this gave Apple competitive advantage over its competitors (The Journal of Business Strategy, 1994). Utilising strategic outsourcing, enables the company to focus on their core competencies. There are two strategic approaches, when combined allow managers to leverage their company’s skills and resources increasing their competitiveness and this gave Apple competitive advantage over its competitors (Quinn, & Hilmer, 1994).
Focus on the company’s core competencies, provided added value for their customers (Quinn, & Hilmer, 1994).
Strategic outsource activities that are not a skill of the parent company, reducing the complexity (Quinn, & Hilmer, 1994).

Apple acknowledge that the manufacturing of LCD screens, electronic semi-conductors, keyboards, cables, cardboard etc are not Apple’s core competency. From the outset of Apple in 1978, they outsourced the manufacturing process. The Apple 11 computer, outsourced a staggering 70% of all its manufacturing and components (Quinn, & Hilmer, 1994). In addition, Apple outsourced the design to a company called Frog Design, in outsourcing these activities enabled Apple to have a competitive advantage over its competitors. Apple then focused on its core competencies such as their own Apple DOS (Disk Operating System) (Quinn, & Hilmer, 1994). Apple avoided unnecessary investment, benefiting from its vendors R&D and technical expertise. Apple capital turnover was three times greater and highest market value among computer companies in the 1980’s this gave Apple competitive advantage over its competitors (Quinn, & Hilmer, 1994). This enabled Apple to invest more in R & D, today Apple is planning to spend $16 Billion which is 7.9% of its total sales revenue. However, Apple’s competitors are spending more of their sales with Microsoft spending 13.4% and Google spending 15.7% on R & D (CNBC, 2019).

Apple’s has a virtual organisation that needs to move quickly therefore needs to be agile, moving key members when and where required (The Journal of Business Strategy, 1994) However the organisation is hierarchical, such a structure has been developed by its founder the late Steve Jobs in order to ensure focused realisation of his innovative ideas and clear vision for the business this gave Apple competitive advantage over its competitors and the agility required to respond to all eventualities (Dudovskiv,2019).



Figure 5: Apple organisation (Dudovskiv,2019).

Although Tim Cook has introduced considerable changes in Apple structure but there still remains a highly hierarchical with many layers of management which can slow down decision making, reduce the agility of the business and communication across different departments tends to be less effective (Dudovskiv,2019) However, advantages of the Apple hierarchical organisational is the tight control of the senior management team in all aspects of the business this gave Apple competitive advantage over its competitors (Dudovskiv,2019).
Why seventy percent of change inititives fail.
Change management is structured and sequential that enables transformation internally or externally to the organisation. The main purpose of change is to improve, evolution, to transform the organization for the better (Rao, 2015). Change management in a nutshell, is about managing change effectively, without resistance. To ensure we have a competitive advantage over our competitors, we must change its almost impossible to avoid change (Rao, 2015).  There are a series of tools to aid change management, some of the well known tools are :-
The McKinsey 7S Model.
Lewin’s Change Management Model.
Kotter’s 8 Step Change Model.
The Kubler Ross Change Curve.
The ADKAR Model. 
Dr John Kotter published Leading Change, in 1996 the research of Kotter research revealed that 70% of change programs failed. In 2008 McKinsey carried out a survey of 3,199 executives from around the world the results were the same as Kotter’s illustrating a 70% failure rate (Dewar & Keller 2009). 
Over the past decade or so, Dr John Kotter has analysed more than one hundred companies attempt to make change to give them more competitive advantage than its competitors. Organisations included both large and small companies, such as Ford, General Motors, British Airways, Eastern Airways and Bristol-Myers Squibb (Kotter, 2017). The main reasons why 70% of change management fail, is due to (Kotter, 2017) :-
Not establishing the required sense of urgency, Kotter states 50% of all companies fail at the first stage. Change members underestimate the difficulty of leading the team out of their comfort zone! It’s crucial the head of the organisation, department of office is fully supportive of this activity, clearly understands and agrees with this action (Kotter, 2017).
Creating a weak coalition, team selection is crucial who all must buy in to the activity. Again its critical the head is fully supportive of this activity but not all senior management will be part of the change team, as they all won’t buy in (Kotter, 2017).
An unclear vision, a vision is something that clarifies the direction the company needs to go. Initially this may be created by one person, however as the coalition grows several more members will add to this and the vision will evolve (Kotter, 2017).
Miss communication the vision, if the vision cannot be communicated, understood and creates interest within 5 minutes more work is required. Without credible communication, lot’s of it the hearts and minds of the troops are never captured (Kotter, 2017).
Failure to remove obstacles that will hamper the vision, an obstacle can be the organisational structure which can seriously undermine efforts to move forward. Too often, an employee may understand the vision and wants to help make it happen, but an elephant appears to be blocking the vision. Occasionally the elephant is in the person’s head, and the challenge is to convince the individual there are no obstacles. But in most cases, the elephant/obstacle are very real. (Kotter, 2017).
Failure to look for the low hanging fruit, quick wins. Some of the change team may be unsure and concerned on achieving the vision, however with quick wins this can provide a momentum and confidence within the team ready for the next challenge (Kotter, 2017).
Claiming the change is complete before it actually is, after some period of time of hard work change managers may be claim completion with the first clear performance improvement. Being positive is fine, however declaring the war is over on winning a few battles may be catastrophic. Its crucial the changes sink deeply into a company’s culture, a process several or even more years as new approaches are fragile and subject to regression (Kotter, 2017).
Failing to make this part of the company’s culture, during the final analysis and the change’s stick to all and becomes the norm for all this is key. If the changes do not become part of the companies culture and in its bloodstream, there is a risk of reverting backwards.
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Appendix
1.1 Benefits of being an innovative company:-
Being an innovative company, can have some significant benefits for the company such as:
· 1. Improve sales and customer relationships, failing to improve your products and services can put you at risk your competitive edge. Customers will appreciate your effort and commitment investing both time and money in innovation (BDC, 2016).
· 2. Reduce waste and costs, innovation can help you reduce waste in your business enabling the company to focus on the long-term goals, rather than dowsing out fires. Innovative companies attack waste, such as eliminating production bottlenecks and reducing machinery and employee idle/down time. While reducing waste, this will bring a host of benefits, such as lower costs, better profit margins, improved customer service and increased competitiveness (BDC, 2016).
· 3. Boost your market position, utilising innovation and listening to your customers, suppliers and advisors additionally being ahead of the competition by analysing (BDC, 2016). 
· 4. Improve employee relations, an innovative workplace is stimulating for employees. Creating a greater sense of pride in their products and an increased desire to work for the company to be an industry leader enhancing efficiency, turnover and boost productivity (BDC, 2016).

1.2 
Modular innovation architectures are made up of loosely connected components with standardised interfaces, that components can be replaced or modified internally without compromising the system functionality (Eaton, 2016). These are governed by a set of rules that define the functionality of an architecture, the design rules specify what modules are contained in the system. These aspects of the design rules are made visible to third parties who can potentially contribute modular functionality to a system's architecture (Eaton, 2016).  Systems are open to modular innovation for the creation of new modules or innovation within existing modules. Apple's iOS platform ecosystem as a source for examples of contested innovation of platform complements. In the form of apps, on a curated digital platform that focusses purely on sequences of actions that unfold between Apple, as platform owner, and the developers (Eaton, 2016).
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