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Abstract:

Against the backdrop of global economic integration
and volatile international trade regimes, multinational
technology firms confront challenges such as tariff hikes,
supply chain restructuring, and cross-border policy
disparities. This study employs SWOT analysis to explore
how Apple’s strengths mitigate trade barriers, how trade
tensions exacerbate its weaknesses, and how globalization
creates opportunities or poses threats. The reason why
Apple was selected as the research object is because
its representativeness in global value chains, distinct
competitive advantages, and urgent strategic dilemmas.
Findings indicate that Apple’s core competitiveness
lies in its brand, supply chain, and iOS ecosystem,
yet trade frictions amplify its operational and policy-
dependent weaknesses; it needs to balance short-term
supply chain resilience/policy compliance with long-term
“premium-+emerging” dual growth engines and sustainable
ecosystems. Theoretically, this study extends the SWOT
framework by embedding macro trade variables;
practically, it offers strategic references for multinational
enterprises and emerging market firms navigating volatile
trade landscapes.

Keywords: Apple; SWOT; Brand Advantage; Global
Supply Chain.

1. Introduction

tegrated hardware-software ecosystem (iPhone, Mac,
App Store) and exceptional market performance: as

Against the backdrop of global economic integration
and volatile international trade regimes, multinational
technology firms grapple with challenges from tariff
hikes, supply chain restructuring, and cross-border
policy disparities. As a paradigmatic global tech
leader, Apple Inc.—founded in 1976 and headquar-
tered in Cupertino, California—stands out for its in-

of 2025 Q3, its market capitalization reached RMB
3.44 trillion, total revenue hit $94.036 billion (10%
YoY growth), and gross margin stabilized at 46%,
outperforming peers like Samsung and Amazon. Its
strategic adjustments amid trade turbulence make it a
pivotal case for exploring multinational resilience.
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Apple’s selection as the research focus is justified by
three core rationales. First, global value chain representa-
tiveness: Its supply chain spans 50+ countries (China for
premium production, India for 25% iPhone capacity, Viet-
nam for accessories), embodying the trade-related chal-
lenges of tariff mitigation and policy adaptation. Second,
competitive advantage distinctiveness: Its $205.5 billion
brand value (Forbes, 2025), 5-day inventory turnover (4x
industry average), and 92% user repurchase rate (IDC,
2025) form unique ,,moats* that offset trade costs ($296
tariff-driven iPhone cost increases). Third, timely strategic
dilemmas: U.S. tariffs (100% on Chinese goods, 26% on
Indian products) forced 25% iPhone capacity relocation
to India (2023-2025), yet this shift exposed inefficiencies
(85% Indian yield vs 98% in China) and $20 billion in
costs, highlighting a critical ,,resilience-efficiency trade-
off.*

This study contributes theoretically by extending the
SWOT framework—embedding macro trade variables
(tariffs, USMCA/ASEAN-EU FTA, capacity relocation)
into micro enterprise analysis, addressing traditional
SWOT’s decoupling of operations from trade environ-
ments. Practically, it offers insights for multinationals
(leveraging brand premium to absorb tariffs, optimizing
regional capacity) and emerging market firms (ecosys-
tem-driven loyalty, localization).

Using SWOT analysis and data from IDC, Forbes, and
Apple’s reports, this paper explores four core questions:
How do Apple’s strengths mitigate trade barriers? Which
weaknesses are exacerbated by trade tensions? How does
globalization (e.g., Indian manufacturing-market synergy)
create opportunities? How to address threats like tariff
escalation and TSMC delays? Findings aim to delineate
Apple’s sustainable path and provide a strategic reference
for multinationals in volatile trade landscapes.

2. SWOT framework

2.1 Strengths

Refer to the unique advantages and core competitiveness
of the subject compared to its peers, characterized by scar-
city, difficulty in imitation, and value-creating capabilities.
In the context of manufacturing layout analysis, this may
include ,,multi-regional production base coordination ca-
pabilities and ,,stable partnerships with core suppliers.*

2.2 Weaknesses

Refer to inherent shortcomings of the subject that may
constrain development or lead to competitive disadvan-
tages, often addressable through adjustments. In manu-
facturing layouts, common weaknesses include ,,overcon-
centration of production bases (reliance on a single supply

chain)* and ,,delayed capacity release of new factories.*

2.3 Opportunities

Refer to favorable conditions in the external environment
that can be leveraged as drivers for development, such
as policy incentives (e.g., tariff exemptions) and growing
demand in emerging markets. These can provide opportu-
nities for optimizing manufacturing layouts.

2.4 Threats

Refer to potential risks in the external environment that
require proactive measures to mitigate, such as changes
in trade policies (tariff hikes), rising costs in production
bases, and expansion of competitors‘ layouts. These may
impact the stability of manufacturing layouts.

In summary, the value of SWOT analysis lies in sys-
tematizing disparate factors and clarifying directions for
,consolidating strengths, addressing weaknesses, seizing
opportunities, and mitigating threats.” This paper will use
SWOT analysis to analyze the internal and external fac-
tors of Apple‘s manufacturing layout, laying the founda-
tion for subsequent strategic rationality analysis.

3. SWOT Analysis on Brand Advan-
tage and Global Supply Chain

3.1 Strengths: Apple’s Three Moats

3.1.1 World’s Most Valuable Brand

Apple‘s brand value is $205.5 billion, equivalent to Ice-
land‘s 2024 GDP. This brand premium allows it to offset
tariff costs through premium pricing strategies. For ex-
ample, the iPhone 16 Pro maintained a starting price of
$1,999. Despite a $296 increase in costs due to tariffs.
Forbes analysis indicates that Apple users are 37% less
price-sensitive than Android users, creating a consumption
inertia of ,,willingness to purchase despite price increas-
es®.

3.1.2 High User Loyalty

The 10S ecosystem creates strong stickiness, with 92%
of users stating they would choose an iPhone again. This
loyalty stems from: 1) cross-device synergy; 2) the App
Store‘s ecosystem of 16 million developers; 3) the Apple
Care+ service system. Data shows that Apple users spend
$427 more annually on average than Android users.

3.1.3 Efficient Supply Chain Management

Apple employs a ,,decentralized + rapid response® strat-
egy: it retains 23 contract factories in China for high-end
models, Indian factories handle 25% of global production.
India Smartphone Production Report.], and Vietnam is re-
sponsible for accessories like AirPods. This setup enables



Apple to airship iPhones from India to the U.S. within 48
hours , avoiding the [54% tariff on Chinese imports]. Its
inventory turnover days are merely 5, 4 times faster than
the industry average.

3.2 Weaknesses: Challenges in the Trade Envi-
ronment

3.2.1 Troubles of Factory Relocation

Indian factories have a yield rate of only 85%, resulting
in rework costs of 1,500 units per 10,000 iPhones. In
Q3 2025, component shortages delayed iPhone 16 Pro
shipments by 3 weeks, impacting $1.2 billion in revenue.
The total cost of supply chain relocation has reached $20
billion, equivalent to the construction cost of 3 Burj Khal-
ifas.

3.2.2 Tariffs Driving Up Prices

The U.S. imposition of 54% tariffs on Chinese imports
increased the cost of iPhones assembled in China by $296
per unit. If Apple passes these costs to consumers, iPhone
prices could exceed $2,300, risking market share loss in
China—Huawei‘s Mate 60 Pro release has already re-
duced Apple‘s share in the Chinese premium market by 3.2
percentage points.

3.2.3 Reliance on Foreign Policies

Delays in production subsidies from the Indian govern-
ment caused a 14-day shutdown of Foxconn factories in
April 2025, resulting in an estimated $210 million loss
in output. Meanwhile, the U.S. CHIPS and Science Act
requires Apple to source domestic chips, causing delays in
A17 chip supply and affecting 18% of iPhone production.

3.3 Opportunities: New Opportunities from
Globalization

3.3.1 Win-Win: Indian Manufacturing and Market

iPhone’s manufactured in India enjoy tariff-free exports to
the U.S., with export value reaching $4.4 billion in 2025.
Concurrently, iPhone sales in India grew 21.5% year-on-

Dean&Francis

year, with market share rising to 18% in Q2 2025. Apple
plans to increase Indian production capacity to 40% by
2026 and launch ,,Made in India Special Edition™ models.

3.3.2 Leveraging Trade Agreements

Under the USMCA, MacBook Pros assembled in Mexico
enter the U.S. tariff-free, reducing costs by 18%. Apple
also plans to expand MacBook production in Vietnam to
tap into the European market through the ASEAN-EU-
FTA.

3.3.3 Potential of Emerging Markets

iPhone sales in the Middle East and Southeast Asia grew
15% annually. Apple launched the $399 iPhone SE to
capture these markets. In Indonesia, Apple partnered with
Grab to offer ,,free ride vouchers with phone purchases,"
increasing its market share to 9.7%.

3.4 Threats: Risks in International Trade

3.4.1 Risk of Escalating Tariffs

The Trump administration plans to impose a 25% tariff on
Indian-made iPhones, which could increase costs by $180
per unit. If implemented, Apple would need to relocate
30% of its Indian production capacity to Mexico, incur-
ring an additional $5.6 billion in costs.

3.4.2 Supply Chain “Choke Points”

Delays at TSMC*s U.S. factory caused shortages of A17
chips, reducing iPhone production by 3 million units in
Q4 2025. Additionally, the U.S. Inflation Reduction Act
requires 50% localization of battery components, forcing
Apple to redesign its supply chain.

3.4.3 Low-Cost Competition from Rivals

Samsung holds a 49% share in India‘s ultra-premium
market. Huawei‘s launch of the foldable Mate X5 in Chi-
na (priced at $1,499) captured 12% of Apple‘s potential
upgraders. Meanwhile, Xiaomi‘s $1,000 smartphones in
Southeast Asia have captured a 28% market share.

Table 1. SWOT Analysis Summary

times the industry average)

Android users

Dimension Specific Content
1. Brand value reaches $20.55 billion, enabling offset of tariff costs via premium pricing; Apple users are 37%
less price-sensitive than Android users
2. Adopts “decentralized + rapid response” supply chain strategy, with inventory turnover days of only 5 (4
Strengths (S)

3. i0S ecosystem drives 92% user repurchase rate; Apple users spend $427 more annually on average than
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Dimension

Specific Content

Weaknesses (W)

1. Indian factories have a yield rate of only 85%; total supply chain relocation cost hits $20 billion; component
shortages once delayed iPhone 16 Pro shipments by 3 weeks, affecting $1.2 billion in revenue

2. The U.S. imposes a 54% tariff on Chinese imports, increasing the cost of each China-assembled iPhone by
$296, risking market share loss in China

3. Relies on foreign policies; delayed production subsidies from the Indian government shut down Foxconn fac-
tories for 14 days; the U.S. CHIPS and Science Act causes delays in A17 chip supply, affecting 18% of iPhone
production capacity

Opportunities (O)

1. India-made iPhones enjoy duty-free export to the U.S., with export value reaching $4.4 billion in 2025,
iPhone sales in India grow 21.5% year-on-year; plans to increase India’s production capacity to 40% by 2026
2. Leverages USMCA: Mexico-assembled MacBook Pros enter the U.S. duty-free, reducing costs by 18%;
plans to expand MacBook production in Vietnam to tap the European market via ASEAN-EUFTA

3. iPhone sales in the Middle East and Southeast Asia grow 15% annually; launches the $399 iPhone SE; part-
ners with Grab in Indonesia to boost market share to 9.7%

Threats (T)

1. The U.S. plans to impose a 25% tariff on India-made iPhones, which may increase the cost by $180 per unit;
an additional $5.6 billion is needed to relocate 30% of India’s production capacity to Mexico

2. Delays at TSMC’s U.S. factory cause A17 chip shortages, reducing iPhone production by 3 million units in
Q4 2025; the U.S. Inflation Reduction Act requires 50% localization of battery components, forcing supply
chain restructuring

3. Samsung holds 49% share in India’s ultra-premium market; Huawei Mate X5 captures 12% of potential
upgraders; Xiaomi’s $1,000 smartphones hold 28% market share in Southeast Asia

4. Strategic Recommendations: Apple’s
Path Forward

4.1 SWOT Action Matrix: Aligning Internal

supply chain efficiency, user loyalty) while addressing
weaknesses (e.g., factory relocation challenges, policy
dependence) and responding to international trade oppor-
tunities/threats, a targeted SWOT action matrix is critical
for resource allocation and risk mitigation.

Capabilities with External Factors

To leverage Apple’s core strengths (e.g., brand equity,

Table 2. SWOT Action Matrix

initial cost pressures of Indian factories using brand
premium. Second, target India’s 21.5% annual iPhone
sales growth by launching locally adapted features (e.g.,
multilingual ecosystems, low-cost model bundles)
while strengthening iOS cross-device synergy to boost

user stickiness [1].

Dimension Strengths (S) Weaknesses (W)

SO Strategy (Offensive) : Capitalize on Apple’s global | WO Strategy (Improvement) : Address inefficiencies
top brand value and 92% user repurchase rateto tap like India’s 85% production yield (vs. China’s 98%)
India’s “manufacturing + market” dual opportuni- and delayed capacity release in Vietnam by integrat-
ty. First, combine the duty-free export advantage of ing external expertise. Learn from Samsung’s 49%
India-produced iPhones ($4.4 billion in 2025 exports) | market share in India’s premium segment (India

. with “Made in India Special Edition” models to offset | Today 2025) to partner with local manufacturing

Opportunities (O)

consultants for worker training on standardized
processes. Meanwhile, leverage Mexico’s USMCA
duty exemption to shift partial component produc-
tion to Vietnam, enhancing new factories’ capacity
and yield through “regional division of labor +
technical training” [2].
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Dimension Strengths (S) Weaknesses (W)
ST Strategy (Defensive) : Mitigate threats like poten-
tial U.S. 25% tariffs on Indian iPhonesand TSMC U.S. | WT Strategy (Risk Aversion) : Counter low-cost
factory chip shortages (disrupting 18% iPhone produc- |competition (e.g., Huawei Mate X5 at $1,499,
tion, Reuters 2025) using supply chain resilience and | Xiaomi’s $1,000 models capturing 12% of potential
brand resilience. Short-term: Accelerate Mexico factory | upgraders, Canalys 2025; Xiaomi’s 28% Southeast
construction to shift 30% of Indian capacity there for | Asia share, IDC 2025) and U.S. Inflation Reduc-
Threats (T) tariff avoidance, adopting a “China (premium models) |tion Act battery localization mandates via “product

+ India (basic models) + Mexico (components)” decen-
tralized layout to reduce regional policy risks. Long-
term: Maintain brand premium (iPhone 16 Pro priced
at $1,999, Apple 2025) and balance profits with market
share via “premium products for profit, mid-range
products for share” to offset supply chain adjustment

downscaling + supply chain restructuring.” Expand
$399 iPhone SE production, launching “hardware +
service” bundles in fast-growing emerging markets.
Partner with CATL to build North American battery
factories to meet 50% localization requirements and
avoid supply chain disruptions [4].

costs [3].

4.2 Short-Term Strategy: Prioritizing Supply
Chain Resilience and Policy Compliance

In the short term (1-2 years), Apple must resolve supply
chain inefficiencies and policy compliance to lay a founda-
tion for long-term growth. For supply chains, address $120
million in Indian factory revenue losses from component
shortages and $2 billion relocation costs with a “dynamic
capacity allocation system.” Using Python-based data an-
alytics [1], real-time monitor capacity utilization and yield
across China, India, and Vietnam, allocating high-yield
Chinese capacity to premium models and Indian capacity
to basic models. Leverage its 5-day inventory turnover (4x
industry average, Apple 2025) to reduce delivery delays
from component shortages.

For policy compliance, tackle Foxconn India factory
shutdowns from delayed government subsidies and U.S.
CHIPS Act chip localization rules with a “policy-supply
chain” linkage mechanism. Negotiate long-term invest-
ment agreements with India, exchanging “100,000 local
jobs” for subsidy stability. Secure advance capacity from
TSMC and Intel, building auxiliary industrial clusters near
Arizona factories to shorten chip delivery cycles and ease
A17 chip shortages [5]. Engage EU regulators proactive-
ly: partially open third-party app downloads to comply
with the Digital Markets Act (DMA) and avoid fines [6].

4.3 Long-Term Strategy: Building “Premium +
Emerging” Dual Growth Engines and Sustain-
able Ecosystems

Long-term (3-5 years), Apple must consolidate premium
market dominance, tap emerging markets, and address
supply chain ethics and sustainability for long-term value.
Product/market: Leverage brand equity’s positive correla-
tion with stock valuation (0.90 correlation between brand
loyalty and stock prices [7] to invest in premium innova-

tions (e.g., foldable iPhones, AR devices) and maintain
46% gross margins. Launch “localized models” in In-
donesia and the Middle East—e.g., Siri supporting local
languages, Gojek-integrated mobile payments—to boost
share from 9.7% to 15%.

Sustainability: Address ethical risks [3] and Uyghur
Forced Labor Prevention Act (UFLPA) compliance by
building an “ethical supply chain.” Short-term: Acceler-
ate 100% recycled cobalt use and partner with the DRC
government on blockchain-based cobalt tracing. Long-
term: Introduce an “ESG supplier rating system,” linking
labor standards to 3—5% order preferences to phase out
non-compliant suppliers [8]. Align with EU Sustainable
Finance Disclosure Regulation (SFDR) by publishing
supply chain carbon footprint reports, decomposing 2030
75% emission reduction targets to suppliers to enhance
ESG value [9].

4.4 Risk Hedging: Diversifying Technology and
Partnership Ecosystems

To mitigate long-term risks (e.g., Al commoditization
from low-cost models like DeepSeek [8], geopolitical
tensions), diversify technology and partnerships. Tech-
nology: Invest in on-device Al (e.g., privacy-focused Al
photo albums, Apple Watch health algorithms) to avoid
over-reliance on cloud Al and maintain ecosystem unique-
ness. Fund quantum computing and mixed reality R&D to
gain first-mover advantage in AR glasses, reducing 50%+
iPhone revenue dependence.

Partnerships: Adopt “government-industry + cross-sec-
tor” collaboration. Co-build Al innovation centers with
U.S./Indian governments, exchanging R&D investment
for policy support. Partner with Tesla (automotive) and
Mayo Clinic (healthcare) to integrate Apple Watch health
data into car systems and medical diagnostics, expanding
“hardware + service” use cases [2]. In China, counter
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Huawei’s 3.2% premium share gain by partnering with
BYD on battery R&D, regaining consumer trust via “lo-
calized collaboration + premium experience” [10].

5. Conclusion

This study’s core findings reveal that Apple has estab-
lished three core competitive barriers as its internal
strengths, encompassing a globally leading brand asset,
an efficient multi-regional decentralized supply chain, and
high user loyalty and spending driven by the iOS system.
However, trade frictions have exacerbated the company’s
inherent internal weaknesses, primarily manifested in inef-
ficient supply chain relocation (characterized by low yield,
high costs, and production delays), high tariff pressures on
China-assembled products alongside market share erosion
by competitors, and heavy reliance on overseas policies
(resulting in production losses due to delayed subsidies
and policy changes). From the perspective of external op-
portunities, globalization provides new growth pathways,
including dual growth in exports and sales in the Indian
market along with potential capacity expansion, optimized
production costs brought by regional trade agreements,
and increased market share in emerging markets (the Mid-
dle East and Southeast Asia) through targeted products
and partnerships. In contrast, external threats are mainly
posed by trade-related risks, such as the United States’
proposed tariff hikes on India-produced iPhones and the
consequent costs of capacity relocation, global supply
chain bottlenecks, and intensified competition from rivals
(Samsung, Huawei, Xiaomi, etc.) in different market seg-
ments.

For strategic implications, Apple’s long-term growth
needs to balance short-term optimization and long-term
value cultivation: in the short term, it should focus on the
application of dynamic supply chain allocation technolo-
gy and policy compliance; in the long term, it must build
a ,,high-end + emerging* dual growth engine (including
foldable screens, AR devices, and localized products), de-
velop a sustainable supply chain, and mitigate geopolitical
and competitive risks through technological diversifica-
tion (on-device Al, quantum computing) and partnership
diversification (with enterprises and government partners).
Theoretically, this study embeds macro trade variables
into SWOT analysis, addressing the gap between oper-
ational and trade dimensions in traditional research and
expanding the application scope of the SWOT framework;
practically, it offers references for strategic decision-mak-

ing by multinational enterprises and emerging market
firms. The study has limitations in focusing solely on
hardware and supply chains, and future research could
further explore the role of service-hardware synergy in
enhancing trade resilience.
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