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[bookmark: _Toc425216365]Executive Summary

The Global Wireless Communications Industry is rapidly evolving. It is characterized by technological and industry changes, large players, high consumer demands, and short product life cycles. Accordingly, organizations must regularly monitor the environment, anticipate competitors, and seek new opportunities in the form of product development and new markets. The core values BlackBerry exemplifies through its products and service are security and reliability. Since its initial public offering in 1997, BlackBerry Ltd. has introduced several products and services to address the needs of consumers, resulting in both leadership success and losses. With declining market share and consumers shifting to other alternatives, BlackBerry seeks to develop a plan to profitably sell more devices and services.

BlackBerry has attained a position as a market leader in the cyber security industry. With the recent prevalence of high profile security breaches and a growing trend of companies storing sensitive information, BlackBerry has the expertise and experience to fill this gap in the market. It can provide a solution by either expanding on its existing lines, or by introducing a new product. The potential recommendations are assessed according to its potential for profitable growth, contribution to brand equity, integration and risk mitigation.

Our recommendation for BlackBerry is to leverage their existing competitive advantage as a market leader in security by providing an all-in-one solution for businesses to improve their security and productivity. As the decision criteria indicates, the recommendation leverages the well-established brand equity. This initiative is targeted towards enterprises with a need to enhance and secure their IT divisions while maintaining efficient operations. This solution will be implemented with a one-firm approach, allowing BlackBerry to oversee each project from beginning to end. The one-firm approach embodies the customized service experience for each enterprise, as they are managed on an individual-basis. 

Through proper execution of this recommendation, BlackBerry is expected to receive revenue growth and profits after its third year of consulting and implementing security solutions. In the long-term BlackBerry has the opportunity in developing additional products such as new smartphones and personal computers that can be upsold with the added benefit of increased business security with a holistic approach. The platform is to be communicated to enterprises through personal selling.

The proposed all-in-one service will apply BlackBerry’s values of security, reliability and productivity into a high-level solution for businesses. 

[bookmark: _Toc425216366]Problem Identification
BlackBerry Ltd. has experienced a recent decline in sales and profit due to consumers and enterprises shifting towards a bring-your-own-device (BYOD) model. In order to combat this, the organization must identify a strategy to sell more devices and services profitably. This new approach must consider BlackBerry’s current position in the global market, recent financial performance and loss of top-of-mind awareness for its products.
[bookmark: _Toc425216367]Stakeholders
There are several stakeholders that must be considered in implementing a new strategy. Shareholders seek strong financial performance with a focus on earnings per share. Current customers are looking for mobile devices and services that are less prone to security breaches and increase productivity. Members of the supply chain want to do business with BlackBerry, and are seeking increased order volume. The Canadian Government is looking for increased operations within Canada in order to receive more financial benefit in the form of tax or brand recognition. Employees are seeking job security and advancement opportunities. 
[bookmark: _Toc425216368]SWOT Analysis
BlackBerry’s main strength is its ability to produce and manufacture the most secure and reliable devices. It has built a recognized brand name worldwide, and is considered a major player in the Global Wireless Communications industry. BlackBerry has a divisional structure which is ideal for a large corporation operating in a very competitive market. The increased autonomy and collaboration within each division allows them to better adapt to changing market trends (Gupta, 2009). Another key strength is their focus on providing employees a rich, self-directed career path with plenty of mobility (Executive Q&A, 2015). Not only does this attract top level employees, it also ensures there are informal communication links between the divisions and encourages companywide collaboration and innovation. The company was an early adopter in the “Internet of Things” marketplace, and has a large portfolio of both tangible and intangible resources. 
However, the brand can be seen as a double-edged sword for BlackBerry. Despite being recognizable, the brand has a reputation of being dated. It is imperative that our recommendation implements a way to strengthen the brand reputation for the company to gain the trust of their customers. The organization’s dependency on their contracts with the government and other corporations can also be seen as a weakness for the company, as a loss of contract with just one government party can result in a substantial loss in sales (Jurevicius, 2013).
The constant battle between security and hackers can be seen as a great opportunity for BlackBerry. An example of this would be financial institutions shifting towards e-banking trends. Adjusting the current portfolio of devices and services is crucial to meet the ever-changing consumer demands in the market. Furthermore, there is an opportunity to expand into East Asian countries such as Singapore due to their recent mobile security concerns (Lim, 2015).
It is also crucial to assess the threats that BlackBerry faces. Competitors are continuing to take BlackBerry’s market share and major organizations such as Google are penetrating the security industry to focus on BlackBerry’s primary market. In addition, the security and tech industry is subject to rapid change and development, forcing the company to invest a lot of resources into keeping up with innovation. 
[bookmark: _Toc425216369]Competitive Analysis
The Global Wireless Communications Industry is highly saturated with large competitors including Apple, Google, Samsung, LG, Microsoft, Huawei and Xiaomi. However, each of these competitors target a different niche and are known for their specialties. According to Apple CEO Tim Cook, more than 98% of Fortune 500 companies now use Apple devices, making it extremely difficult to penetrate this market. (Marlow, 2015)
Our recommendation focuses on the IT consulting and security industries. The major North American players in IT consulting include IBM, CGI Group, PwC, KPMG, Deloitte and EY. The IT consulting industry is a growing market with businesses looking to streamline their IT departments to improve efficiency. Regarding the security industry, the global cyber security market is estimated to be worth over $75 billion in 2015 (McLellan, 2015). Major competitors in this field consist of IBM, Symantec, Intel Security and Trend Micro. (Morgan, 2015) IBM currently holds the top-of-mind awareness for secure cloud computing, and its partnership with Apple last year made the two tech giants an even stronger competition (Marlow, 2015). 
[bookmark: _Toc425216370]Decision Criteria
As financial performance is our primary goal, our decision criterion is heavily weighted towards sustainable profitability. Other factors that we have considered in the final recommendation are impact on brand equity, integration of all 4 business units, and mitigating risks involved. 
[bookmark: _Toc425216371]Alternatives
One alternative is to build on the existing QNX embedded software. QNX has attained success as the largest BTS business unit, indicating its potential to generate further revenue growth. In addition, it has claimed 53% of the vehicle operating systems market (Wheatley, 2015). By introducing a new device to complement the existing product, QNX can further penetrate the service market as a more complete package. This can be done in two ways.
An option is to target the device to QNX automotive users by creating an interactive dashboard to upsell with the software. With more than 50 million vehicles worldwide operating under the QNX operating system, the dashboard could connect entertainment systems, weather control and GPS navigation (Wheatley, 2015). This new dashboard could incorporate BlackBerry’s competitive advantage by implementing a secure tracking device that is difficult to bypass in the case that the car is stolen. The QNX is currently used for dashboards sold by other companies, such as Apple and Android (Wheatley, 2015). Moving forward, Ford has disclosed that it will be using QNX systems instead of Microsoft systems (Trudell & Green, 2014). 
A second option for further integrating the QNX operating system is for medical use. QNX is used to collectively analyze data from essential medical equipment, such as proton therapy and laser eye surgery materials (Atkins, 2014). By building a device that synchronizes the findings of these various equipment, operators can get a full picture of patient’s health conditions. This device could also implement the regulatory requirements for medical devices, as the software is already programmed to abide by (Atkins, 2014). This system could leverage their competitive advantage in security by ensuring that patient data is kept secure.
[bookmark: _Toc425216372]Recommendation
Our recommendation for BlackBerry is to shift their services towards IT Consulting and provide a one-firm approach to integrated business solutions for their clients. BlackBerry should focus on their strengths of security, reliability and productivity through an expanded BlackBerry Enterprise Service platform. This will be achieved by introducing a new platform that further adds to the recent success of the BES 12. The new BES platform will introduce an all-in-one business solution targeting the enterprise services security market. In addition to the integration across multiple devices and operating systems introduced through the BES12, the all-in-one solution will feature BlackBerry’s own in-house software for messaging, email and storage for increased efficiency and security in managing enterprise mobility. While it is compatible with all operating systems, pairing this application up with BlackBerry’s own devices will further enhance the features. Following a holistic security approach, greatest level of security can be achieved by considering the systems as a whole working together (Executive Q & A, 2015). This recommendation will help BlackBerry strengthen their brand reputation by projecting them as a new and innovative all-in-one business solutions provider.
[bookmark: _Toc425216373]Implementation
To implement our recommendation, we have segmented the market for BlackBerry based on geographic, demographic, psychographic and behavioral attributes. (Refer to Exhibit A)
For medium-sized to multinational business enterprises who need to store highly confidential information, the BlackBerry All-in-One Business Solution is a one-firm approach that combines state-of-the-art security with premier operating efficiency. Unlike other IT consultants, the All-in-One Business Solution will operate on BlackBerry’s own customizable in-house developed software to fully suit the needs of their clients.
In the long run, building relationships and forming strategic alliances with multinational corporations will allow BlackBerry to expand their IT solutions outside of North America. Clients with divisions or subsidiaries in multiple countries will turn to BlackBerry to solve complex IT solutions worldwide, opening doors to operations in the global market.
[bookmark: _Toc425216374]Product
The premium one-firm approach allows BlackBerry to assist its clients from beginning to end, and is designed to build a strong relationship between BlackBerry and its clients. In-house consultants will first identify the problem and need for the client, and will then have the opportunity to refer their clients to the BTS and Enterprise Solutions divisions. 
Meanwhile, a new application for computers and smartphones will be developed to streamline client business operations. The features of the existing BES 12 platform will be extended to incorporate secure and efficient e-mail and cloud capabilities. In addition, BBM will be integrated into the program to allow convenient communication across different platforms. Additional features such as calendars, customized databases and scheduling applications will also be included to promote an efficient “all-in-one” business tool. In the short term, this product will need to be able to increase efficiency, as not every client will need a security upgrade immediately. However, in the long term, as clients consider new security upgrades to maintain their leading positions in the market, the security component will provide much more incentive for businesses to adopt our product.
[bookmark: _Toc425216375]Place
BlackBerry should implement a direct distribution channel to connect their business directly to their clients. This will allow BlackBerry to fully leverage their expertise in R&D, and create relationships directly with their clients instead of going through intermediaries. This will also help to decrease costs, and allow room for selective distribution. 
[bookmark: _Toc425216376]Price
BlackBerry is currently in the second phase of its two-year turnaround plan and is focused on selling more products and services profitably. As an established market leader in the oligopolistic enterprise security market, price elasticity of demand is expected to be low. Therefore, a higher price point will not significantly impact demand. BlackBerry will use a price skimming strategy for its new all-in-one business solution launch to stress the competitive advantages of its differentiated service and increase the brand’s overall perceived value in the minds of its users. The price point will not be lowered following the initial introduction phase since BlackBerry is offering a premium service. As each enterprise may perceive the value of BlackBerry’s all-in-one business solution differently due to the customizable aspect of its service, a value-based pricing strategy will also be used. With the recent number of security breaches amongst large corporations and rapid advances in technology, demand for improved security measures has been a growing concern. Consumers are willing to pay a higher price for a more secure and reliable substitute. The BES 12 is already perceived to be the groundbreaking MDM solution so an improvement value method approach will be suitable. 

[bookmark: _Toc425216377]Promotion
As part of our recommendation, we suggest BlackBerry to promote their consulting services through personal selling. Since consulting is usually “purchased” after proposals are submitted by many different consulting firms, other promotional activities such as advertising to enterprises will be less effective. In addition, BlackBerry’s dominant reputation for security and reliability limits the need for advertising the brand to consumers. Instead, word-of-mouth communication will be used to leverage their previously established brand reputation to engage the initial customer base. Personal selling ensures the communications gap will be minimized, as expectations can be managed and explained through a closer relationship. Accordingly, BlackBerry will approach targeted clients using a push strategy. 
[bookmark: _Toc425216378]Short term vs. Long term
In the short term, the all-in-one business solution focuses on utilizing software to improve the security and efficiency of our clients. This is done through our in-house developed application that will allow users to conveniently access a multitude of different tools. However, the devices division has not been considered up until now. Moving into the long term, once our product has been adopted by a wide customer base, we recommend BlackBerry to consider building a suite of devices including smartphones, laptops and desktop computers to further encompass the holistic approach to security. This will allow BlackBerry to upsell their devices with their fully-compatible software, further increasing security and driving an increase in device sales.
Expected Results
Through our recommendation, we expect BlackBerry to see a growth over the next few years. Refer to Exhibit D for a projected income statement and financial analysis. For cash flow purposes, we assumed average terms to be 2 net 30, and therefore used 15 days as the days sales outstanding. As a result, we assumed 83.33% of revenue to be cash flows.
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Exhibits
[bookmark: _Toc425216380]Exhibit A: Segmentation Bases 
	Target Market Profile for All-in-One Business Solution

	Geographic
	Business enterprises in North America and multinationals that have divisions or subsidiaries in other continents and countries.

	Demographic
	Medium-sized to multinational organizations
Accounting firms, financial institutions, law firms, government organizations, medical & healthcare institutions, R&D and organizations with high degree of intellectual property

	Psychographic
	Businesses that value both security and efficiency at the top of their priorities.
Businesses that are concerned about hackers, security breaches and leaking confidential information.

	Behavioural
	Organizations that require storage of confidential information
Organizations who want to be seen as secured and fortified
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[bookmark: _Toc425216382]Exhibit C: Decision Matrix 
	Decision Criteria
	QNX Product
	All-in-One Recommendation

	Profitable Growth
	· Heavy R&D expenses involved in building medical and automotive equipment 
· Regulation costs involved
· Limited consumer base 
	· Targets established enterprises that value the provided service 
· Capitalizes on trend of increased data storage and security 
· Stronger relationships indicate long-term clients 

	Impact on Brand Equity
	· Significant deviation from existing product and service lines 
· QNX has established strong brand equity, beneficial to build on this 
· Can’t guarantee that institutions will adopt medical devices 
	· Leverages core competencies & reputation as a security market leader
· All-in-one approach builds strong relationships 

	Integration of All 4 Business Units
	· Incorporates 3 business units
· Does not include Messaging 
	· Incorporates all 4 business units to provide an all-encompassing service package

	Mitigating Risks Involved
	· Offer staff and client training guides 
· Continue pursuing QNX software through other markets (ex. IoT) 
	· High-level consultant training and knowledgeable staff 
· Ensure quality customer service and responsiveness 
· Software is thoroughly tested and upgraded regularly 





[bookmark: _Toc425216383]Exhibit D: BlackBerry Consolidated Statement of Operations 
	BlackBerry Consolidated Statement of Operations (USD in Millions)

	
	For the Year Ended

	
	March 2,
	March 1,
	February 28,
	February 27,
	February 26,
	February 25,
	February 24,
	February 23,

	
	2013
	2014
	2015
	2016
	2017
	2018
	2019
	2020

	Revenue
	
	
	
	
	
	
	
	

	Hardware and other
	6,902
	3,880
	1,481
	1,381
	1,281
	1,800
	2,500
	4,000

	Service and software
	4,171
	2,933
	1,854
	1,589
	2,216
	2,988
	3,672
	4,598

	
	11,073
	6,813
	3,335
	2,970
	3,497
	4,788
	6,172
	8,598

	Cost of Sales
	
	
	
	
	
	
	
	

	Hardware and other
	6,627
	3,985
	1,382
	1,174
	1,089
	1,530
	2,125
	3,400

	Inventory write-down
	241
	1,616
	95
	100
	100
	100
	100
	100

	Supply commitment charges
	192
	782
	(33)
	-
	-
	-
	-
	-

	Service and Software
	579
	473
	287
	238
	332
	448
	551
	690

	
	7,639
	6,856
	1,731
	1,512
	1,521
	2,078
	2,776
	4,190

	Gross margin
	3,434
	(43)
	1,604
	1,458
	1,976
	2,710
	3,396
	4,408

	Operating expenses
	
	
	
	
	
	
	
	

	Research and development
	1,509
	1,286
	711
	1,200
	1,000
	700
	700
	700

	Selling, marketing and administration
	2,111
	2,103
	938
	1,138
	1,195
	1,255
	1,317
	1,383

	Amortization
	714
	606
	298
	348
	348
	348
	348
	348

	Impairment of long-lived assets
	-
	2,748
	-
	-
	-
	-
	-
	-

	Impairment of goodwill
	335
	-
	-
	-
	-
	-
	-
	-

	Debentures fair value adjustment
	-
	377
	80
	80
	80
	80
	80
	80

	
	4,669
	7,120
	2,027
	2,766
	2,623
	2,383
	2,445
	2,511

	Operating loss
	(1,235)
	(7,163)
	(423)
	(1,308)
	(647)
	327
	951
	1,897

	Investment income (loss), net
	15
	(21)
	38
	38
	38
	38
	38
	38

	Loss from continuing operations before income taxes
	(1,220)
	(7,184)
	(385)
	(1,270)
	(609)
	365
	989
	1,935

	Recovery from income taxes
	(592)
	(1,311)
	(81)
	(100)
	(100)
	(100)
	(100)
	(100)

	Loss from continuing operations before income taxes
	(628)
	(5,873)
	(304)
	(1,170)
	(509)
	465
	1,089
	2,035

	Loss from discontinued operations, net of tax
	(18)
	-
	-
	-
	-
	-
	-
	-

	Net loss
	(646)
	(5,873)
	(304)
	(1,170)
	(509)
	465
	1,089
	2,035

	Loss per share
	
	
	
	
	
	
	
	

	Basic and diluted loss per share from
	
	
	
	
	
	
	
	

	continuing operations
	(1.20)
	(11.18)
	(0.58)
	(2.23)
	(0.97)
	0.89
	2.08
	3.88

	Basic and diluted loss per share from
	
	
	
	
	
	
	
	

	discontinued operations
	(0.03)
	-
	-
	-
	-
	-
	-
	-

	Total basic and diluted loss per share
	(1.23)
	(11.18)
	(0.58)
	(2.23)
	(0.97)
	0.89
	2.08
	3.88





[bookmark: _Toc425216384]Exhibit E: Calculations 
*All values are entered in millions 

For year ended, February 28, 2015
% of service and software revenue 
= Service and Software Revenue ÷ Total Revenue for the Year 
= 1,854 ÷ 3,335 = 56%

Total revenue for three months ended, February 28, 2015 = $660 
· This is the total revenue since the launch of BES12

For three months ended, February 28, 2015
Service and software revenue 
= Total revenue (for three months ended, February, 28, 2015) x % of service and software revenue (for year ended, February 28, 2015)
= 660 x 56% 
= $370
· This is the service and software revenue since the launch of BES 12

Assuming BES12 related revenue makes up 50% of revenue from service and software

For three months ended, February 28, 2015
BES12 related revenue 
= Service & Software Revenue x % Service & Software Revenue 
= 370 x 50% = $185
· This is the BES12 related revenue since its launch of BES 12 related revenue per quarter

Average price of BES12 plan
= (23 + 40 + 72 + 90) ÷ 4 = $56

For three months ended, February 28, 2015
# of BES12 platforms sold 
= BES12 Related Revenue ÷ Average Price of BES 12 Plan
= 185 ÷ 56 = 3.3 platforms
· This is the # of BES12 platforms sold since its launch/# of BES12 platforms sold per quarter

For fiscal year ended February 27, 2016
Expected # of BES12 platforms sold
= # of BES 12 platforms sold (for three months ended, February 28, 2015) x 4 quarters
= 3.3 x 4 
= 13.2 platforms
· This is the expected # of BES12 platforms sold per year

15% expected annual growth in BES related revenue following the launch of new BES platform

For fiscal year ended February 26, 2017
Expected # of new BES platforms sold
= Expected # of BES 12 platforms sold (fiscal year ended February 27, 2016) x 115%
= 13.2 x 115% 
= 15.2 platforms
· This is the expected # of new BES platforms sold per year

Average price of new plan
= (28 + 42 + 86 + 100) ÷ 4 = $64 

For fiscal year ended February 26, 2017
Expected revenue from new BES platform
= Expected # new BES platforms sold (for fiscal year ended February 26, 2017) x average price of new BES plan 
= 15.2 x 64 = $973

Sales Projection of new BES platform 
2016: 0% growth (still under development, not released yet) - $0
2017: 15% growth (plus increase in price of new BES platform plan) - $973
2018: 20% growth - $1,168
2019: 25% growth - $1,460
2020: 30% growth - $1,898

NPV (in millions)
Cost to invest in new BES platform 
= 489 (R&D cost) + 200 (payroll cost) + 50 (amortization on intangibles) 
= $739 (in millions)
Expect a 7% discount rate
	Year of operation
	1
	2
	3
	4
	5

	Expected cash flow of new BES platform
	
- 1,170
	
- 509
	
465
	
1,089
	
2,035



NPV = -739 - (1170 ÷ 1.07) - (509 ÷ 1.072) + (465 ÷ 1.073) + (1089 ÷ 1.074) + 
(2035 ÷ 1.075)  
= - 739 - 1093.46 - 444.58 + 379.58 + 830.79 + 1450.93 
= 384.26



[bookmark: _Toc425216385]Exhibit F: Timeline
Starting August 1st, spend the next 6 months developing and researching the product. The seventh month will be spent in beta testing optimizing the service. Meaning that the launch of the actual program will be February 28th, 2016. 
The first 3 months will be somewhat of a real world testing phase, gauging the viability and market response in a real world application. If it does prove to be viable then we will begin the recruiting and hiring process to assemble a top notch team of software and consulting personnel. 

	Time Period : 
Starting August 1st, 2015
	Actions Taken

	1-3 months
	Developing and researching the product, converting existing security capabilities to current task

	3-6 months
	Software development of the interface, integrating the freshly designed security features into the service

	7 month
	Release of service to early adopters, beta testing phase – optimizing the service

	8-11 months
	Real world testing phase, gauging the viability and market responsiveness in a real world application

	Year end
	If proven viable then we will begin the recruiting and hiring process to assemble an elite team of software and consulting personnel


 1-3 R & D for security
3-6 software development of the interface, integration.  
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