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★ Multinational technology corporation, headquartered in Cupertino, CA
★ Quarterly revenue as of Q3 2024 $85.8 billion – up 5% YOY ($383.2 billion total)

○ iPhones: 52%; Services: 22%; AirPods: 10.5%; iPads: 7%; Macs: 7.7%; Apple Watches: 5%
★ Global market share as of Q1 2024

○ Tablets: 36%; Smartwatches: 30%; Headphones: 21%; PCs: 16.1%; Smartphones: 15.8%
★ One of the biggest job creators in the U.S.

○ Responsible for ~two million jobs in all 50 states (see bar chart)

U.S.Based 
Employees

U.S.Based
Suppliers

U.S. Jobs Created by 
the App Economy

Sources: Apple Inc., 2023; Job Creation - Apple, n.d.

Apple’s Current Workforce



Apple’s Current Workforce

40% to 50%

Research & 
Development

20% to 25%

Sales & 
Marketing

15% to 20%

Operations

10% to 15%

General & 
Administrative

Significant focus on 
innovation in hardware

and software

Strong and consistent 
global brand, and an 

emphasis on marketing

Complex and global 
supply chain → emphasis 
on seamless operations

Divisions such as Human 
Resources, Finance, 

Legal

64,400 to 80,500 32,200 to 40,250 24,150 to 32,200 16,100 to 24,150

Source: Job Creation - Apple. Apple. (n.d.-a).



Strengths

★ Strong Innovation Culture
○ Apple sets itself apart with continuous innovation 

across product lines (iPhone, MacBook, Apple Watch)
★ Ecosystem Lock-In

○ Enhances customer loyalty
○ Harder for competitors to take away customers

Weaknesses

★ High Dependence on Premium Pricing
○ High reliance on limited # suppliers China
○ Vulnerable to geopolitical disruptions

★ Retention Challenges in Competitive Fields
○ Difficult to retain talent in AI, machine learning, 

software development

Opportunities

★ Expansion into Emerging Markets AR/VR, AI
○ Can lead in new technological spaces by capitalizing 

on these growth areas (recruiting/developing teams)
★ Growing Demand for Sustainable Products

○ Can hire sustainability experts and ↑ recruitment in 
green supply chain management

Threats

★ High Industry Competition
○ Competitors (e.g., Google/Samsung) challenge 

Appleʼs market share
○ Forcing innovation at rapid pace

★ Regulatory Pressures
○ Legal scrutiny re: App Store policies and 

intellectual property

Apple’s SWOT Analysis

Sources: Apple Inc., 2023; Chan, 2024..



Workforce Plan Framework

Innovation Global ExpansionEcosystem Lock-In Services Growth

Business Priorities

R&D Supply Chain ManagementSoftware Dev. Services Dev./Growth

Organizational Capabilities

• Developing new 
technologies
• M1/M2 chips & AR/VR 
products

• Integration between hardware + 
software
• Long-term customer retention

• Emerging markets Asia/Europe) • Subscription-based services (e.g., 
Apple Music, iCloud, Apple TV
• Critical to revenue growth

• Software Engineers 
AT/ML,
• Hardware Engineers,
• AR/VR Developers

• Software Developers,
• Product Programmers,
• UI/UX Designers

• Supply Chain Managers,
• Regional Marketing Managers

• Cloud Engineers - supporting scalable 
infrastructure for iCloud + Apple Music
• Data Analysts - driving personalization 
in services to ↑ user retention
• Subscription Services Managers
• App Store Strategists

Source: Apple Inc., 2023.



Workforce Costs
2023

$383.3b
Appleʼs Revenue

$85.2b
Appleʼs 

Services/Software 
Revenue

↓

22.2%

$98.3b
Appleʼs OpEx

R&D
Sales & Marketing

G&A
Stock-Based Comp.

x 22.2% $21.8b
Core Strategic 

Workforce 
Costs

Source: Apple Inc., 2023.



Key Focal Issue:
How can we optimize key roles—Software  

Developers , R&D Engineers , and Product 
Programmers —to fuel innovation and 
growth in core services while navigating 

regulatory and market challenges?



Top Critical Uncertainties

Pace of 
Technological 
Advancements

Economic Stability &
Consumer Spending 

Rapid advancements in AI, AR, VR, and 
cloud technology could alter consumer 

expectations and the competitive 
landscape in services & software.

Economic stability affects discretionary spending 
on subscription services (e.g., iCloud, Apple 

Music.) In times of economic downturn, demand 
for services could decline, impacting revenue.

Sources: Gibson, 2021; Wall Street Journal, 2024.



High Innovation, Low Economic Stability*
Description: Rapid tech growth but economic instability 
reduces consumer spending.

Apple pioneers in AI and immersive technology but faces 
tighter budgets and selective consumer spending, limiting 
rapid adoption of new service.

High Innovation, High Economic Stability
Description: Rapid tech growth and stable economy lead to 
strong consumer demand.

Apple dominates with cutting-edge services in AI, AR, and VR, 
expanding its ecosystem through rapid hiring and bold product 
launches that attract high consumer demand.

Low Innovation, Low Economic Stability
Description: Slow tech growth and economic downturn limit 
consumer spending.

Apple maintains core service offerings with minimal 
innovation, focusing on operational efficiency and cost-saving 
measures as consumer spending tightens.

Low Innovation, High Economic Stability
Description: Slower tech advancements but stable economy 
supports steady consumer demand.

Apple sustains steady growth through its core services, 
leveraging a stable economy to enhance customer retention and 
optimize existing products without pursuing breakthrough 
technologies.

Scenario Planning Framework

InnovationLow High
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Worst Case Scenario

Best Case Scenario

*Most Likely Scenario*
Sources: Gibson, 2021; Wall Street Journal, 2024.



Most Likely Scenario

Implication Action Signal

Sustained innovation requires 
prioritizing investments in 
cutting-edge R&D initiatives

Prioritize investment in high-impact R&D initiatives 
targeting AI/AR/VR capabilities; Evaluate 
partnerships with innovation-driven startups.

Track patent filings and tech 
acquisitions in AI/AR/VR; Analyze 
R&D spending trends in competitors 
and tech indices.

Economic instability necessitates cost 
optimization strategies

Streamline product offerings to focus on 
high-margin services and key ecosystem 
integrations; Increase operational efficiency 
through automation and digital tools.

Monitor profit margins across service 
segments; Evaluate 
automation/efficiency ROI metrics.

Heightened competitive pressures 
demand accelerated product 
innovation and ecosystem 
enhancements

Expand global market share by adapting services 
for emerging markets; Focus marketing efforts on 
emphasizing Apple's ecosystem advantages 
(privacy, integration, reliability).

Review regional market share growth; 
Track customer adoption rates in 
emerging markets.

Scenario 4 High Innovation, Low Economic Stability
Rapid advancements in AI, AR, and VR increase the need for continuous innovation within its services and software ecosystem. 
However, economic instability limits consumer spending on subscription-based services.

Sources: Apple Inc., 2023; U.S. Bureau of Labor Statistics, 2023. 



Key Observations
★ Software Developers

○ Incremental growth ~ 8% increase by 2026
○ Projected to grow by 800 roles by 2026 → 

continuous software updates, feature rollouts, & 
integration demands

○ Largest gap 10,800 Demand vs. 10,300 Supply)

★ R&D Engineers
○ Significant growth ~ 16% increase by 2026
○ Projected to grow by 800 roles by 2026 → push to 

remain competitive while being cautious about 
over-investing

○ Moderate gap 5,800 Demand vs. 5,500 Supply)

★ Product Programmers
○ Consistent growth ~ 10% increase by 2026
○ Projected to grow by 300 roles by 2026 → focus 

on maintaining core capabilities vs. rapid 
expansion

○ Minimal gap 3,300 Demand vs. 3,200 Supply)

Sources: U.S. Bureau of Labor Statistics, 2023; Apple Inc., 2023.

SW Developers: +800 by 2026
R&D Engineers: +800 by 2026
Product Programmers: +300 by 2026

2024 headcounts derived 
from industry averages, 
growth trends, & Apple’s 
recent hiring data 

The Gap Analysis



Buy
○ Recruit specialized R&D talent AI, VR, & AR 

Engineers) externally to sustain innovation
○ Partner with Stanford & MIT for specialized AI 

talent pipelines

Build
○ Launch “Future Innovation Programˮ for Product 

Programmers to grow into R&D roles
○ Offer executive leadership training for 

top-performers

Borrow 
○ Adopt a hybrid workforce model  → Leverage 

contractors and gig workers for specific R&D 
projects

○ Design talent marketplaces within Apple for 
internal job postings

Strategies for Addressing the Gap:  
Demand Optimization Tactics

Bind
○ Regular salary checks, ↑ stock options, tiered 

performance bonuses (individual & team)
○ Introduce quarterly stay interviews to gauge 

employee satisfaction

Bounce
○ Cross-functional rotations within R&D
○ Encourage movement and place talent in the most 

suitable roles

Balance 
○ Mix of full-time, part-time, and freelance workers 
○ Introduce part-time roles for retiring employees to 

retain their expertise

Bot
○ AI can automate routine tasks, e.g., prototype testing, 

debugging
Sources: Apple Inc., 2023; Deloitte Insights, 2022.



Talent Market Analysis

External Talent Sources Internal Talent Pools Innovation Challenges

Targeted recruitment campaigns:
● Top tech markets

○ Silicon Valley & Austin: localized 
ads, “Tech Nightsˮ to showcase 
projects

○ International hubs: hackathons or 
innovation challenges 

● University partnerships
○ Existing: “Apple Scholarsˮ 

targeting Stanford and MIT for 
specialized AI talent

○ New: Untapped, 
underrepresented talent through 
HBCUs; on-campus innovation 
labs

Internal workforce development initiatives

● Rotational program for mid-career R&D 
employees to explore other functions

○ 612-month rotations throughout 
multidisciplinary flagship projects
■ AR/VR Programmer → Product 

Design: integrate innovative AR/VR 
features; test usability

■ AR/VR Programmer → Supply 
Chain: implementing technological 
requirements to manufacture 
devices at scale

● Design talent marketplaces for internal 
job postings
○ Matching system → employee 

profiles with internal opportunities
■ AR/VR Programmer accepts a 

temporary gig role to build 
prototype for Apple Vision Pro

Upskill current workforce

● Product Programmers (lowest 
growth rate)
○ “Future Innovation Programˮ to 

grow in R&D (current and 
emerging tech) 

■ Bootcamps → hard skill 
development

■ Mentorship, seminars, 
lunch and learns → soft 
skill development

● Talent incubator program to build up 
Appleʼs future talent and stay ahead 
in innovation
○ Hackathons, internships, 

fellowships

Sourcing the Right People to Support Apple’s Business 
Goals

Sources: Apple Inc., 2023; Deloitte Insights, 2022.



Engaging Key Stakeholders

Senior Leadership & HR Executives
Approves & funds WF plan

Department Heads
Defines skills, roles, priorities

Recruitment & Training Leads
Execute hiring & upskilling 

initiatives

Decision-Makers Influencers Implementers

Goal: Secure buy-in for resources 
and strategic alignment.
Actions:

○ Present workforce strategy 
aligned with Appleʼs 
innovation goals.

○ Provide quarterly ROI updates.
○ Establish a Workforce 

Planning Advisory Board to 
oversee implementation.

Goal: Align workforce needs with 
operational goals.
Actions:

○ Bi-weekly meetings to refine 
hiring priorities.

○ Create dashboards for 
real-time visibility.

○ Use surveys to gather 
satisfaction and feedback.

Goal: Execute the hiring and 
internal mobility strategies.
Actions:

○ Expand external talent 
outreach and internal 
training programs.

○ Use predictive analytics to 
identify hiring bottlenecks.

Source: Apple Inc., 2023.



Engaging Key Stakeholders

Initiation

Conduct initial workshops to 
explain gaps & proposed plan; 

share dashboards

Alignment
Host regular meetings to 

provide updates tailored to 
specific roles; Surveys to 

capture feedback

Execution

Engage implementers to execute 
hiring & training plans; gather 

real-time feedback

Feedback & 
Refinement

Summarize reporting with 
adjustments based on KPIs

01 02 03 04
Phase Phase Phase Phase

Source: Apple Inc., 2023.



Workforce Gaps
★ Metric: Percentage reduction in skills and 

headcount gaps
★ Target: Reduce workforce gaps by 50% by 2025, 

fully resolve by 2027

Retention Rates
★ Metric: Retention rates for critical talent
★ Target: Retain 90% of key talent year-over-year 

starting 2025

Time-to-Hire & Cost-per-Hire
★ Metric: Average time-to-hire and cost-per-hire
★ Target: Reduce time-to-hire by 30% by Q3 2025. 

Reduce cost per hire by 20% by 2025

Internal Mobility and Upskilling
★ Metric: Percentage of internal roles filled through 

upskilling/redeployment
★ Target: Fill 40% of high-priority roles internally by 

2026

Employee Engagement
★ Metric: Employee engagement scores
★ Target: Improve engagement scores by 10% by 

the end of 2025

Metrics for Measuring Success

Sources: McKinsey & Company, 2021; Deloitte, 2022.



   

Q1 
03 Months)

Task

Stakeholder 
Buy-In

Role-Specific 
Recruitment Plans

Pilot Study

Targeted 
Recruitment 
Campaigns

Finalize Gap 
Analysis

Milestones

Q2 
46 Months)

Q3 
79 Months)

Q4 
1012 Months)

Q5 
1315 Months)

Q6 
1618 Months)

Q7 
1921 Months)

Q8 
2224 Months)

Upskilling 
Programs

Leadership 
approval

Present analysis to leadership, dept. 
heads, & secure budgets

Design strategies for targeted 
roles; Review with HR Leads

Launch initial pilot hiring in priority 
regions; Adjust for full-scale rollout

Rollout campaigns; Refine & expand 
to additional roles

Develop training programs for targeted roles; 
Evaluate & Present outcomes

Phase 1 06 Months) Phase 2 612 Months) Phase 3 1224 Months)

Implementation Plan: Closing the Gaps



   

Q1 
03 Months)

Task

Scale-Up 
Programs

Strategy 
Refinement

Stakeholder 
Reporting

Institutionalize 
Successful 
Strategies

Metric Tracking

Milestones

Q2 
46 Months)

Q3 
79 Months)

Q4 
1012 Months)

Q5 
1315 Months)

Q6 
1618 Months)

Q7 
1921 Months)

Q8 
2224 Months)

Begin scaling programs across 
regions; regional rollout

Set baseline metrics 
for workforce KPIs

System validation 
with IT

Track pilot program 
metrics

Analyze & refine based 
on pilot feedback

Review hiring/training strategies 
based on stakeholder input Refine based on full-scale implementation feedback

Prepare initial results report; 
present findings to leadership

Provide updates on scaling & training 
outcomes; submit final year 1 report

Document & formalize successful approaches; finalize 
institutionalization across regions & roles

Task
Phase 1 06 Months) Phase 2 612 Months) Phase 3 1224 Months)

Implementation Plan: Closing the Gaps



Thank 
You!

ANY QUESTIONS?
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Appendix



Apple in a Nutshell
★ Multinational technology corporation, headquartered in Cupertino, CA
★ 161,000 global employees as of Q4 2023

★ Quarterly revenue as of Q3 2024 $85.8 billion – up 5% YOY ($383.2 billion total)

○ iPhones: 52%; Services: 22%; iPads: 7%; Macs: 7.7%; Apple Watches: 5% ; AirPods: 10.5%
★ Global market share as of Q1 2024

○ Smartphones: 15.8%; Tablets: 36%; PCs: 16.1%; Smartwatches: 30%; Headphones: 21%
★ World-renowned software, consumer electronics, breadth of services

○ “Software Apple solidifies its transition to a services company,ˮ  (McElhearn, 2019 — ↑ customer loyalty

Sources: Apple Inc., 2023; McElhearn, 2019.



★ Split into divisions, i.e. Design, Hardware Engineering, Hardware Technologies, Software, etc.

★ Each division has its own senior management and VPs; no general managers
★ Organized by areas of expertise rather than individual products

○ Machine Learning & AI instead of Siri

○ Hardware Engineering instead of iPhones

★ Expertise-focused hierarchy system
○ Specialist team

○ Autonomy + efficiency

Source: Apple Inc., 2023; Podolny & Hansen, 2024.

Apple’s Current Workforce



Apple vs. Competitors:
Lean Workforce

Source: Chan, 2024.



Apple’s Organizational 
Structure

Sources: Podolny & Hansen, 2024; Organimi, n.d.



Apple’s Workforce Demographics
As of 2022

Source: Inclusion & Diversity, Apple, n.d.



Apple’s Business Strategy

★ Product Differentiation and Innovation — 
Core Strategy

○ Aesthetics and intuitive design 
(iPhone, MacBook,etc)

★ Ecosystem Lock-In — Integrated 
Ecosystem

○ Creates a lock-in effect
○ Tightly connects its devices and 

services

★ Premium Pricing Strategy
○ Focus on high-end, premium-priced 

products

★ Vertical Integration

★ Focus on Customer Experience and 
Brand Loyalty

★ Global Market Expansion with Local 
Adaptation

★ Focus on Services Revenue Growth

Source: Apple Inc., 2023.



Environmental Scan (PESTLE)
Key Trends Shaping Apple’s WF Strategy

★ Political
○ Global operations require expertise in 

international law and compliance
○ U.S.China trade tensions impact supply chain, 

need for logistics and supply chain management 
talent

★ Economic
○ Inflation and exchange rates affect pricing 

strategies
○ Focus on hiring financial analysts and strategists 

to manage economic risks
★ Social

○ Demand for innovation, privacy, and 
sustainability drives need for sustainability 
experts and R&D professionals

○ Consumer trends require design and 
communication talent to align with eco-friendly 
initiatives

★ Technological
○ Heavy investment in 5G, AI, and R&D requires 

top-tier tech talent (engineers, AI specialists)
○ Continuous hiring to sustain innovation and 

competitive edge in technology
★ Legal

○ Legal challenges around App Store policies and 
IP necessitate a strong legal and compliance 
team

○ Workforce planning includes hiring tech law 
specialists to manage regulations and protect IP

Source: Apple Inc., 2023.



Competitive Rivalry
★ High competition with Google & 

Samsung
★ Forcing Apple to invest in R&D 

heavily
○ Essential to recruit/retain 

product development talent

Bargaining Power of Buyers
★ Consumers demand continuous 

innovation at premium prices
★ Apple must invest in marketing 

talent that can communicate its 
brandʼs value proposition

Bargaining Power of Suppliers
★ Dependence on suppliers 
★ ↑ need to diversify supply chain + 

hire global experts to manage risk

Threat of New Entrants
★ Competitors drive need for Apple to 

stay head
★ Forcing recruitment of top R&D 

talent to innovate faster

Threat of Substitutes
★ Android devices as strong 

alternatives
★ Apple should invest in software 

development to ensure ecosystem is 
still a key differentiator

Porter’s 5 
Forces

Workforce Needs
★ Agile recruitment in R&D, supply 

chain management, and marketing
★ Scenario planning for potential 

disruptions in supplier power + 
talent shortages (in areas like SWE 
and product development)

Sources: Chan, 2024; Apple Inc., 2023.



iPhone Accessories

Apple

Mac iPad Services Software

Finance Marketing Product Sales Operations HR IT

Impact on WF Plan: Levels of 
Planning

22% of total revenue; 
 expected to grow 

Sources: Apple Inc., 2023; Chan, 2024..



Workforce Costs
2023

Breakdown of Workforce Costs

R&D 50% | 10.9b
Software Development* 20% | 4.4b

Services Growth* 20%| 4.4b
Supply Chain Management 10% | 2.2b

$21.8b
Core 

Strategic 
Workforce 

Costs

Source: Forrester Research. (n.d.). Workforce costs in large tech companies: Analysis and industry benchmarks. Forrester. https://www.forrester.com

https://www.forrester.com


Workforce Segments (1 of 2)
Job Objective Responsibilities Demand Drivers

Software 
Developers 

Maintain & expand Appleʼs 
ecosystem lock-in, ensuring 
seamless integration across Appleʼs 
suite of services 

■ Develop features for services 
that enhance user engagement 
and drive subscription growth.

■ Create secure, user-friendly 
experiences that align with 
Appleʼs commitment to privacy 
and user 

■ Increased competition from 
Amazon & Google requires 
continuous feature enhancements

■ Rise in subscription-based 
revenues requires skilled 
developers who can sustain user 
retention through innovative, 
high-quality experiences

R&D 
Engineers 

Drive product innovation & service 
growth, focusing on emerging 
technologies like AI, AR and VR.

■ Lead development in areas like 
AI-driven personalization (e.g., 
recommendations on Apple 
Music, AI features in Siri).

■ Innovate new offerings that 
leverage AR/VR capabilities

■ User demand for personalized 
experiences requires R&D talent 
that can integrate AI into Appleʼs 
services.

■ Anticipation of growth in AR/VR 
spaces and wearable technology 
requires specialized R&D 
expertise to support product 
evolution.

Sources: Apple Inc., 2023; U.S. Bureau of Labor Statistics, 2023.



Workforce Segments (2 of 2)

Job Objective Responsibilities Demand Drivers

Programmers Focus on application design and 
support for seamless user 
experience across devices.

■ Build and optimize apps for 
services like Apple TV, 
ensuring they are user-friendly 
and deliver a premium 
experience.

■ Localize applications to cater to 
different regional markets, 
expanding Appleʼs global reach 
and market adaptation.

■ The need for region-specific 
adaptations as Apple expands 
globally, particularly in emerging 
markets.

■ Enhancing interoperability within 
Appleʼs closed ecosystem 
requires programmers focused on 
seamless cross-device 
functionality.

Sources: Apple Inc., 2023; U.S. Bureau of Labor Statistics, 2023.



★ Executives and Leadership Team
○ CEO, Senior Executives

■ Set the strategic direction
■ Drive the overall direction of workforce 

planning

★ Product Development Teams
○ Engineers, Software Developers and Designers

■ Central to execution — build Appleʼs 
software and service products

■ Directly impact the product offerings

★ Marketing and Sales Teams
○ Product Marketing Manager

■ Align with workforce changes and needs
○ Sales Operations Analyst

■ Understands staffing impacts on sales 
performance and growth

○ Promoting Appleʼs services and software offerings

Stakeholder Identification
★ HR & People Analytics

○ People Analytics Specialist
■ provides data-driven insights

○ Play a critical role in implementing workforce 
planning changes

○ Support growth in the software and services 
segment

★ IT & Support Teams
○ IT Systems Manager

■ Maintain and optimize internal IT systems
○ Technical Support Lead

■ Understands the systems and support 
needs

○ More operational – Support Appleʼs software 
development and service offerings

Source: Apple Inc., 2023.



★ How much impact each group of stakeholders has on workforce planning
Stakeholder Identification

Source: Apple Inc., 2023.



★ Cultural Shift from Hardware to Digital Services
○ Unfreeze: Emphasize how services like iCloud align 

with Appleʼs innovation mission.
○ Change: Involve product teams in digital projects to 

show impact on Appleʼs vision.
○ Refreeze: Celebrate cross-team successes to make 

collaboration the new norm.
★ Skill Gaps in Marketing & Sales

○ Unfreeze: Acknowledge the gap in digital marketing 
skills and set clear goals for new capabilities needed 
(e.g., subscription marketing).

○ Change: Provide intensive digital marketing training 
and external workshops tailored to services like 
Apple TV+ and Apple Pay.

○ Refreeze: Measure training outcomes by tying new 
skills to performance metrics, creating ongoing 
feedback loops.

★ Retaining Talent with a Strong Digital Focus
○ Unfreeze: Emphasize digital rolesʼ importance to 

Appleʼs growth.
○ Change: Create visible career paths and growth 

opportunities in digital services.
○ Refreeze: Spotlight digital achievements and 

integrate them into Appleʼs talent brand.

★ Integrating Global Remote Talent
○ Unfreeze: Emphasize the value of global teams for Appleʼs 

innovation.
○ Change: Deploy collaboration tools and processes for 

remote engagement.
○ Refreeze: Make remote work practices standard with 

routine global check-ins.
★ Aligning Product and Service Teams

○ Unfreeze: Show the interdependence of hardware and 
digital services.

○ Change: Launch joint projects to blend hardware and 
service innovation.

○ Refreeze: Set shared objectives and reward cross-team 
collaboration.

Change Management Challenges  
Applying the Unfreeze, Change, Refreeze Model to structure our approach to workforce transformation at Apple.

Sources: Apple Inc., 2023; Apple Newsroom, 2024.


