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Google Inc. was founded in the year 1996 as a part of a research project by Larry Page & Sergey Bin; both were PHD students in Stanford University. For the last twenty years, it has uniquely positioned itself to be one of the best technology oriented companies in the world. Google mainly provides different types of services to its users and acts as a platform for advertisements for some of its customers. Through extensive customer involvement, the company has developed one of the largest user bases in the world. With over 1 Million Servers in numerous data centers the company itself is very unique and huge. Google’s search engine which is one of its kinds in the world generates approximately 24 Peta Bytes of data each day, due to the users’ searches and interactions (Googlesystem.blogspot.in, 2006). 
External Ecosystem Analysis
Google being one of the most famous multinational companies, it is necessary to perform the external environment analysis of the company which directly or indirectly affects the activities along with the performance of the firm. In order to perform an external environmental analysis, a Scanstep Framework is being taken into consideration.
	Issues Drivers
	Positive Impact
	Negative Impact

	Social
	Traditional Values, Trends in society and expectations from the general mass define Google content.
	

	Cultural
	
	This determines the type of content and the region specific information that can be published on the Google websites. In many countries the company needs to be very careful about their comments or their ways of operations in order to avoid further complications.

	Authority
	Google’s operation is decentralized and hence it is easy for each unit to operate independently, though common governance is centralized.
	

	Natural Environment (Ecological)
	This does not act as a barrier for operations as it only mandates the company to be ecologically sustainable. However Google ensures such operations through CSR activities.
	





	Security
	
	One of the greatest important factors for Google to keep a tap on is security. In the age of hacking and online information leak, Google should set the highest priority in maintaining the data of the users.

	Technology
	Google has been successful all through because of the innovations it comes out with by leveraging the latest technological developments.
	

	Economic
	With the rise in the GDP of the countries in which Google operate, there will be more users of the Google owing to the better economic conditions of the country.
	In emerging countries, the number of users may fluctuate owing to the access of the internet.

	Political
	Government plays an important role. If there is stability in the government, the market being stable, more advertisers become customers of Google and hence more revenue opportunities open up for the company.
	Strict regulations can even result in disruption of the services, for example in China.
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Stakeholder Analysis
For Google, the stakeholders identified are mainly of 6 types. These six stakeholders are:
· Users
· Employees
· Advertisers & Other Customers
· Investors
· Governments
· Communities

So a detailed stakeholder analysis of stakeholders are being done as per the below mentioned parameters.
· Interest – This parameter actually defines the interest of that stakeholder into the company operations. So from the six stakeholders it is evident that, Communities and the Users who are actually external to the organization have least interest in the company operations and hence they have been classified as Low under the Interest column. Whereas the employees, advertisers & other customers, investors and governments have high interest in the operations of the company as the operations of the company affect these stakeholders directly or indirectly (MEYER, 2016).
· Power – This parameter actually defines the power of that particular stakeholder with respect to the company operations or in intervening operations or bringing it to a standstill. In that respect Employees and Communities have the least power. Communities have the least power with respect to their external nature and there is no culture of union ship in Google, hence it is highly unlikely for the all the employees to work against the company. But on the other hand, users, advertisers & other customers, investors and governments have the highest power in terms of dictating actions for the company. For example, Chinese government does not allow Google to operate in China. Even, users if they want can boycott Google and bring down the visibility of the company by starting a chain reaction.
· Actions to be taken – This parameter is actually dependent on the previous two parameters and gives result as per the two chosen parameters. For example if both the parameters are high, then that particular stakeholder needs to be managed very closely, but if other the other hand if both the parameters are low then that stakeholder only needs to be monitored. For high power but low interest as in case of the users, the stakeholders need to be satisfied, as in the case of the users who can use Google website as the fastest web search engine in the world. In order to make them satisfied, Google has also launched the strategy of region specific Doodle in their search engine interface. But for the stakeholders who are High interest and low in Power as for example the employees, giving them proper information at proper time is the key to maintaining strong employee employer relationship.
	Stakeholders of Google
	Interest
	Power
	Action to be taken

	Users
	Low
	High
	Keep them satisfied

	Employees
	High
	Low
	Keep Informed

	Advertisers & Other Customers
	High
	High
	Manage Closely

	Investors
	High
	High
	Manage Closely

	Governments
	High
	High
	Manage Closely

	Communities
	Low
	Low
	Monitor


Table: Stakeholder Analysis of Google, Source: (Chugh, 2016)
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The external environment as well as the stakeholders plays an important role in influencing the strategic decisions (Schulz, 2012). The implications with regards to the external environment are:
	Issues Drivers
	Strategic Implications

	Social
	Need to incorporate the customer needs through feedback mechanism

	Cultural
	Need to respect local culture and take customer feedback

	Authority
	Decentralized operations should continue

	Natural Environment (Ecological)
	More CSR activities (Nandakumar, et al., 2010)



	Security
	Robust Security framework implementations

	Technology
	Innovating ways to adopt technology at a much faster rate

	Economic
	Try to develop a sustainable and dedicated customer base

	Political
	Need to abide by the country rules


Table: Strategic Implications with respect to external environment
The implications with respect to the stakeholders are as follows (Andrews & Johansen, 2012):
	Stakeholders of Google
	Strategic Implications 

	Users
	Always need to keep them engaged through engagement strategy.

	Employees
	Employees need to be kept informed through proper communication and the communication should always be from top to bottom for it to be more effective.

	Advertisers & Other Customers
	Need to involve them in the process of rolling out new products & services by taking pre and post surveys.

	Investors
	Involving them in the decision making process.

	Governments
	Following all regulations and taking due permissions.

	Communities
	Need to monitor the activities of the different communities. At no point of them should they be neglected as they can heavily influence the users who is turn can affect the employee motivation.


Table: Strategy Implications for stakeholders.
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In order to manage the external environment along with the stakeholders, the strategies can be:
· Focus on Customers - By research, Google needs to find more ways to have more market share as that will ultimately help in increasing the customer base.
· Market Orientation – The Company needs to focus on the new markets and how to align themselves to the new markets. One of the lessons for them should be the exit strategy from china (Wirtz, et al., 2007).
· Product Focus – All the products and the services should be aimed to attract more customers, who in turn will attract more advertisers and other customers who will indirectly increase the market share for Google.
· Technology Orientation – With the advent of new technologies, the company should focus on adopting the new technologies faster than the competitors as the new technologies will only transcend into new products.

The strategies can be depicted in the figure below:
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Fig: Future Strategy for Google, Source: (Isoherranen, 2012)
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Due to its unique positioning and strengths across the world, the competition of Google is almost negligible. However, some search engines and other companies in the form of Yahoo, Microsoft and others are trying to take over parts of its shares across the world. Even in China, owing to the Government regulations, Google is not being able to operate on its own. 
Google has a mission of organizing the data of the world in a structured format so that it can be available to the users across the world easily and in a smooth manner. Some of its unique capabilities which makes Google stand out from its existing customers are:
· Everything – With the help of the Google Search Engine an user can get almost everything he or she wants to have information for, Starting from Videos, Pictures, articles, journals, news, general information etc.
· Relevance – With all the information being available online, Google takes the pain of arranging the information in the order of relevance so that the user finds it easy to handle information as per the highest priority. For these Google users, crawling bots, Google Page Rank, Google Index and many other complex strategies, which the competitors of Google have even not thought of.
· Freshness – The information available for each search are unique and fresh and not repetitive of the previous searches.
· Speed – The information being available at the tip of the fingertips within few micro seconds is another unique selling point for the services of Google.
· Free – This is the most engrossing part as everything is available for free. 
· Innovation – One of biggest strengths of Google with respect to its competitors is that it has a very strong R&D department who are involved in continuous innovation across the year.
The competitors of Google find it very hard to match Google’s competence and capabilities. The Porter’s Five Forces Analysis explains the unique capabilities and also highlights the areas where Google needs to act in order to be in the leadership position (http://thebest-business-articles.blogspot.in/, 2013).
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	Five Forces
	Relative Strengths
	Description

	Bargaining Power of the Buyers 
	High
	The Bargaining Power of the buyers in is moderately high for Google. This is due to the fact of intense competition that is present between the existing players and for that reason the switching costs for the buyers are very less. Almost no additional cost is bore by the users while switching from Google to another vendor as it is very easy to set up websites and make room available for ad space. Nowadays, the different types of users or the customers of Google have become more demanding as they are expecting more and more free services. Hence quality of services can make or break the deal (Googlesystem.blogspot.in, 2006). The threat is emerging is from the backward integration of the users or the customers with the other vendors. Google has kept one thing in mind that a significant part of their revenue is coming from the ad platforms while other projects have failed or have not taken good shape. Hence the power of the buyers for their ad platform space is high (Porter, 2008).

	Bargaining Power of the Suppliers
	Low
	The bargaining power of the suppliers is low at present and it is predicted to be low as long as Google maintains a strong dominant role in the technology industry. Generally the competition with respect to search engine is not so prominent among the existing vendors and Google reins the top spot. In this context the suppliers to Google have no option but to maintain a strong relationship with the existing rank one player.
Recently Microsoft is also trying to embed their search engine into the internet explorer and try to give a strong competition to Google. This will increase the bargaining power of the suppliers as they will have more choices for negotiation of prices (Dudovskiy, 2015). 
Moreover, Google has also adopted a strategy of maintaining a diversified supplier range in order to maintain a low bargaining power for them. Google has not kept big suppliers as that will increase its dependence on them; instead it has adopted an approach of keeping many mid-sized suppliers (Google.com, 2016).



	Threat of the Substitutes
	Moderate
	For Google the two external factors that contribute to the moderate threats of the substitutes are:
1. Low Switching costs from the use of Google services to that of other channels for advertising and other digital requirements
2. Availability of number of moderate substitutes in the form of Television, Radio, Print Media etc. (SMITHSON, 2015).
However, for search engine the substitutes are not as many as available for the ad media, but as most of the revenue of Google is based on the income from its ad platforms, hence the substitute forces are moderate.

	Competition Rivalry
	High
	The competition of Google is intense. Google actually works in a large number of diversified sectors with a diversified numbers of products and services. For that reason the numbers of competitors of Google in each of those sectors are huge. In some sectors like that of the online platforms for advertisements, it may not have a significant huge competitor but in order sectors, the switching costs are low along with the availability of a huge number of firms, makes them prone to lose revenue. Some of the competitors of Google in the search engine space are Apple, Bing, Apple, Comcast etc. Thus it is easy for the customers to move quickly between the existing players without significant loss. 

	Barriers to Entry
	Moderate
	There are a number of factors which are actually affects the forces for barriers of entry. The number of factors are: 
· Moderate costs with respect to maintaining business – This actually means that a large number of companies can enter into the direct competition with Google with respect to the search engine and the ad platforms.
· Developing the brand (High Costs) – It may become difficult for the different startup companies to develop a strong brand like that of the Google (Goldfarb, 2014).
· Strong Regulatory requirements
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Strategic Implications with Competitors
Google’s strategies can be divided into mainly 2 strategies
1. Primary Strategy
a. Robust Data Centers
b. Unique Search algorithms
c. Ad-Sense & Ad-word
d. Innovation
2. Secondary Strategy
a. M&A with the niche or small or low in strength competitors in order to fill in their gaps of products or services offerings
b. Creating partnerships on a global basis with the different partners where the partners may pose as potential competitors in their related products and services
c. Collaboration with the competitors
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As per the different strategic implications, the strategic recommendations could be formulated as follows:
· Building more robust customer oriented strategies to engage the customers. This is somewhat manifested by Google in the form of customized Doodle for the specific regions, but Google need to take this to next level by engaging customers. This is very important with respect to increasing the customer base and to maintain a leadership position.
· Collaborating or creating JV/M&A, Partnerships is the must step for Google. Due to its limited resources and expand, Google cannot think of expanding in an unknown territory in a time of an overnight. But if they try to enter that arena after completing their research, it may be too late for the company to make significant profits. Hence growing organically is one of the best options for Google to expand or grow.
· Uniqueness – Google preferred by the customers because of its specialty in search and its faster ways of returning the required result. Google should never compromise with its speed and agility in the need for more complex structure. Instead Google must try to integrate complexity in the same period by keeping its uniqueness constant.
· New Products/Services – Some of its products like Google Glass or Pixel may not be famous or encapsulating enough to attract more customers, but Google should always stick to its core competency of innovation and imagination. This creates more opportunities and more options and helps the company to modify its other strategies accordingly (GoogleInside Search, 2016).
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