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INTRODUCTION 
 

Dear Student 
 
The purpose of this tutorial letter is to provide feedback on Assignment 02. 
 
We hope that you enjoyed doing this assignment and that you have performed well. As we 
have stated before, it is important that you make use of the feedback in this tutorial letters, 
along with your specific assignment feedback, to ensure that you understand what you can 
do to improve your marks and prepare for the upcoming examination. We wish you success 
in the examination, and remember that we are here to support you if you have any queries.  
 
You are required to read through the contents of this tutorial letter carefully, as it provides 
you with guidance of what was expected from you as a student. Assignment 02 was 
intended to assess the outcomes for learning units 5, 6 and 7. 

 
This assignment dealt with identifying and recommending suitable strategies that Apple 
could pursue in emerging African markets, particularly sub-Saharan Africa (SSA). It also 
required you to explain the importance of ethical business and give examples of how Apple 
could promote ethical business. This assignment also dealt with distinguishing between 
different types of business-level strategies in general and those pursued by Apple 
specifically. Finally, Assignment 02 required you to identify alternative strategic options that 
Apple could pursue in addition to its chosen business level strategies.  
 
You were expected to present answers in essay format, using the prescribed assignment 
guidelines provided in section 6.3.2 of Tutorial Letter 101. Feedback and comments on 
Assignment 02 were made using an assignment evaluation sheet (rubric), which was 
presented in section 1.3 of Tutorial Letter 101 (Annexure E). The assignment evaluation 
shows you how marks have been allocated and helps you to identify areas that need 
immediate improvement. As stated in Tutorial Letter 101, you will realise that only one of 
the four questions was marked. However, this tutorial letter contains feedback on all the 
questions in the assignment. 
 
Students who submitted their assignments online, will receive their marked assignments, 
together with the marker’s assessment, in their myLife e-mail account immediately after 
marking has been completed. For those who have submitted the assignment by post, you 
will receive your marked assignment, together with the assignment evaluation sheet 
(rubric), in the post or by courier.  
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FEEDBACK ON ASSIGNMENT 02 
 
We know that you found Assignments 01 and 02 challenging and we trust that you now 
realise that you have progressed to a higher level in your academic studies. At a third-year 
level, you need to maintain a balance between theory and application. Merely copying facts 
from the prescribed book, without supporting your answers with theoretical information 
obtained from accredited scientific articles or practical examples where necessary, is not 
sufficient. You needed to demonstrate that you could balance strategic management theory 
and the application of strategic planning concepts in real business settings. In fact, for these 
assignments you would have done well if you had consulted at least three good books and 
three articles.  
 
Assignment 02 was an essay-type assignment based on Apple’s innovation strategy, 
provided in Annexure A of Tutorial Letter 101. You had to answer all four questions and you 
were required to use examples from the case study in Annexure A to support your answers 
to questions 1, 3, and 4. For question 2, you were required to read articles from the web 
and conduct research in order to provide practical examples.   
 
Tutorial Letter 101, section 6.3.2, provided you with guidelines for answering essay-type 
questions. If you did not adhere to these guidelines, you would have been penalised in your 
assignment. 

 
You also needed to meet the correct technical requirements by structuring your essay 
according to the guidelines mentioned above; in other words, your essay had to consist of 
an introduction, a main body of discussion and a conclusion. Remember that you had to 
number your pages and that the headings in the text also had to be numbered. You should 
have included a table of contents, as the first page of the assignment, as well as a list of 
references, as the last page of the assignment. It is important to note that up to five marks 
were deducted for not meeting the technical requirements. The body of your assignment 
should not have exceeded 10 pages, excluding the cover page, introduction, conclusion 
and list of references. 

Each student's answer differed and was assessed individually. Marks were allocated based 
on the strength of your arguments and practical application. Some guidelines have been 
given below on how marks were allocated.  
 
Remember that you should begin an essay with an introduction. The purpose of the 
introduction is to introduce the key concepts addressed in your assignment as well as 
various issues to be discussed. It is also important for your assignment to introduce the 
reader to the company on which the assignment is based – in this case, Apple Inc.  
 
The following is an example of an introduction to the assignment: 
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1 INTRODUCTION 
 
The aim of this assignment was to identify strategic approaches or suitable strategies that 
can be pursued in the African context, particularly sub-Saharan Africa (SSA) and to 
demonstrate the role that ethical business plays in giving rise to sustainability and long-term 
competitive advantage. It also aimed to distinguish between different types of business 
level strategies and evaluate Apple’s business level strategy while identifying alternative 
strategic options for the technology company. The assignment consists of four parts: (1) a 
recommended strategic approach to doing business in SSA, (2) an explanation of the 
importance of ethical business and suggestions on how Apple could promote good 
business ethics, (3) distinguishing between the types of business level strategies and 
evaluating the types pursued by Apple and (4) identifying alternative strategic options that 
Apple could pursue.  
 
Now you can start answering the assignment questions, using headings and subheadings 
that correspond with the questions. 
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2 Recommended strategic approach for Apple in African markets 
 
Question 1: Recommend a strategic approach or suitable strategy/strategies that Apple 
could pursue in emerging African markets and sub-Saharan Africa in particular. 
 
Sub-Saharan Africa (SSA) comprises 48 of the 54 African countries (Unisa 2015:71), 
therefore an understanding of strategy in the SSA context provides an understanding of 
strategy in Africa at large. Venter, Brevis, Davis, Jacobs, Jansen van Rensburg, Meyer, 
Nieuwenhuizen, Singh and Van Zyl (2014) draw our attention to the importance of 
understanding strategy in the context of the Southern African Development Community 
(SADC) which is a group of countries within the African Union (AU) and SSA.  
 
SADC comprises fifteen member countries, namely, Angola, Botswana, Democratic 
Republic of Congo, Lesotho, Madagascar, Malawi, Mauritius, Mozambique, Namibia, 
Seychelles, South Africa, Swaziland, United Republic of Tanzania, Zambia and Zimbabwe. 
Therefore, in order to recommend a meaningful strategic approach or suitable strategy for 
Apple in emerging African markets and SSA in particular, the SADC will prove to be a 
noteworthy case for consideration because the SADC is of particular interest to our 
understanding of strategic management in the African context and “the SADC member 
countries are largely subject to the same strategic issues facing Africa as a whole.  
 
This essay recommends that Apple consider the four-tiered approach to strategy which 
recognises the fact that a large percentage of Africans form part of the bottom of the 
pyramid (BOP) market as they live on less than two US dollars per day (Unisa 2015). As 
such, a cost-leadership and/or differentiation strategy would be appropriate because “the 
basic requirement for cost leadership and differentiation business level strategies still apply” 
to the African context, however, it’s important that the strategic approach be adapted to 
local nuances taking into account local customs, cultures and tastes of the market (Unisa 
2015:78). Furthermore, Apple’s strategic approach will be influenced by the SADC and the 
strategies of its member states. In essence, SADC strategies are aimed at “eradicating 
poverty and achieving regional integration” by furthering socio-economic cooperation, 
growth and integration all the while ensuring peace, security and military stability (Venter et 
al 2014:28).  
 
Given that a large percentage of Africa’s population lives on less than two US dollars per 
day, the overall strategic approach that this essay recommends is Khanna and Palepu’s 
(2006) four-tiered approach to product markets in emerging economies, which takes the 
BOP stakeholder group into account as well. Of the two possible strategies that Apple could 
follow, this essay recommends the differentiation strategy. The overall approach and the 
subsequent recommended strategy will be discussed further below. 
 
 
2.1 Overall approach: global strategic approach 

According to Khanna and Palepu (2006), product markets in emerging economies such as 
SSA are made up of the following four tiers: 
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1. Global. This customer segment wants products of a global standard with the same 
features and quality of those in developed markets and they are willing to pay the 
same prices for them 

2. Glocal. In this tier consumers want to have products that approach (and are slightly 
below) the global product standard, quality and features, yet are priced slightly lower. 

3. Local. Customers in this tier require products of a local quality at local prices. 
4. BOP. The Bottom or BOP segment can only afford to buy the cheapest products on 

the market 
 
This essay recommends that Apple takes the global strategic approach by entering SSA 
with products that are of a global standard and which offer the same features. This is 
because of the following reasons which are evident in the case study: 

• Apple believes in providing a high quality experience for its customers. 
• Apple’s explicit strategy, according to Tim Cook is 

o offer a small number of products 
o focus on the high end 
o prioritise profits over market share 
o create a halo effect that makes people starve for new Apple products 

 
These key points above require that Apple enter SSA at the global tier so as to maintain its 
high standard and quality requirements. This would necessitate that Apple adopts a 
differentiation strategy. This strategy is discussed below. 
 
Differentiation Strategy 
Venter et al (2014: 187) define a differentiation strategy as a strategy that “involves 
uniqueness along some dimension that is sufficiently valued by customers to allow a price 
premium. This strategy may focus on either a broad section of buyers or a narrow buyer 
segment”.  
Apple can achieve this differentiation strategy by using its already existing core 
competencies when entering SSA. These core competencies, according to the case study, 
include: 

• a direct sales approach including retail, online and a direct sales force 
• the fact that Apple overtook Coca-Cola as the world’s most valuable brand 
• Apple’s vertically integrated ecosystem 
• Apple’s leading supply chain which has been ranked first in the world three times 

 
 
Unisa (2015: 109) asserts that a differentiation strategy can only succeed if the following is 
in place: 
 

• clear identification of customers and their needs 
• understanding what customers value and what they are willing to pay 
• clear identification of competitors 
• understanding the globalisation of markets 
• having effective barriers to imitation 

 
Apple has applied these success factors, as prescribed in the case study as follows (Case 
2015:18–21): 
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• Apple has identified that customers want a high-quality buying and after-sales 
experience. 

• Apple knows that there are high end customers willing to pay high prices but it has 
also made provision for those who wish to pay less. For example, Apple offers the 
Apple iPhone 5C. 

• Google, Microsoft, and Amazon are key competitors but Apple had a head start 
through its iPods, iTunes software and iTunes store. 

• Also “by focusing on customers willing to pay more and maintaining a premium price 
at the cost of unit volume, Apple also set up an artificial entry barrier to competitors” 
(TutCase 2015) 

 
 
By using the global approach to entering SSA, Apple will be able to enter the emerging 
African markets without compromising quality and their premium product approach by 
appealing to the emerging middle class in Africa. In fact “middle-class households in 11 
leading sub-Saharan African economies, excluding South Africa, are set to balloon to about 
40 million by 2030” (Bloomberg 2015). Added to this, Fin24.com (2015) revealed that SSA’s 
middle class rose by 230% from 2000 to 2014.  
 
By taking the global strategic overall approach, as described by Khanna and Palepu (2006), 
and pursuing the differentiation strategy which emphasises quality at premium prices, Apple 
will be able to enter the emerging markets without compromising on its values and 
standards.  
 
3 Ethical business in the global computer and mobile device industry: 

the case of Apple, Inc. 
Question 2: Explain the importance of ethical business and give examples of what Apple 
could do to promote it. Refer to ethical battles between Apple and Samsung to support your 
explanation. 

There has been a series of shocking corporate ethical failures that have had disastrous 
effects on companies and their stakeholders. Take, for example, the Enron and Arthur 
Anderson scandal which, according to Li (2010: 37), saw Enron, once the world's leading 
electricity, natural gas, communications and pulp and paper companies before its demise in 
late 2001, fall into bankruptcy and reputational disgrace as a result of accounting fraud. In 
South Africa, a recent scandal in the construction industry saw top construction companies 
being fined a collective R1.46 billion for colluding. Big construction companies like Murray 
and Roberts, Basil Read, Aveng, WHBO and Esorfranki were all found guilty of unethical 
business practices (Corruption Watch 2013:1). This underpins the importance of ethics in a 
business context. 

The above are just some examples of how business can engage in unethical practices and 
behaviour. Unethical business has risen to the fore of business discussion in recent times. 
According to leading global economist, Friedman (2009), unethical business behaviour was 
one of the leading causes of the 2008/2009 global financial and economic crises. Friedman 
(2009:18) highlights the following with regard to ethical behaviour: 

“What would have forced the mortgage brokers to be more careful in deciding whom to give 
these mortgages and the banks to be much more careful in choosing which ones to bundle. 
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But the money was just too good, the temptation to under-price the risk and privatize the 
gains just too tempting for everyone involved. And rare was the banker who could resist 
joining the party”.  

This essay will now proceed to consider the importance of business ethics. 

3.1 Importance of ethical business 

The aim of all contemporary business is not just to make short-term profits, but to be 
sustainable in the long run as well (Venter et al 2014). In order to be sustainable, profits 
must therefore “be earned in an ethical and legal manner” (Venter et al 2014:55).  This is 
the importance of ethics in business – sustainability. Hoffman, Frederick and Schwartz 
(2014:1) define ethics as “the study of what is good or right for human beings. It asks what 
goals people ought to pursue and what actions they ought to perform”. Business ethics is a 
branch of applied ethics; it studies the relationship of what is good and right to business”.  

MSG Experts (2013) categorise the importance of ethical business into the following five 
key points. 

1. Satisfying basic human needs. Fairness is one of the basic human needs within 
social and organisational settings and being ethical satisfies this organisational need. 

2. Creating credibility. Organisations that are known for upholding moral values and 
principles are likely to gain a better reputation. 

3. Uniting people and leadership. An organisation which is ethical fosters cooperation 
and unity among its employees and managers. 

4. Improving decision-making. By being ethical, business can ensure that it engages in 
sound decision-making for the benefit of all stakeholders in the long run. 

5. Long-term gains. Organisations that are ethical establish sustainability and are 
therefore wealth creators of long-run gains. 

6. Securing the society. Ethics ensures that society at large is secured beyond legal 
statutes and the justice system. When business acts ethically society benefits from it. 

On the importance of ethical business, Azmid (2006) argues that business ethics can be a 
source of strategic competitive advantage. “Business ethics of a firm has been defined as 
one of the invaluable intangible assets for competing. In general, intangible assets are 
assuming increasingly competitive significance in rapidly changing domestic and global 
markets” (Azmid 2006:5). As a result of the above, Sixsigma (2015) holds that ethical 
business can gain the following: 

• Marketing advantages over competitors as customers get invested in the brand due 
to its good practices. 

• Employee performance can improve as a result of greater employee loyalty and 
satisfaction. 

• Strong reputational management among the various stakeholder groups which may 
lead to improved supply deals, relations with government and regulators. 
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As can be seen from the above, business ethics can result in the establishment of 
sustainability and sustainable competitive advantage for business. Venter (2014:56) asserts 
that it “is impossible to determine a universal code of business conduct”, however, there are 
some general guidelines that can be taken into account. Unethical behaviour includes the 
following: 

• behaviours that are illegal or in contravention of regulations or legal contracts 

• discriminatory and unfair practices 

• misleading stakeholders deliberately  

• behaving to the detriment of stakeholders 

• engaging in duress or undue influence 

This essay will now demonstrate how Apple can promote ethics by applying these general 
guidelines, drawing on the recent ethical debacle between Apple and Samsung.  

 

3.2 Apples proposed promotion of ethical business 

Apple and Samsung have recently been engaged in what the Wall Street Journal calls “The 
patent trial of the century” (Jones & Vascellaro 2012:1) over alleged patent infringements. 
This legal battle started when Apple filed a suit against Samsung in April 2011, accusing 
Samsung of unethically copying the look and feel of its iPads and iPhones. Samsung then 
retaliated by countersuing for unethical patent violations and unethical competitive 
behaviour. Apple and Samsung’s arguments are summed up in the table below: 

Table 2: Apple and Samsung justifications for legal battle 

Apple’s argument 
“Samsung has systematically copied Apple's innovative 
technology and products, features, and designs, and has deluged 
markets with infringing devices in an effort to usurp market share 
from Apple.” 

Samsung’s 
argument 

“Samsung, meanwhile, argued that Apple was trying to hurt 
competition by targeting it for litigation. It also claims that Apple 
infringed some of its patents. ‘Without the ability to enforce its 
intellectual property rights ... Samsung would not be able to 
sustain the extensive commitment to research and development 
that has enabled it to lead the way into numerous improvements 
across a broad range of technologies,’ the company said in a court 
document in April 2012.” 

Source: Adapted from Tibken (2014:1) 

 

The end result was that both companies were found guilty of patent infringement. Tibken 
(2014:3) sums up the outcome by stating that “both companies were found guilty of 
infringing some of each other’s patents and were ordered to pay damages. Ultimately, it 
wasn’t a clear cut win for either company”.  
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This statement emphasises the thin line between what is ethical and what is not, and shows 
how easy it is to be unethical while pointing fingers at others. As such, considering the 
guidelines that are highlighted above, Apple could avoid the following: 

• Behaviours that are illegal or in contravention of regulations or legal contracts. Apple 
could avoid copyright infringement by maintaining an up-to-date record of all its 
competitors’ patents and ensure that it factors them into its design process. 

• Misleading stakeholders deliberately. When Apple filed the law suit it claimed that its 
patents were violated; meanwhile it had also violated Samsung’s patents. This is 
misleading and should be avoided. 

• Behaving to the detriment of stakeholders. Violating Samsung’s patents resulted in 
lots of money lost and a dented reputation, this is to the detriment of stakeholders 
and should be avoided. 

Added to the above, Josephson (2013) highlighted twelve guidelines for ethical executive 
behaviour. Drawing on these guidelines, Apple can further promote the following qualities in 
its executives through training and organisational culture – honesty, accountability, integrity, 
fairness and justice, compassion, respectfulness, obedience to law, the pursuit of 
excellence in all endeavours, accountability and the protection of the organisation’s 
reputation.  
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4 Delineating business level strategies: a critical evaluation of Apple, 
Inc.   

Question 3: Distinguish between the different types of business level strategies, and 
critically evaluate Apple’s competitive business level strategy. 

There are various competitive business level strategy options that an organisation can 
pursue based on where the various options reflect combinations of cost/price (vertical axis) 
and perceived quality/value (horizontal axis). Management needs to understand the 
characteristics, as well as the advantages and disadvantages of these strategies, in order 
to adopt strategies that will suit their own unique circumstances. There are four strategy 
options that organisations can pursue, namely, cost leadership, differentiation, focus and 
best-cost provider strategies (Venter et al 2014). These are discussed below. 

 

4.1 Cost leadership strategy 

Organisations need to know when a cost leadership strategy will be most appropriate in 
their specific situations. The aim of this strategy is to under price competitors by building 
and sustaining their competitive advantage through the reduction of costs, or keeping lower 
than those of their competitors, while providing products and services that customers want, 
at the same or a higher quality than their competitors. In fact, cost leadership strategies are 
most suitable in situations characterised by large markets that allow high production 
volumes of standardised products for customers that are price-sensitive and have low 
switching costs. Low cost and price as a competitive advantage can thus be achieved in a 
variety of ways such as 

• selling cost-effective products and services that satisfy customer needs, resulting in 
a bigger market share than that of rivals 

• enhancing profit margins through economies of scale, lower unit costs and 
organisational efficiencies  

• basing cost-effectiveness on the organisation's core competencies 

 

4.2 Differentiation strategy  

The aim of a differentiation strategy is to produce products and services that are unique in 
the industry for customers that are not price sensitive and are willing to pay a premium price 
for products and services with the unique, differentiated features that they desire (Venter et 
al 2014). The uniqueness can be achieved in the following ways, inter alia: 

• based on dimensions widely valued by customers in an effort to achieve higher 
market share than one’s rivals, demonstrating how product or service functions and 
features better meet customer needs compared to those of competitors 

• basing differentiation on the organisation's own core competencies that could lead to 
a sustainable competitive advantage 

 

The success of these approaches largely depends on a number of prerequisites, namely: 
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• clear identification of customers and their needs 
• understanding what customers value and what they are willing to pay 
• clear identification of competitors 
• understanding the globalisation of markets 
• having effective barriers to imitation 

 

4.3 Focus on low-cost leadership and differentiation strategies  

An organisation may often find itself in a situation where neither a low-cost strategy nor a 
true differentiation strategy is feasible across a broad range of the market. One option is to 
identify and serve a niche or focus market competitively. A focus strategy − cost leadership 
or differentiation − becomes attractive when one or more of the following conditions exist: 

• the existence of a relatively small target or niche market  

• successfully avoiding industry leaders as a result of the relatively small market  

• the existence of effective barriers to the entry of multi-segment competitors  

• the possible existence of a multiplicity of niches 

• few rivals and acceptable profit potential, notwithstanding the small market 

• the organisation's ability to resist challengers 

 

4.4 Best-cost provider strategy 

This strategy seeks to achieve a lower price than competitors while trying to keep the value 
of the product or service at the same level as competitors, or provide greater value at the 
same price as competitors. The sources of cost advantage could originate from 

• market size and economies of scale 
• specialised equipment and facilities 
• the ability to keep overhead costs low 
• the intention to relentlessly pursue exceptional quality 

 

The distinguishing feature of a best-cost provider strategy is that it uniquely combines low 
cost and differentiation, while maintaining quality and providing good value at a reasonable 
price compared to competitors.  

Having distinguished between the different types of business level strategy, this essay will 
now proceed to critically evaluate Apple’s competitive business level strategy.  

From the case study given, it is evident that Apple is pursuing two business level strategies, 
a differentiation strategy and a best-cost provider strategy. This is shown in the following 
two quotes: 

1. Differentiation: “Apple attempts to increase market demand for its products through 
differentiation… Apple has succeeded in creating demand for its products, giving the 



 

14 

company power over prices through product differentiation, innovative advertising, 
ensured brand loyalty, and hype around the launch of new products. By focusing on 
customers willing to pay more and maintaining a premium price at the cost of unit 
volume, Apple also set up an artificial entry barrier to competitors.”  

2. Best-cost: “Our primary objective is to sell a great phone and provide a great 
experience, and we figured out a way to do it at a lower cost… it means offering the 
high-end Apple iPhone 5S in gold, silver and platinum to its most affluent customers, 
and a cheaper iPhone 5C in fun plastic colours for everyone else… Apple is back in 
the position of selling phones the way automakers sell cars, the way financial 
services companies market credit cards, and the way fashion brands launch new 
product lines for their customers. Maybe, as many people have already suggested, 
that is just a reality of a mature smartphone market in which it is harder than ever 
before to find new buyers.”  

The quotes above demonstrate that Apple is in pursuit of a differentiation and best-cost 
business level strategy. A critical evaluation of these strategies follows. 

 

4.5 Evaluating Apple’s strategic choice 

According to Venter et al (2014: 189), “strategies can be evaluated according to three key 
evaluation criteria, namely suitability, acceptability and feasibility”.  

 

Suitability: Suitability refers to the degree to which the proposed strategies are relevant (or 
suitable) to address market issues relative the organisation’s opportunities and threats 
(Venter et al 2014). Suitable strategies are aligned with the SWOT analysis of the company 
in that they maximise external opportunities and internal strengths, while surmounting 
external strengths and minimising internal weaknesses (Venter et al 2014). Suitable 
strategies are those which are selected by strategists within the organisation who have a 
good grasp of the organisation’s internal and external environment (Venter et al 2014). 
Apple’s strategy is suitable because the former “chief strategist” for Apple, Steve Jobs’s 
“vision for Apple was always to create a premier product and charge a premium price” 
(Case 2015:19). This is still echoed by Apple’s current chief strategist, Tim Cook, who 
stated that “we never had an objective to sell a low-cost phone. Our primary objective is to 
sell a great phone and provide a great experience, and we figured out a way to do it at a 
lower cost” (Case 2015:19). 

 

Acceptability: Venter et al (2014:189) assert that strategies are acceptable if the expected 
performance outcome of the strategy meets the expectations of stakeholders. Here it is 
important for strategists to consider the potential risks and returns of a strategy or 
strategies, while anticipating the potential reaction of stakeholders. Most organisations use 
quantitative tools to measure and monitor risk and returns, and they engage in stakeholder 
mapping to understand stakeholders (Venter et al 2014). Apple measures the usage of iOS 
against its competitor Android – 80%; to measure risk, it measures sales (e.g. App store 
$10 billion sales in 2013). Apple is reacting to pressure from stakeholders for it to innovate 
and improve revenue by investing $10.5 billion in new technology to improve sales and 
strengthen its supply chain.  
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Feasibility: “A strategy is feasible when the organisation has, or can obtain, the capabilities 
required to deliver a strategy” (Venter et al 2014: 190). Apple has a leading supply chain, 
which has been ranked first in the world three times, coupled with a strong distribution and 
direct sales system which keeps prices high and prevents retailers from under-pricing Apple 
stores and one another. Furthermore, it is investing significant sums of money ($10 billion) 
to prepare for its strategic change efforts which include adding a best-cost provider strategy 
to its already existing differentiation strategy.  
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5 Identifying suitable alternatives to Apple’s business level strategy 
Question 4: Identify alternative strategic options that Apple could pursue in addition to its 
chosen business level strategy. 

It is recommended that Apple pursue the following alternative strategies: strategic alliances, 
joint ventures, turnaround and exit strategies, and outsourcing.  

5.1 Strategic alliances 

Strategic alliances occur where there is an agreement that has been formalised between 
two or more separate companies whereby they collaborate with regard to pursuing 
objectives that are strategically relevant for all organisations involved (Venter et al 2014). 
This involves the sharing of risks, resources, costs, distribution channels, systems, 
underpinned by shared control and mutual dependence (Unisa 2015; Venter et al 2014). 
These formalised agreements explicitly outline the responsibilities and accountabilities of 
each partner and how the alliance in general should be managed. The duration of alliance 
agreements is typically limited and there is no co-ownership thus allowing for the alliance to 
be subject to termination by mutual agreement of the parties involved (Unisa, 2015). 

Given that Google’s Android OS is the main competing operating system to Apple’s iOS, 
Apple could enter into a joint venture where it offers its customers a choice between 
Android and iOS so that those customers who are loyal to Apple’s devices, yet desire the 
freedom of Android’s compatibility with other devices and software, can buy an iPhone for 
example but have Android OS as the operating system. This may just retain some of the 
Apple clients who would have ordinarily left Apple for other competitors like Samsung or 
Huawei that use Android.   

 

5.2 Joint ventures 

Joint ventures occur when a strategic alliance is entered into with co-ownership of assets 
and liabilities. It includes joint responsibility for costs and risks, but also results in the 
sharing of revenues and profits. Joint ventures are more than just formal agreements, in 
fact they consist of the formation of a new legal entity altogether where the two or more 
companies entering into the venture agree to share control of the new corporation that they 
jointly participate in (Unisa 2015; Venter et al 2014). Given that joint ventures are legal 
entities, they are therefore permanent arrangements and can only be exited through the 
legal dissolution of the entity.  

Considering the case study, Apple could perhaps enter into a joint venture with an 
experienced robotics manufacturer and so instead of spending $10.5 billion on new robots, 
could spend less than half of that in a joint venture with a top robotics manufacturer like 
Burton, Epson Robots or RobotWorx and gain from their core competencies as well.  

 

5.3 Turnaround and exit strategies 

Turn around and exit strategies are relevant in a situation where organisations have been 
subject to poor performance over an extended period of time and, as Venter et al 
(2014:183) state, “are not in a position to grow and for them, survival becomes the core 
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objective”.  This is where the organisation finds itself in a difficult situation, where it has to 
prioritise turning the business around in a manner that will yield immediate returns and so 
lift the organisation out of its situation or cut losses and exit the business all together as a 
last resort (Unisa 2015; Venter et al 2014).  

In order to realise the former option of making immediate returns, if Apple found itself in this 
situation it could do the following: 

(1) Retrench. Apple could retrench its staff to cut payroll costs and thus use the 
immediately available funds to turn the business around. The funds could then be 
channelled toward more research and development programmes in order to 
reinvigorate innovation within the company, or to invest in new assets that could 
result in greater operational efficiency thus reducing operating costs. The available 
funds could also be used to strengthen branding and advertising initiatives if the aim 
is to regain lost market share.  

(2) Recover. “Recovery is used to stabilize the business” (Venter et al 2014:185). This 
strategy is often used when the cause of poor performance is external rather than 
internal. If it found itself in this situation, Apple could hire competent external 
consultants who may understand the industry from a different perspective, such as 
Accenture, McKinsey and Co. or Bain and Co., in order to introduce new thinking 
that may salvage the situation. Apple could also hire a new top management team 
that may prove more capable than the existing team. 

(3) Grow revenue. This strategy seeks to grow sales by reducing prices, greater 
promotion, modifying and augmenting the product, increasing the salesforce and 
improving customer service (Venter et al 2014).  

Last but not least, Apple could pursue outsourcing as an alternative strategic option.  

5.4 Outsourcing 

Outsourcing involves a deliberate decision by one organisation to contract certain activities 
in its value chain to another company that has greater expertise and/or efficiencies in that 
particular activity or function (Unisa 2015). If Apple needed to, it could, according to Unisa 
(2015:115–116), outsource certain value chain activities and therefore benefit in the 
following ways:  

(1) Activities can be performed more efficiently or more cheaply by outside experts. 

(2) The outsourced activity is not critical for the organisation to gain a competitive 
advantage and will not adversely affect the organisation's core competencies. 

(3) Outsourcing provides opportunities for improving organisational flexibility and time-to-
market. 

(4) It reduces the organisation's risk exposure to changing technologies and consumer 
preferences. 

(5) It allows the organisation to concentrate on its core business, leverage its competencies 
and concentrate its efforts on what it does best (Thompson, Peteraf, Gamble & 
Strickland 2012:235–236). 
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You could have referred to internal growth strategies, external growth strategies, 
combination strategies or turnaround strategies. Any of these strategies that were well 
described and supported by relevant statements would have been sufficient. 

6 CONCLUSION 
Now you can conclude your assignment with a brief overview of the main discussion points. 
The following is an example of a conclusion to the assignment: 
 
This essay discussed the appropriate strategic approach for African markets and SSA in 
particular. It explained why ethical business is important and how it can be promoted to give 
rise to sustainable competitive advantage for Apple. It delineated the types of business 
level strategy and critically evaluated Apple’s business level strategy and, finally, it 
identified alternative strategic options for Apple. In essence, the assignment argues that by 
using a global approach and differentiation strategy for SSA, promoting ethical business 
practices, making use of suitable, acceptable and feasible strategies or even considering 
alternative strategic options, Apple can ensure that it continues to be a market leader in its 
industry and throughout the world. 
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CONCLUSION 
 
Please note that all relevant tutorial letters, including this one, are available on myUnisa. 
Make use of myUnisa, the discussion forum and the additional resources sections. These 
are useful ways to keep in touch with developments in the course and they also give you 
the opportunity to interact with your fellow students. 

It is important to review the feedback in this tutorial letter and to compare it with your 
answers. Furthermore, when you start your preparation for the November/December 2015 
examination, you can incorporate the feedback provided with your prescribed textbook and 
study guide.  

Keep in mind that distance education does not mean that you are left on your own – we 
want to encourage you to liaise with fellow students via myUnisa, and to know that we 
welcome your queries, feedback and questions. We are here to guide you in your learning 
experience. You are welcome to contact us should you have any queries. We trust that your 
learning experience thus far has been valuable. We wish you all the best in your studies 
and especially in the examination. 

We trust that the information in this tutorial letter has given you a better understanding of 
how to balance strategic management theory and application. 

We wish you success with the upcoming examination. 

Mr A Thakhathi 

Mrs NV Moraka  

Prof N Sewdass 

Department of Business Management 

Unisa 

 


	INTRODUCTION
	FEEDBACK ON ASSIGNMENT 02
	1 INTRODUCTION
	2 Recommended strategic approach for Apple in African markets
	2.1 Overall approach: global strategic approach

	3 Ethical business in the global computer and mobile device industry: the case of Apple, Inc.
	3.1 Importance of ethical business
	3.2 Apples proposed promotion of ethical business

	4 Delineating business level strategies: a critical evaluation of Apple, Inc.  
	4.1 Cost leadership strategy
	4.2 Differentiation strategy 
	4.3 Focus on low-cost leadership and differentiation strategies 
	4.4 Best-cost provider strategy
	4.5 Evaluating Apple’s strategic choice

	5 Identifying suitable alternatives to Apple’s business level strategy
	5.1 Strategic alliances
	5.2 Joint ventures
	5.3 Turnaround and exit strategies
	5.4 Outsourcing

	6 CONCLUSION
	7 REFERENCES 
	CONCLUSION

